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PART 1

(OPEN TO THE PUBLIC)
	ITEM NO.7




JOINT REPORT OF THE DIRECTORS OF COMMUNITY, HEALTH and SOCIAL CARE and


DIRECTOR OF HOUSING and PLANNING SERVICES



LEAD MEMBER BRIEFING FOR CULTURE and SPORT   14th May,

PLANNING 21ST MAY,

CUSTOMER and SUPPORT SERVICES

 21st May 2007


TITLE:         
 Conserving and Developing Ordsall Hall – the next stage


RECOMMENDATIONS:

That Lead Members note the success of the Stage 1 submission to the Heritage Lottery Fund and approve the continuing development of the project up to Stage 2 submission.

That the Lead Member for Customer and Support Services: -

a]
approves the necessary financial resources required  to develop the Stage 2 submission and complete the match funding required for the main project grant. 


b]
waives standing orders with regards to the appointment of specialists conservers for the stained glass, plaster and paint restoration.


c]
waives the Council’s procurement rules with regards to the building contract works.

That the Lead Member for Planning 


a]
approves expenditure of section 106 money from the Quay 5 development on archaeological investigations.


b]
approves, in principle, the allocation of additional section 106 monies to address the shortfall in the Council’s contribution.


c]
approves, in principle, the allocation of additional section 106 monies, should the need arise, to address the shortfall in the ‘other’ funding contribution.

That the Lead Member for Culture and Sport agrees to take steps to achieve the renaming of the Exchange Quay Metrolink station. 


EXECUTIVE SUMMARY:


The report describes the process and actions required to complete the Stage 2 submission to the Heritage Lottery Fund for the development of Ordsall Hall and its grounds, in terms of

· the current and proposed financial measures required to complete the project

· changes to the procurement process


BACKGROUND DOCUMENTS:
/


ASSESSMENT OF RISK:
The successful implementation of this project is subject to 

· Stage 2 HLF approval (low risk). 

· Raising of other external funding amounting to £885K (high risk) 

· Construction cost risks (medium).  

	


THE SOURCE OF FUNDING IS:
Capital programme, Section 106, Heritage Lottery Fund, other external funding.
	


LEGAL ADVICE OBTAINED: 
I Sheard – no comment any legal issues email 26/4/07)
	


FINANCIAL ADVICE OBTAINED:
J Spink  - email correspondence, S106 monies to be confirmed otherwise no comments/ K Darragh – meeting (2/5/07) resulting in minor amendments / N Dickens – there is currently an allocation within the Ordsall Infrastructure account for S106 monies to support this project.

	COMMUNICATION IMPLICATIONS: /

VALUE FOR MONEY IMPLICATIONS: /


CLIENT IMPLICATIONS: /


PROPERTY: /

______________________________________________________________

HUMAN RESOURCES: /

______________________________________________________________




CONTACT OFFICER :
Robin Culpin 0161 793 2210 / Jackie Ashley   0161 779 6043

WARD(S) TO WHICH REPORT RELATE(S)   Ordsall and Langworthy


KEY COUNCIL POLICIES  Conservation Policy within the UDP, Central Salford                        Regeneration, Community Plan, Cultural Strategy


DETAILS (Continued Overleaf)

1.
INTRODUCTION
1.1 The purpose of the report is 

· To update Lead Members on the status of the Ordsall Hall development project 

· To obtain authority to progress the project to the next stage -  the submission of more detailed Stage 2 information to the Heritage Lottery Fund [HLF].

2.
BACKGROUND
2.1 In June 2006 Members gave approval to submit an application to the Heritage Lottery Fund seeking funding amounting to [approx.] 62% of the total project cost.   The HLF’s Board of Trustees approved this Stage 1 application at their meeting on the 20th March 2007.  

2.2 The approval consists of a development grant from the HLF of £177,008 to fund Stage 2 design work, and a capital grant to the value of £4,134,909 which is now reserved for Salford City Council. A contract is entered into with the Council upon approval of the Stage 2 information. The overall cost of the project is £6,869,572.

3. DETAILS

3.1 Since the submission of the Stage 1 application, the HLF has undertaken a rigorous assessment of the project.  This has involved visits by their experts, with specialisms in historic buildings, education and audience development, as well as board members from the North West office of the HLF and the North West’s representative on the national HLF Board. The HLF have acknowledged the effort that has gone into the Stage 1 submission and subsequent follow up information.  A good working partnership has evolved with the designated HLF Case Officer.  

3.2 Project changes – Costs
3.2.1
During the HLF’s assessment period, concern was expressed over the level of contingency being too low for the building elements as well as for the project as a whole.  This resulted in a review of the project costs, individual rates for the building elements and an overhaul of the contingency levels.  

In addition the non-cash contribution figure was questioned by the HLF.  A nominal £2,500 was originally included, in part due to a lack of understanding of what would be eligible.  This has now increased to £98,000 and this recognises the contribution being made by our training partners.  The table below sets out changes to the project costs since the bid was submitted in July 2006.

	CHANGES TO PROJECT COSTS
	 
	 
	 
	 
	 
	 

	 
	 
	Original Submission 
	 
	 
	
	 
	 
	

	 
	 
	
	 
	 
	 Jan-07
	 
	 
	 Increase

	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 

	HLF 
	 
	   3,540,832.00 
	 
	 
	          4,311,917.00 
	 
	 
	          771,085.00 

	 
	 
	 
	 
	 
	 
	 
	 
	 

	COUNCIL 
	 
	   1,475,347.00 
	 
	 
	          1,574,447.00 
	 
	 
	            99,100.00 

	 
	 
	 
	 
	 
	 
	 
	 
	 

	OTHER
	 
	      885,208.00 
	 
	 
	885,208.00
	 
	 
	                       -   

	 
	 
	 
	 
	 
	 
	 
	 
	 

	NON CASH 
	 
	          2,500.00 
	 
	 
	              98,000.00 
	 
	 
	            95,500.00 

	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 

	TOTAL 
	 
	   5,903,887.00 
	 
	 
	          6,869,572.00 
	 
	 
	          965,685.00 

	 
	 
	 
	 
	 
	 
	 
	 
	 

	The contingency levels for the project now are:-

	8.30% Overall contingency included

	15% for building restoration, building alterations and mechanical / electrical works.
10% for the fitting out / exhibition works
7.5% for the landscape works


3.2.2
The overall project consists of the following elements.  

PROJECT COST BREAKDOWN
	ITEM
	 
	 
	 
	 

	 
	 
	 
	 
	 

	1
	Building restoration / conservation work
	 
	 
	 £2,644,689.85

	 
	 
	 
	 
	 

	2
	Building alterations
	 
	 
	 £   329,585.68

	 
	 
	 
	 
	 

	3
	Mechanical and electrical installations
	 
	 
	 £  1,002,333.72

	 
	 
	 
	 
	 

	4
	Exhibition and fitting out
	 
	 
	 £    497,564.27

	 
	 
	 
	 
	 

	5
	Landscape / external works
	 
	 
	 

	 
	a) Landscape scheme, including artwork, archaeological investigations and signage
	 
	 
	 £    849,971.29

	 
	 
	 
	 
	 

	6
	Training / Volunteer programme
	 
	 
	 £    384,252.00

	 
	 
	 
	 
	 

	7
	Professional / statutory / service development fees
	 
	 
	 £    776,517.91

	
	
	
	
	

	8
	Audience development 
	 
	 
	 £    125,000.00 

	 
	 
	 
	 
	 

	9
	Eligible stage- 1 bid preparation costs
	 
	 
	 £    129,157.00

	
	
	
	
	

	10
	Site Investigations
	
	
	£       32,500.00

	
	
	
	
	

	11
	Non cash contribution
	
	
	£       98,000.00

	 
	Total
	 
	 
	 £ 6,869,571.72


Please note the above excludes ineligible costs incurred by the Council amounting to £56K.

3.2.3
A further £100,000 needs to be added to the council’s contribution to the project beyond the amount already agreed - £80,000 of which needs to be brought forward to 2007/8 in order to cover the match funding for the Development Grant for Stage 2. [See 4.4 below]

3.3 Project changes – design team members
This stage of the project will be undertaken with three potential changes to the successful design team that resulted in Stage 1 approval.  

· There has been a need to tender the architectural works due to European procurement regulations.  There may therefore be a change to the architects.  The tender process is now in the assessment stage.  
The other changes will occur to the specialist conservers.  

· A new paint consultant will be required because the first consultant is no longer undertaking actual implementation.  At least three companies will tender for this work.  

· With regard to the restoration of the stained glass fragments, discussions are on going with a specialist in medieval glass restoration  who are more experienced in this type of glass than the previous consultants. 

· It is the intention to appoint YJA Conservation, the plaster conservers who originally provided the specialist report via the architects. The company has previously worked on the Hall and have an extensive knowledge of the building. The appointment would be subject to a fair price being submitted by the company.  

The selection of the companies for all the specialist work is being undertaken in discussion with the Council’s Collections Manager, Conservation Officers and English Heritage.  The details of the finalised companies will also be put to the HLF although they officially are unable to advise.  Approval is sought to waive standing orders to enable suitably qualified and experienced consultants to be appointed.

.all
3.4 Project changes -  programme
Stage 1 approval by the HLF occurred in March 2007 rather than the expected January 2007.  Six months is stated as the approval timescale, in reality it has taken nine months.  This impacts on the programme and there is also a need to hit Trustee meeting timescales with the Stage 2 approval.  The key dates of the new programme are shown below.  Further detail can be found in appendix A. 

· March 20th 2007 Heritage Lottery Fund approve Stage 1 submission

· Feb 2008 submit Stage 2 information.  Deadline for confirmed match funding.

· June 2008 – HLF approves Stage 2 information (June Trustees meeting)

· Aug / Dec tender documentation and tender period

· January 2009 – final approvals and contract let

· April 2009 – building contract commences, linked to finish of the end of the spring school term.

· Sept 2009 – Training programme commences
· End Nov 2010 - Landscape scheme completed (start during building contract period)

· Easter 2011 Hall opened (decision subject to discussion with Heritage Service) 

· Sept 2011 Learning programme starts.
3.5 Contract selection

The need to appoint the correct specialist conserving consultants has been described above in section 3.3.  It is also vital that the main works to the building are undertaken by a suitably quality contractor(s).  The HLF has been very specific with regards to contractor selection in their list of information required for the Stage 2 submission. To quote:- 

“Method of procuring building contractors - Please note that HLF would expect to see a suitably qualified building contractor who had worked on previous heritage projects to be appointed for the scheme.”
One of the key roles of the architects will be to advise on suitable contractors, again taking advice from the Council’s Conservation Officers and English Heritage.  The Council’s term partnering contractors will be asked to provide evidence of their suitability for this project.  This report seeks approval not to use the term contractors if they prove not to be suitable.  A separate report will provide details of the investigations in due course, however it is anticipated other contractors will have to be considered and as well as a tendering process, an interview selection process should take place.

For the landscape works one of the existing framework contractors will be appointed.

4. Stage 2 development grant
4.1 To take the project to Stage 1 submission, £146,763 was spent on the bid preparation.  Within the above figure, £17,606 was undertaken prior to the 12 months before Stage 1 submission and is therefore not counted by the HLF towards the cost of the project.

4.2 The report last June sought approval for expenditure amounting to £55,992.  The actual expenditure is £38,156.  It was envisaged that this would form part of the Stage 2 development works, however it is now apparent the HLF will not accept invoices prior to the issuing of the development grant for Stage 2 2, which will occur in May.

4.3  This next phase, Stage 2 development, will entail the provision of detailed information to take all aspects of the project up to the RIBA’s work stage E or equivalent. This still only takes the project to detail drawing stage and not out to tender.  Any expenditure beyond this stage is at the applicant’s risks.  The work required by the HLF consists of: -

· Updated Conservation Management Plan 
· Updated Audience development Plan 

· Full Training Plan 

· Drawings to RIBA E 

· Interpretation plans to equivalent of RIBA E 

· Detailed activity plans for year 1 and outline activity plans for subsequent years 
· Finalised job descriptions and person specification and details of where post will be advertised 

· Method of procuring building contractors - Please note that HLF would expect to see a suitably qualified building contractor who had worked on previous heritage projects to be appointed for the scheme. 
· Management and Maintenance Plan 

· Update on what has changed for the project during the development stage 

· Updated project costs – In HLF format as spreadsheet agreed at Stage 1 

· Evidence of security of match funding 

· Project Implementation Plan – for capital works and activities 

· Decanting and recanting plan 

· Project timetable 

· Monitoring and evaluation – Outline of how the project will be monitored and how measures of success will be determined 

· Risk Assessment – Updated for whole project including activities 

4.4 The cost of producing the above has been estimated at £285,498 and this consists of £177,008 from the HLF and £108,490 from the Council.  The Council’s current allocation for this year is £28,000 and consequently approval is sought to increase this by £80,490 to provide the match funding required.

5.
Project expenditure profile
5.1 The expenditure for the full project (development and capital grant) is set out in    Appendix B.

5.2 Claims will be made to the HLF when invoices are available on a three – monthly basis.

6. Funding update

6.1 The current status of each fund raising activity is listed within Appendix C

6.2 The approval by the HLF in March of a development grant of £177,008 and the setting aside of the capital grant of £4,134,909 means the HLF is providing £4,311,917 towards the cost of this £6,869,572 project [62.8%].

6.3 The fund raising target has remained at £885,208 when the project costs increased, as potential funding sources are still being explored.  Currently approximately £5K has been raised via public donations, £98K of applications has been submitted and £200k of other applications is in development.  In addition negotiations are on going with various charities and grant giving agencies.  The Friends of Salford’s Museums are providing invaluable help, making applications to funding bodies where the Council is unable to do so.

6.4 The level of Council funding needs to be increased by £100K to address the increases arising during the assessment period.  It has been proposed that further 106 monies from the developments within Ordsall are used to address the short fall.  Approval is sought for additional 106 monies to be directed to the Ordsall Hall project.  

6.5 The budget is fixed at £6,869,572.  There is a risk that the ‘other fund’ will not be finalised when the Stage 2 submission is required in February.  A further report is proposed in December 2007 that will put forward the following options: -

a) The Council agrees to write a letter to the HLF underwriting the short fall in the knowledge that other funding will be obtain but is not finalised as the time of submission

b) The Council agrees to underwrite the short fall regardless of the funding materializing

c) The scope of the project is reduced to meet the budget available.
7. Metrolink

7.1 The Access Plan for the project proposed that the Metrolink station is renamed to acknowledge the presence of Ordsall Hall.   Approval is sought from Lead Members to formally approach the Chair of the Greater Manchester Transport Executive to rename the station “Exchange Quay for Ordsall Hall”

8.
Conclusion
8.1 This project will revitalise Ordsall Hall just as the Ordsall estate is being regenerated.  Furthermore, given the close proximity of the Hall to the River Irwell the project provides significant opportunities to link with the Irwell City Park project.  The links between the two projects will be developed during the next phase.

8.2 The HLF, through their approval of the project recognises that the project will result in this key heritage asset having a sustained future.

8.3 
This next phase of the project will result in every aspect of the project being explored in detail and tested to ensure the project not only meets the objectives the HLF but also those of the Council and the local community.

9. Recommendations

9.1
That Lead Members note the success of the Stage 1 submission to the Heritage Lottery Fund and approve the continuing development of the project up to Stage 2 submission.

9.2
That the Lead Member for Customer and Support Services:-


a]
approves the necessary financial resources required  to develop the Stage 2 submission and complete the match funding required for the main project grant.


b]
waives standing orders with regards to the appointment of specialists conservers for the stained glass, plaster and paint restoration.


c]
waives the Council’s procurement rules with regards to the building contract works.

9.3
That the Lead Member for Planning 


a]
approves expenditure of section 106 money from the Quay 5 development on archaeological investigations.


b]
approves, in principle the allocation of additional section 106 monies to address the shortfall in the Council’s contribution.


c]
approves, in principle, the allocation of additional section 106 monies, should the need arise, to address the shortfall in the ‘other’ funding contribution.

9.4
That the Lead Member for Culture and Sport agrees to take steps to achieve the renaming of the Exchange Quay Metrolink station. 

Appendix A
Conserving and Developing Ordsall Hall – the next stage

Programme
· March 20th 2007 Heritage Lottery Fund approve stage-1 submission

· April / May/ June 2007  - Lead Members approval progression of stage -2

· May/Dec 2007 – Design & project teams commence/complete stage -2 development work.  

· Jan 2008 prepare submission material

· 1st Feb – deadline for confirmed match funding

· Feb 2008 submit stage-2 info mid Feb.   (N.B March 26th 2008 is the official deadline for stage-2 information to be submitted to the HLF.  If it is left to this date, the project may not get to June trustee meeting, it would then go to Sept 2008.  Need to aim for June 2008 trustee meeting).

· June 2008 – HLF approves stage-2 information (June trustee meeting)

· July 2008 – HLF capital works contract formed

· Aug / Sept 2008 – tender documents produced

· October 2008 – tender period

· January 2009 – final approvals & contract let

· April 2009 – Building contract commence, linked to finish of the end of the spring school term.

· Sept 2009 – Training programme commences

· April 2010 – Landscape scheme commences (provisional date)

· End Sept 2010 – Building contract completed (18months)

· End Nov 2010 - Landscape scheme completed (commence during building contract period)

· Easter 2011 Hall opened (decision subject to discussion with Heritage Service)

· Spring 2011 Horticultural volunteer programme commences

· April – July Free school visits to reintroduce service

· July 2011 – Sept 2011 first summer event programme 

· Sept 2011 Learning programme commences
	Appendix C                          
 Conserving and Developing Ordsall Hall – the next stage 

ORDSALL HALL - MATCH FUNDING STRATEGY 
The table below outlines potential sources of match funding identified towards various elements of the overall Ordsall project. 

Following initial approaches to funding bodies to determine eligibility criteria, funding levels and timetables for submitting 

bids several applications have now been submitted and are awaiting decisions. A number of applications are currently

being developed whilst work continues on exploring as many funding sources as possible in addition to attracting donations.  

As part of the strategy to secure funding the Friends of Salford Museums are actively involved in submitting applications to charitable foundations and trusts as appropriate.  As a registered charity the Friends are able to access funding which the Council would not be eligible to apply for. 

It is proposed to submit applications for ERDF and ESF funding which offer the potential to secure substantial funding 

contributions towards the project. Announcements are however awaited regarding the arrangements and timetable for the 2007 – 

2013 programme and it is unlikely that approvals on bids will be made until 2008. 

The list of funding bodies below is not exhaustive and the likelihood is that other sources of funding may emerge.  



	Match funding source
	Amount £
	Timetable 
	Status of application

	Salford City Council and Section 106 monies 
	£1.6m 
	June 2006  - £1.5m secured in principle by Council Lead Members   

May 2007 – additional £100K to be approved                  


	Additional £100K required, £80K to be brought forward to 2007/8

	Raise the Roof Campaign and donations 
	Contributions towards overall target of £900K
	On going fund -raising campaign 
	£4,865 raised to date (April 07) campaign ongoing. 

	Salford URC 
	£130K 
	May 2007 - Request for funding to be submitted towards elements of the work, which address the URC's priorities. 
	Formal request for funding currently being developed 

	2007-2013 Structural Funds 

European Funding (ERDF)

2007 -2013


	£500,000 -£600,000 approx.
	 Awaiting details of new arrangements for programme. Target date for start of programme Oct 2007, but likely to change 


	Awaiting arrangements for submitting bids to be announced.

	Learning Skills Council  (ESF) 

Connexions 
	£150,000 -£225,000
	 Position as above 
	 

	English Heritage 

Regional Capacity Building scheme 

 
	£50,000


	Autumn 2006  - initial approach made for funding towards revenue costs of post of Volunteering Programme Manager.

Sept 2007      - submit application for 3 year funding 

Dec   2007     - decision on bid expected  


	Expression of interest registered.  

	Culture Northwest 

Historic Houses Heritage Tourism Improvement Scheme 
	£30,000 
	June 2006 - Initial approach to Culture Northwest made for improvements to the visitor experience. 

   
	March 2007 -Heritage March 2007- Heritage Tourism Panel decision made that public sector owned and operated projects should not have priority.  However site meeting now arranged.

	Landfill Communities Fund  Pilsworth Environmental Company  
	£15,000
	March 2007 - Full application submitted requesting £15,000 towards landscaping work on the grounds. 
	Awaiting decision from the Trust. 

	Arts Council

	£75,000
	Stage 2 funding includes allowance for public art development  and fundraising plan
	Bid to be developed during Stage 2

	Charitable Foundations 

	Pilgrims Trust 
	£25-40,000
	March 2007 - First stage application submitted requesting funding towards the restoration of the medieval window panels.
	Awaiting response from Trust 

	Wolfson Foundation  
	£ to be determined 
	March 2007  - Expression of interest submitted to Foundation seeking funding towards the capital cost of restoration work. 
	Awaiting decision regarding a full application being invited. 

	Glaziers Trust 
	£3,000 
	March 2007 - Application submitted to the Trust requesting grant towards cost of specialist restoration work on medieval glass panels. 
	Awaiting response 

	Charitable Trusts currently being explored 

	Esmee Fairbairn 
	No max. 

grant 
	
	

	Clore Duffield 
	£5,000 to £1m (only v. small number of substantial grants are awarded.
	
	

	Booth Foundation 
	To be determined
	Strategic Director of Community Health & Social Care is in discussion with the Booth’s Foundation
	Aiming to finalise discussions by Autumn 2007
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