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JOINT REPORT OF THE DIRECTOR OF COMMUNITY, HEALTH & SOCIAL CARE


DIRECTOR OF HOUSING & PLANNING SERVICES



LEAD MEMBER BRIEFING FOR CULTURE & SPORT 19th June,

PLANNING 26th June,

CUSTOMER & SUPPORT SERVICES

 26th June 2006


TITLE :         
 Conserving and Developing Ordsall Hall – Bid approval


RECOMMENDATIONS :

(i) That all three Lead Members approve the proposed Ordsall Hall project.

(ii) That the Lead Member for Culture & Sport gives approval for the bid to be submitted to the Heritage Lottery Fund

(iii) That the Lead Member for Customer & Support Services approve the necessary financial resources required to continue with the project until the stage - 1 lottery approval is received, including the retention of the architects Lloyd Evans Prichard.

(iv) That the Lead Member for Customer & Support Services approves the principle of allocating funding for at least 25% of the project cost.

(v) That the Lead Member for Planning approves expenditure of section 106 money from the Quay 5 development on archaeological investigations.

(vi) That the Lead Member for Planning approves the remainder of the Quay 5’s section 106 money towards the improvements at Ordsall Hall.


EXECUTIVE SUMMARY:
To approval the proposed scheme for Ordsall Hall enabling the stage-1 submission to the Heritage Lottery fund to be made.


BACKGROUND DOCUMENTS:
/


ASSESSMENT OF RISK:
The successful implementation of this project is subject to approval & funding from the HLF and in addition the raising of other external funding amounting to £885K.  The risk is at this stage is medium.

	


THE SOURCE OF FUNDING IS:
Capital programme, Section 106 plus external funding.
	


LEGAL ADVICE OBTAINED: 
I Sheard 
	


FINANCIAL ADVICE OBTAINED:
J Spink / K Darragh / N Dickens

	
COMMUNICATION IMPLICATIONS: /

VALUE FOR MONEY IMPLICATIONS: /


CLIENT IMPLICATIONS: / Strategic Director of Housing and Planning, Head of Finance, Assistant Director of Culture and Leisure consulted


PROPERTY: /

______________________________________________________________

HUMAN RESOURCES: /

______________________________________________________________




CONTACT OFFICER :
Jackie Ashley   0161 779 6043

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


KEY COUNCIL POLICIES  Conservation Policy within the UDP, Central Salford                        Regeneration, Community Plan, Arts & Leisure Strategy


DETAILS (Continued Overleaf)

TITLE:   Conserving and Developing Ordsall Hall
1.
INTRODUCTION
1.1
The purpose of the report is to provide details of the scheme for Ordsall Hall and to obtain approval to submit the stage-1 bid to the Heritage Lottery Fund (HLF).

2.
BACKGROUND
2.1 In September 2004 Members gave approval to develop a project for Ordsall Hall leading to the submission of a bid to the HLF.  The mission for the project is  -

To conserve and develop Ordsall Hall and its grounds as an educational, community and heritage resource for all.

With the following objectives: -
i. To repair, restore and conserve the building for future generations and establish a maintenance regime as recommended by the Conservation Management Plan.

ii. To provide a holistic approach to physical and intellectual access within the Conservation Management Plan – opening up more areas of the building for public access and developing ways to interpret and present inaccessible areas.

iii. To develop the grounds as a resource for education, recreation, training and volunteering while respecting their heritage and archaeological significance in relation to the Hall and its history

iv. To develop a programme of inclusive and community-based educational and leisure activity, both inside and outside the Hall.

v. To assure the long-term future of the Hall and its resources by maintaining a realistic and sustainable Business Plan.

2.2
The lottery bid relates solely to the Hall and its grounds.  In parallel, the regeneration plans for the Ordsall area are expected to deliver improvements to the surrounding area, improving the setting of the building and enhancing access routes.  Refurbishment of the Hall will contribute to the wider regeneration of the Ordsall area, creating opportunities for greater community involvement with the Hall. 

3. INFORMATION

3.1 The actual project that will deliver these objectives consists of restoration / conservation works to the building fabric, alterations to the building, new building services to serve the Hall, a landscape scheme for the grounds, both permanent and temporary artwork projects, fitting the building out with new interpretation / exhibits and the development of a training and volunteer programme.  

3.2 Restoration / conservation works – the key priorities are re-pointing of the brickwork with a sand / lime mix, repair of the window surrounds, re-roofing the entire slate roof and a proportion of the stone roof, an overhaul of the timber frame retaining only any remaining material of historic value and replacing any new with English Oak, undertake a similar overhaul of the joinery, rebuilding of some high level gable elevations and chimneys, an overhaul of the rainwater goods, replacement of some of the timber floors.  There are in addition three specialist areas of work to be restored, stained glass panels, medieval paintwork in the Great Chamber and the                                                                            plaster ceiling in the First Floor Privy Chamber room.  
3.3 Alterations to the building – the Hall at present has 40% of its rooms closed to the public and therefore currently offers a limited visitor experience.  It is proposed to open up all rooms to the public bar those required for staff and the plant room.   There are three main areas to the Hall, the Great Hall & reception area, the East Wing and the West Wing.   The Great Hall and reception area will not change greatly other than the reception / shop area being rearranged.  The East Wing will be opened to the public with the provision of a lift and new staircase enabling full access to all rooms bar the Second Floor Privy Chamber.  There will be video links to this second floor room thereby addressing this lack of access.  Access to this wing opens up to the public rooms that are of national significance and rooms that have played a crucial part in the history of the Hall.  The proposed alterations to the West Wing will provide the hall with a new education / training room on the ground floor in the space that is currently a storeroom.  A further lift in this wing will enable full access to all floors including some of the roof spaces.  This wing will continue to serve as an exhibition space and staff accommodation in addition to the new education room.

Appendix A has drawings of the proposed alterations.all
3.4 Building services – it is proposed to completely renew the electrical services covering lighting, provision of power sockets, main distribution infrastructure, fire and security alarm systems and the provision of a wireless data system. Regarding the mechanical services is proposed to install more energy efficient plant in line with the findings of the energy audit report.  An efficient heating system will be designed to enable zonal heating of the different rooms to meet the needs of both the building fabric and the operational needs. The hot, cold water and ventilation systems are all to be replaced.

3.5 Landscape scheme – the scheme for the grounds will give the Hall the garden it warrants whilst maintaining the events area that is key to the activity functions undertaken at the Hall.  It is the intention to identify the location of the moat but not reconstruct a water filled moat.  The archaeological remains of the demesne barn will be exposed and an outdoor teaching area designed around the remains.  Planting will add interest to the site whilst maintaining key views through to the Hall.  The design has taken into account the recommendations of the access consultant and via a new parking bay area will resolve issues with the current disabled parking provision.  The provision of a picnic area will meet the needs of a frequently requested item.

Within Appendix A is the plan of the scheme.

3.6 Arts projects – the landscape scheme in particular provides opportunities for artwork to be incorporated into the designing of various elements as well as one – off pieces of public art.  The appointment of a lead artist at an early stage in the project’s development will enable art opportunities to be considered at the outset and give sufficient time for true community involvement to be integrated into the project.  Internally there will be opportunities with the fitting out of the building to involve artists.

3.7 Reinterpreting the Hall - The interpretive approach for Ordsall Hall has been determined by: consulting with a number of stakeholders, including current users and non-users of the Hall; taking guidance and learning lessons from the Audience Development and Access Plans; working with the collections and archives; working with the themes and stories available; and the constraints, imperatives and operational issues of the building itself. Having looked at these areas, a set of guiding principles has been identified.

· Access for all – achieved via tactile plans, audio descriptions, large print wall panels, tactile interactive exhibits, improved lighting levels and the provision of induction loops.

· Family friendly environment – achieved via, places for children & adult to sit, objects to touch, interactive games, under fives soft play area, a range of learning  / enjoyment activities & exhibits that relate to family life through the ages

· Developing the Hall as a learning resource – achieved via different learning styles, a wider schools programme and a new outreach programme from the Hall.

· Encouraging people to interact with the Hall – achieved via sensory exhibits, digital / computer interactive, keeping roped off areas to a minimum, having exhibits that encourage different age groups to learn together and having exhibits that ask questions of the visitor not just provide information.

· Build on the variety of themes and eras of the Hall – achieved via different rooms set up to illustrate the different time periods, develop a changing programme of exhibits that deal with the history of the Hall, including interactive and chronological exhibitions that explore Ordsall hall in its wider context.

· Develop contemporary stories relevant to the community the Hall is part of.

3.8 Training & volunteer programme – two new posts will be created, the Trainee and Volunteer Manager, the Gardener and Outdoor Trainee Supervisor, with the Education Officer overseeing this programme.  However, a holistic approach towards learning and training will be taken by the whole of the staff team so that training is an integrated part of activity at the Hall.  The training opportunities consist of work placements for students from Salford College during the building phase of the project to develop skills in carpentry and joinery, painting and decorating, brickwork, electrical studies and construction studies.  In addition via Salford & Manchester Connexions placements will be offered to develop skills in construction, landscape & gardening, leisure & tourism, customer care, working with children & working with the elderly.  Links are also being formed with Eccles College, Salford Consortium & Salford’s Learning Difficulty Service.
Existing work experience placements will be developed with the addition of two modern apprentices per year in Horticulture.

The Training and Volunteer Manager as well as the Assistant Hall Manager: Marketing and Events will oversee the delivery and organisation of a number of public events aimed at training local people in conservation and horticulture skills. Some of the events and activities will be delivered in conjunction with the building contractors on site, as well as the plaster conservator, paint conservator, Gardener and Outdoor Trainee Manager and outside specialist training providers.

A large part of the Volunteer and Trainee Manager’s remit will be to develop a structured programme of volunteering opportunities for those local people who are interested in donating some of their spare time to the Hall.

Many people in Salford are keen to access training and learning opportunities at Ordsall Hall through the project. These training courses will be delivered by partner organisations, as well as our own. Venues will include not just the Hall but also the local Neighbourhood Office (where Sure Start will provide a crèche free of charge for any parent wanting to access courses) and MANCAT. Courses will be delivered free of charge and will be managed by the Volunteer and Training Manager in liaison with the Education Officer. The examples of the types of course that will be available at the Hall include: 

· Horticulture and Numeracy 

· Art and Literacy 

· Arts and Craft 

· Local History  

· Furniture Design 

· Furniture restoration 

· Interior Design 
4.  Programme / Timescale
4.1 Subject to a successful stage-1 approval by the HLF & subsequent stage-2 approval a ‘new’ Ordsall Hall will open in July 2010.  The key stages in the programme are set out below: -

· June 2006, Stage –1 application to the HLF

· June onwards - other funding applications investigate & applied for

· Jan 2007, HLF decision

· Jan 2007 – Nov 2007, develop the stage –2 submission to the HLF.  This involves the detail design work for the capital works and further audience development work.  Information to be submitted to the HLF by Dec 2007 at the latest.

· Jan 2008 – April 2008, HLF review stage-2 submission and give approval.

· May 2008 – July 2008, obtain tender prices & appoint contractors.  Appoint training manager.

· Aug 2008, commence building works on site & implement construction contract training opportunities

· June 2009, commence landscape works

· Jan 2010, appoint gardener / trainee supervisor

· March 2010, building and landscape works complete

· April 2010 – June 2010, building commissioning period

· July 2010, Ordsall Hall open
· July 2010 – Sept 2010 first summer events programme

· Aug 2010, horticultural volunteer programme to start

· Sept learning programme to commence.
5. Capital Project cost / funding 

5.1
Project cost summary
	ITEM
	 
	 
	 
	 

	 
	 
	 
	 
	 

	1
	Building restoration / conservation work
	 
	 
	 £2,121,017.70

	 
	 
	 
	 
	 

	2
	Building alterations
	 
	 
	 £   226,260.62 

	 
	 
	 
	 
	 

	3
	Mechanical & electrical installations
	 
	 
	 £   939,105.12 

	 
	 
	 
	 
	 

	4
	Exhibition & fitting out
	 
	 
	 £    480,217.69 

	 
	 
	 
	 
	 

	5
	Landscape / external works
	 
	 
	 

	 
	a) Landscape scheme, including artwork, archaeological investigations & signage
	 
	 
	 £    825,782.15

	 
	 
	 
	 
	 

	6
	Training / Volunteer programme
	 
	 
	 £    378,912.00

	 
	 
	 
	 
	 

	7
	Professional / statutory fees
	 
	 
	 £    660,778.92

	8
	Audience development / service provision costs
	 
	 
	 £    125,000.00 

	 
	 
	 
	 
	 

	9
	Bid preparation costs
	 
	 
	 £    161,634.00 

	 
	Total
	 
	 
	 £ 5,918,708.00


5.2
The phasing of this expenditure is: -
	Pre-submission 
	2006/07
	2007/08
	2008/09
	2009/10
	2010/11
	2011/12
	2012/13
	Total

	£146,763
	£143,044
	£110,362
	£2,284,302
	£2,756,525
	£380,171
	£58,404
	£39,137
	£5,918,708


5.3 
Funding details
i.  The application to the HLF will be for 60% of the project cost with 40% other funding to be found. The figure being asked from the HLF is £3,540,832 taking into account eligible funding to date.

ii.  The remaining £2,377,876 needs to be funded / secured by the applicant.  A realistically package of funding is15% (£885,208) from various external organisations and donations with 25% (£1,492,668) funded by the Council. Currently,  £347,090 has been set against the project, consisting of monies already spent on the bid production and £191,000 Section 106 monies derived from the residential development at the Quay 5 site at Ordsall Lane. This report seeks formal approval to allocate the £191,000 section 106 monies towards improvements at Ordsall hall.  It is proposed to fund the balance from the Capital Programme and approval is sought to agree this in principle.  

iii. Ongoing investigations and applications for other external funding are being pursued. The Friends of Salford’s Museums have agreed to submit applications to charitable bodies.  
Confirmation of the match funding needs to be made at the latest just by prior to the stage-2 decision by the HLF, ideally sooner.  The decision is likely to be in April 2008.  Likely funding sources are: -
· English Heritage

· European funding

· Learning Skills Council

· Arts Council

· Charitable organisations e.g. Esmee Fairbairn – Arts & Heritage programme, Pilgrim Trust & Clore Duffield Foundation
iv. The table in Appendix B sets out the anticipated funding sources & timescales.

5.4 
Pre stage- 1 approval
i. During the next six months assessment period by the HLF there will be continued expenditure dealing with queries on the submission and continuing to develop specific aspects of the project e.g. other funding bids, submission of planning applications, prepare consultant briefs for the next stage, site investigations to rule out the site from being contaminated and preliminary archaeological trenches.  It is proposed to retain the existing architects to respond to queries from the HLF and approval is sought for this. The expenditure for the above is estimate at £55,992.

ii.  It is proposed to fund the archaeological works from Section 106 monies.  Approval is sought to expend £10,000 prior to stage-1 approval to be followed by a further £7,000 should stage -1 be successful.

iii. Within the expenditure approved in Sept 2004 & June 2005 £8,500     remains and it is proposed to use this as a contribution to the above expenditure.

iv. It is proposed that the £55,992 will be funded thus: -


£10,000 section 106


£8,500 from existing capital programme allocation


£37,492 new capital programme allocation.

5.5 
Post stage - 1 approval
Within the application to the HLF an application for a development grant of £197,414 has been requested.


6. Revenue implications

6.1 It is clear that a redeveloped Ordsall Hall will have significant revenue implications for the Hall.  A comprehensive business plan has been developed as part of the stage-1 submission and this demonstrates how the additional expenditure will be met. The business plan demonstrates how a realistic maintenance programme for both building and grounds can be met.  This is essential for HLF approval to be obtained.   There will be a need to explore in more detail the allocation of a separate maintenance budget for Ordsall Hall and this will be subject to a further report.

6.2 Business Operation - Salford Council’s current budget allocation for Ordsall hall is £180,000 (including capital charges, national non domestic rates and rechargeable insurances). An operational business plan has been developed outlining the staffing requirements for the future expanded services to be provided at Ordsall Hall. The staff team will be increased to meet the demands of the service expansion and the additional cost will be met from increased income across a range of services (see 6.3). By year 2 of operation (2011-12), the facility will generate an annual surplus of approximately £17,000.

During the build period of September 2008 to July 2010, the hall will be closed resulting in a temporary loss of income of between £30,000 - £42,000. This loss of income will be accommodated within the Community, Health and Social Care Directorate budget by the identification of non-recurrent savings for 2008/2010.
6.3     Income - the project will deliver substantial opportunities for increased income generation from the current £23,000 pa to an estimated £256,844. The income will be used to offset the increase in staff and operational costs leaving a small annual surplus of approximately £17,000. The increase in income will be achieved by increasing visitor numbers from 18,000 a year, to 30,000, by building on the success of school visits and ghost nights, and by creating new services such as functions and concerts. The greatest financial performance improvement is forecast to come from merchandising sales, with an anticipated average of £2.95 per head spend.

It is proposed to introduce some services - weddings, dinners, family days, ghost nights and room hires - over Ordsall Hall’s first two-years of operation. This offers the triple advantage of, allowing greater capacity for general visits in year 1 (2010-11), when public interest will be highest, provides staffing capacity for training and experience to be developed and allows for the marketing of new services to impact on potential customers.

6.4      Expenditure - Ordsall Hall will increase its current staffing establishment of 5, to a business operation-staffing establishment of 12 costing the facility £117, 400. Ordsall Hall operating costs covering all other necessary goods and services require a further £102,000.

The tables below show the total anticipated income and expenditure for the first two years of the Ordsall Hall operation, 2010-11 and 2011-12.

Year 1 – 2010-11

	Income
	
	£207,240 

(limited operation)
	

	Expenditure

Staff

Operation
	£117,406

£117,280
	
	

	Total
	£234,686
	
	

	Operating Deficit
	
	
	£27,446


Year 2 operation shows a 2.5% inflation rise on projected income for 2011-12 from £250,580 to £256,884. Expenditure figures have 2.5% added directly from the table above. 

Year 2 – 2011-12

	Income
	
	£256,884 

(full operation)
	

	Expenditure

Staff

Operation
	£120,341

£119,837
	
	

	Total
	£240,178
	
	

	Operating Surplus
	
	
	£16,706


The tables below show the total anticipated income and expenditure for the first two years of the Ordsall Hall operation, 2010-11 and 2011-12.  
7.
Conclusion
7.1
This project will revitalise Ordsall Hall just as the Ordsall estate is being regenerated.  The restored and conserved building fabric, along with the alterations to the building will result in a new programme of activities.  The Hall will have as a result of the external works the landscape setting it deserves.  Furthermore given the close proximity of the Hall to the River Irwell the project provides significant opportunities to complement the major   proposals for the Irwell Riverside walkway.  

7.2 A holistic approach has been undertaken to ensure that the capital works are      backed up by a realistic business plan to develop the audience of Ordsall Hall, create training opportunities and develop further the links with the local community.

7.3    HLF funding along with the partnership match funding presents a realistic opportunity to achieve the aims of the project.  If successful the project will secure the long-term future of this Grade 1 listed building.

8.
Recommendations
(i) That members approve the proposed project for Ordsall Hall. 

(ii) That approval is given to submit the bid to the HLF.

(iii) That the necessary financial resources are made available within Council budgets to enable the project development to continue until the outcome of the HLF stage-1 decision.

(vii) That provision is made in the capital programme to provide 25% of the match-funding element. 

(viii) That fund raising is progress via further applications to other funders and a donation appeal, aiming to raise 15% of the project costs.
(ix) That the section 106 money from the Quay 5 development is allocated towards improvements at Ordsall Hall. 

Anne Williams

Strategic Director of Community, Health and Social Care

Malcolm Sykes

Strategic Director of Housing and Planning
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