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Report of the Director of Services
Ward(s) affected: All Wards
1. Purpose of Report
To seek approval for the Business Plan in respect of the refurbishment and redevelopment of the Town Hall, Skipton, to seek approval for capital budget to fund the delivery of Phase 1 and confirm future governance arrangements.
2. Recommendations
Members are recommended to:

2.1
Approve the Business Plan, as attached at the Annex detailing a phased approach for the refurbishment and redevelopment of the Town Hall, Skipton and associated buildings.
2.2
Approve a contribution of £220,000 to be funded from the New Homes Bonus Infrastructure Reserve be allocated in the Council’s capital budget for the delivery of a Phase 1 refurbishment project as detailed in the Business Plan at the Annex.
2.3
Delegate authority to the Director of Services, in consultation with the Leader of the Council and Lead Member for Enterprising Craven, to submit a Stage 1 application to the Heritage Lottery Fund for the development of a Skipton Town Hall Hub as detailed at the Annex.
2.4
Approve the preferred option of the Council, at this time, is to retain ownership and management of the buildings known as 17 & 19 High Street and Town Hall, Skipton and the services operated by Council occupying the building and that at this time the Council does not continue to investigate alternative governance structures.

3. Background
3.1
The Council’s Policy Committee of April 2013 (POL.508/12-13) agreed not to transfer the management of the Town Hall, Museum, and Tourist Information Service to a Trust.
3.2
In addition, at POL.508/12-13 Policy Committee requested the Council pursue its own arrangements for the future management of the Town Hall, Museum and Tourist Information Service ensuring that opportunities to maximise the value from the Council’s assets, in particular 17 & 19 High Street, Skipton are fully explored. 
3.3
Since April 2013 two Member seminars have been held, the purpose of each being to identify and comment on priorities for the future of the Town Hall in terms of building layout, services and the complementary uses accommodated.

3.4
In addition Members and officers have met with the Heritage Lottery Fund and local organisations to guide future development and identity opportunities to incorporate within the Business Plan.
3.5
The remainder of this report introduces the Business Plan for the Town Hall, seeks approval of a capital budget to deliver Phase 1 improvements and to confirm the future governance arrangements for the Town Hall and services within.

4.
Town Hall Business Plan
4.1
Following the decision for the Council to retain management of the Town Hall an initial Member session was held in June 2013 where Members identified their priorities with a resulting vision of:
“The Council’s vision for Skipton Town Hall is to restore the building as a sustainable, vibrant, community venue to educate, inspire and entertain.“

4.2
Following identification of the vision a draft Business Plan for the refurbishment and redevelopment of Skipton Town Hall has been produced as presented at Annex A. The Business Plan is presented as an evolving document that details a phased approach to redevelopment, minimising disruption to services whilst making a transformational change to the condition of the building and services within.

4.3
The content of the business plan includes a brief historical evolution of the building, consultation responses for future uses and identification of key principles to be adopted when considering activity towards the refurbishment and redevelopment of the Town Hall.

4.4
Section 7 of the Business Plan details proposed uses for the Town Hall under the following headers:
· The Craven Museum Hub;
· Community Events and Activities;
· Commercial Events;
· Commercial Opportunities.
4.5
Section 8. of the plan details a phased approach to the redevelopment of the Town Hall through three stages:
· Initial Works:
Necessary to restore the building to a good standard;
· Phase 1:
Improving access, facilities and decoration in the Town Hall;

· Phase 2:
Aspirational works focusing on the redevelopment of the Museum and Annexe.

4.6
The Business Plan concludes with indicative capital and revenue requirements, timescales and milestones and details on communications and public relations.
5.
Skipton Town Hall – Phase 1
5.1
Section 8 the Business Plan details potential works that could be delivered through a standalone Phase 1 project. This medium term project builds on the initial works approved by Policy Committee in July 2013 by: 
· Removing of the disabled lift to the frontage of the Town Hall and restoration of the steps;

· Continuing repairs to stonework and balcony;

· Installing an internal lift servicing the first floor of the Town Hall;

· Providing commercial space on the ground and first floor floors of the Town Hall;

· Demolishing the existing WC facilities;

· Constructing new WC facilities in a similar location incorporating high quality disabled access and access to the rear of the Town Hall;

· Improving 17 & 19 High Street, Skipton to encourage high value letting;

· Providing internal decoration and floor coverings to the public facing areas.
5.2
The Council’s Property Services estimate the cost of the above works will be in the region of £220,000 including preliminaries and contingencies. Delivery of this work will enable a transformational refurbishment of the original Town Hall whilst making the building fit for purpose through much needed access improvements and alterations. 
5.3
The majority of works in Phase 1 are concentrated on those areas fronting the High Street. As a result there will be minimal alterations made to the Main Hall and Annexe allowing continued use of the Hall, gallery, community room and kitchen. Phase 2, which considers the creation of a new Town Hall Hub will include transformational works to the Annexe and Main Hall that will require further input from Members.
5.4
It is important that following the Council’s decision not to approve a Trust approach and retain the management of the Town Hall that progress is made in improving the quality of the building and the services offered within. 
5.5
As noted in the Business Plan the refurbishment of the Town Hall could be delivered through a single phase but this would have a significant lead in time whilst applying for external funding. The phased approach suggested will enable Phase 1 and 2 to be delivered in parallel allowing improvement to the building in the short, medium and long term.
6.
Infrastructure Reserve New Homes Bonus

6.1
At minute POL.408/11-12 Policy Committee agreed the scope of the New Homes Bonus Infrastructure Reserve through four agreed themes:

· Job Creation;

· Revitalising Towns and Villages;

· Rural Broadband;

· Leeds & Liverpool Canal Corridor.

6.2
The aim of the revitalising towns and villages theme is “To enhance the role of our towns and villages as economic hubs for goods and services by developing the commercial centre and improving the quality of the streetscape.”
6.3
To ensure consistency of projects being developed through the Infrastructure Reserve a Project Management Framework was approved by Policy Committee at POL.488/12-13. The Town Hall project is currently at Stage 4 of the Framework; ‘Scheme Approval’.
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6.4
It is therefore recommended that a budget of £220,000 funded from the New Homes Bonus Infrastructure Reserve is allocated in the Council’s capital budget for the implementation of the Phase 1 project as detailed in the Annex.
6.5
In addition a £20,000 contribution will be made from the Enabling Efficiencies Reserve to enable planning works for an aspirational Phase 2 project leading to a bid for Heritage Lottery Fund support.

7.
Governance
7.1
Arrangements for the future ownership and management of 17 & 19 High Street and Town Hall Skipton were originally considered by Policy Committee on the 8th December 2010. At minute POL.333/10-11 it was resolved that the Council’s preferred option is:

“to transfer Skipton Town Hall to a Trust or similar type of organisation with an option to include No.17 High Street, Craven Museum and Gallery and Skipton Tourist Information Centre.”

7.2
A proposal was received from a third party and considered by a Member Evaluation Panel during March and April 2013. This evaluation was considered by Policy Committee at minute POL.508/12-13 which resolved not to transfer the Town Hall, Museum and Tourist Information Service to a Trust under the terms proposed by the HTNW as the business plan did not meet the specification agreed by the Council. 

7.3
As a result the Committee requested the Council pursue its own arrangements for the future management of the Town Hall, Museum and Tourist Information Service and explore opportunities to maximise the value of the Council’s assets.
7.4
Although Policy Committee resolved not to establish a Trust as proposed by the HTNW the Council’s legal services have confirmed that the principle established at minute POL.333/10-11 of transferring Town Hall, 17 & 19 High Street, Museum and Gallery and Tourist Information Service to a Trust remains the Council’s preferred option. 
7.5
The Council is now at a position where it needs to clarify and confirm its position with regard to the ownership and management of 17 & 19 High Street and Town Hall, Skipton to enable the redevelopment of a high quality, sustainable community facility.

7.6
During previous discussions to transfer 17 & 19 High Street, Town Hall and associated services to a Trust the Historic Building Preservation Trust governance model has been considered as the most appropriate approach.

7.7
A Building Preservation Trust (BPT) is an organisation whose primary aims are the preservation and regeneration of historic buildings for public benefit.  They are commonly formed to preserve a single building or a rolling programme of buildings. BPTs are usually constituted as companies limited by guarantee
 and have charitable status.

7.8
Although requested by Members at minute POL.508/12-13 to prepare a draft Memorandum of Association to form a Skipton Town Hall Trust it is important that the implications of transferring the Town Hall to a Trust in the current climate are fully understood and that the Council is satisfied that it remains the right option for the future of the building.

7.9
In addition, if a Trust is seen as the most appropriate option further investigation in to the operation and management of the Trust is required. This would include, but not limited to, the purpose of the Trust, the structure of the Trust, appointment of Trustees, arrangements for the transfer of the building to the new Trust and arrangements in the event that the new Trust fails.
7.10
Since the preferred option for the Town Hall was agreed in 2010 at minute POL.333/10-11 the position of the Council has changed greatly. The Council is now in a much stronger financial position and having proactively advertised and investigated opportunities for transferring the Town Hall to a Trust has shown the limited benefit to the Council through this approach.

7.11
Therefore at present the benefit of the Council retaining ownership and management of 17 & 19 High Street and Town Hall can be summarised through three key issues:

· Full control maintained by the Council;

By not transferring the building to a Trust decisions on the future of the building and its services would be controlled by Policy Committee; the decision making committee, rather than the Trustees / Directors of the Trust who would act in the best interests of the Trust, not the Council.

· Achieving savings by maintaining the status quo 

By not transferring the building to a Trust the Council would make a saving against the potential of having liability to pay rent and service charges to the Trust for the Council services occupying the building.

· Securing the Town Hall for community use;
By not transferring the building to a Trust the Council would retain the community use element of the building and protect key areas and facilities for community use e.g. the Main Hall, Annexe and kitchen.
7.12
Considering the above it is recommended that Members confirm that the Council’s preferred option is to retain ownership and governance of 17 & 19 High Street, Town Hall, Skipton and the services operated by Council occupying the building and at this time the Council does not continue to investigate alternative governance structures.
8.
Implications
8.1
Financial and Value for Money (vfm) Implications – 
8.1.1
Infrastructure Reserve Contribution

8.1.2
As at Minute POL.384 11/12 it was resolved that 65% of the New Homes Bonus received by this Council will be allocated to the Infrastructure Reserve.

8.1.3
As the level of investment available to commit through the Infrastructure Reserve is directly related to income received from Government investment it was agreed that decisions will only be presented to Members once sufficient funding has been confirmed.

8.1.4
The current uncommitted balance of the New Homes Bonus Infrastructure Reserve is £360,332. Existing commitments and preliminary planning work total £164,600 consisting of the following:
	Ref
	Project Name
	Value

	DF001/4
	Canal Corridor Development
	£10,000

	DF002
	Ingleton i-Centre
	£5,000

	DF003
	Threshfield Quarry
	£5,000

	DF005
	Tour de France Grand Depart
	£69,600

	LL001
	Connecting the Dales
	£75,000

	
	TOTAL
	£164,600


 8.1.5
The table below shows the income allocated to each reserve and potential commitments at the 19th November 2013 Policy Committee. If Members were minded to approve the recommendations of the reports presented to this Committee the uncommitted balance of the Infrastructure Reserve would be £48,457.
	
	Current Uncommitted Balance
	Potential Commitments at this Committee
	Balance after potential commitments
	Estimated 2014/15 Receipts

	Management Fee 
	£0
	£0
	£0
	£75,776

	Localism Reserve
	£69,450
	£0
	£69,450
	£113,664

	Infrastructure Reserve
	£360,332
	£311,875
	£48,457
	£568,320

	Empty Homes Reserve
	£0
	£0
	£0
	£0

	Total
	£429,782
	£311,875
	£117,907
	£757,760


8.1.6
Enabling Efficiencies Reserve


To support the preliminary planning works Phase 2 of the Town Hall redevelopment a contribution of £20,000 will be allocated from the Enabling Efficiencies Reserve. Following commitment of this contribution the balance of the reserve will be £283,000.
8.1.7
Contribution to the Income and Savings Plan 2013/14 to 2016/17 

8.1.8

The Income and Savings Plan 2013/14 – 2016/17 includes an annual saving of £50,000 per annum for the three years from 2014/15 to 2016/17. The table below provides indicative estimates for how the savings and additional income will be realised.
	Area
	Indicative Saving or (Income)
	Year Realised

	Staffing
	£10,000
	2014/15

	Utilities
	£15,000
	2014/15

	17 & 19 High Street
	(£16,000)
	2014/15

	Museum Store
	£20,000
	2014/15

	Shop Sales
	(£5,000)*
	2014/15

	Town Hall Lettings
	(£40,000)
	2015/16

	Museum Store
	£10,000
	2015/16

	Town Hall Lettings
	(£20,000)
	2016/17

	Utilities
	£15,000
	2016/17

	
	
	

	TOTAL SAVINGS AND INCOME
	£151,000
	

	
	
	

	2014/15
	£66,000
	

	2015/16
	£50,000
	

	2016/17
	£35,000
	


* Although shown as £5,000 the net additional income on shop sales will be £2,500 due to £2,500 being included within supplies and services expenditure in 2014/15.

8.2
Legal Implications – 
8.2.1
When considering the works to be delivered through the three phases of redevelopment and refurbishment the Council will need to be mindful of existing restrictions on the Town Hall. As part of the development process for each phase these restrictions will be considered as appropriate.
8.3
Contribution to Council Priorities –              

Identifying and implementing a solution for the future use of the Town Hall will contribute to the ‘Enterprising Craven’ priority by enhancing the resident and visitor offer and the ‘Financial Resilience’ priority by maximising the use of Council assets.

8.4
Risk Management – 


Failure to commit to a long term plan for the refurbishment and redevelopment puts the Council at risk in allowing the building to decline further and missed opportunities for increased income.
9.
Consultations with Others –           

Museum & Arts Service, Asset and Property Services, Legal Services, Financial Services

10.
Access to Information : Background Documents –        
Skipton Town Hall Conservation Statement and Appraisal
11.
Author of the Report – 
Andrew Laycock, Project Delivery Officer
Telephone 01756 706220; e-mail:alaycock@cravendc.gov.uk
Note: Members are invited to contact the author in advance of the meeting with any detailed queries or questions.
12.
Annex
Annex A: Skipton Town Hall Business Plan
The Appendices to the Annex can be downloaded from the ‘Council & Democracy’ section of the Craven District Council website.
� A company limited by guarantee is a special type of company available to non-profit making organisations and charities.
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