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External Funding Project Proposal

	Project Title: Okehampton Learning Resource Centre


*

	Project Sponsor
	NWDWDAG

	Project Manager
	Ewen Rae

	Funding programme
	LPSA Reward

	Deadline for submission of application/bid
	18 December 2009 

	Duration of project
	6 month for Full Development Phase

	Revenue/Capital
	Capital

	Accountable Body/Partner
	Devon Heartlands CDT

	Version: Draft/Final
	Final

	Date:
	15th December 2009 


1. Background

	This commenced in March 2006 when Devon Reinvestment Services convened an open meeting to identify at the potential uses for the derelict Mill Site in Okehampton. It was agreed to pursue the creation of a community owned Learning Resource Centre which would provide a focus for people over the age of 16 to access vocational and life long training and learning. The working group identified the need for a wide range of practical courses that are currently only available in Exeter and North Devon. This excludes many local people from this type of training and so limits the potential for new business growth in this area. The group also proposes to further investigate the possibility of relocating the existing DLS Library to this site.

This vision has formed the basis of Okehampton Learning Resource Centre project. This project has been registered with the Community Builders Fund & support sought for the development phase. This could include a £20,000 grant.


Briefly explains the context of the project and why it is needed and where the idea for the project initiated from. .Including the proposed source(s) of external funding.

2. Project Objectives

	The refurbishment of existing Okehampton Mill buildings to provide:-

(a) Vocational Training Centre for Catering; Hairdressing & Beauty Courses to be delivered by Okehampton College. This will include a restaurant where “front of kitchen” skills can be learnt. – Approximately 330 square metres, & 

(b) Community Space, which will provide Office, Sound Studio, Heritage Centre, Meeting Room, Gallery & community café (when restaurant not used by the College) plus reception & terrace. Approximately 415 square metres.  

Also a new building connecting to the refurbished building housing the New Town Library – Approximately 375 square metres with direct access to ICT & Large Meeting Room within other elements.


Outlines the objectives of the project. What is the project intended to achieve?

3. Scope of the Project

	This Phase of the projects is to undertake a development study, which includes the following activities.

· Full Site Contamination Survey & remedial action

· Full Structural Survey with a Specification & Remedial Action Plan drawn up.

· Full Detailed Development Plan Produced, including

· Listed Building Issues Addressed

· Renewable Energy Schemes Planned

· Energy Efficiency Measures planned. 

· Outline User Arrangements Agreed in principle

· Site Plan Finalised

· Quantity Surveyor Estimates Produced

· Construction Tendering Held 

· Funding Plan for the Capital Phase initiated & application submitted.


Identifies what is likely to be included in project, and areas not covered by the project. Which areas of work/activities will be included? Links with other projects?

4. Expected Outputs 

	The Development Phase outputs will included an approved detailed design for the centre; full construction costings; User Agreements in principle; Updated Business Plan; & Grant Application made;

Ultimately the Learning Resource Centre will provide facilities for Vocational Training Courses in Catering; Hairdressing; Beauty & probably ICT Skills too. Okehampton College will deliver 90 training places per annum, including Level 3 courses for 16 – 19 . In addition there will be community office facilities & local heritage centre, including the prestigious Baring Gould Archive manage by WREN Music. 


This section should describe the main outputs of the project. These are normally described as actual products delivered such as a Report or a policy or an event.   

5. Constraints

	The centre of the site contains an 18th Century Chimney which is a Grade II listed structure whilst next to the site is the actual Mill Building including a working waterwheel which is also listed. 

It is known that the site has hydro carbon contamination, which needs to be fully surveyed & remedial action identified. 

The existing covenant on the site, which is currently owned by WDBC is as follows:-
Not to use or permit the property for residential or commercial development save that the property may be developed and used for the benefit of the community and inhabitants of Okehampton as a whole. 

The land was purchased on 31st March 2000 and the intention was to develop within 3 years of that date otherwise certain conditions could be applied -

(a) the Council could offer the land back to the Seller at open market value (not less than £70,000)

(b) the covenant could be released and the land sold with an apportionment of sale price as to one third to the Council and two thirds to the Seller

The uses outlined above comply with this covenant.


This section identifies any constraints on the project. This may include time, resources, budget, national standards that need to be adhered to and any llegal requirements.

6. Business Case

	6.1 Strategic alignment

Devon Sustainable Community Strategy 
This Projects supports the delivery of the Devon SCS in the following ways:-

A Growing Economy

· Breaking down barriers to learning opportunities by providing local access

· Encouraging the development of workforce 

A World Class Environment

· Reduce environmental impact by adopting Renewable Energy systems &  grey water systems;

· Redeveloping a derelict brownfield site

· Reducing car usage by providing local resource.

· Providing a facility that celebrates local heritage & arts 

Strong & Inclusive Communities

· Providing local access to services & facilities

· Delivering a community identified project

Inspiring Young People

· Providing education & training opportunities, such as Vocational Training Courses.

Devon Local Area Agreement 2008-2011

A Growing Economy

Devon Sustainable Community Strategy Priority: “Creating the conditions to enable Devon to have a strong and growing economy, and ensuring maximum opportunities are available for everyone to contribute to and benefit from it.”

· Develop and harness skills to achieve a competitive economy (LAA17). - NI 164 "Working age population qualified to at least Level 3.

Inspiring Young People

Devon Sustainable Community Strategy Priority: “Inspiring our County's young people to achieve their best and supporting them in tackling the issues that concern them most.”

· NI 117 “16 to 18 year olds who are not in education, employment or training (NEET)”

A World Class Environment

Devon Sustainable Community Strategy Priority: “Supporting our County's world class natural environment, our built environment and cultural heritage to improve the look and feel of the places where we live.”

· Improve business productivity of the renewable energy sector in Devon (LAA4).

· Increase participation in cultural activities (LAA12)




	6.2 Options available to deliver the project

(a) New Build - Exeter Rd Industrial Estate, Okehampton, 

(b) New Build outside Okehampton – e.g. North Tawton., 

(c) Special Transport Arrangements for VT students

(d) Do Nothing

Alternative uses of the site have been considered by WDBC as part of nationwide tendering exercise. The members have selected the community’s Learning Resource Centre project as the preferred option. 



	6.3 Benefits to be achieved with each option

The primary benefits of the preferred option (that is re-development of the Okehampton Mill site) are :-

i) The local provision of 32 training opportunities to Level 3 qualification for 32 young people from 16-19 years old each year in Okehampton. The accessibility of this training will encourage young people to participate as it avoids the expense & time taken travelling to other providers in Exeter, Barnstaple or even Plymouth, which is 30 miles away. In addition some 80 pupils under 16 years old will receive Level 1 & 2 training each year.  

ii) The inclusion of ICT facilities within the LRC project will encourage the development IT Skills training both for students, business community & individuals. 

iii) The creation of a community led partnership delivering new jobs, new training opportunities, access to knowledge & information, celebrating local heritage & culture will boost the local economy & raise local pride in the town. This partnership comprises:- Okehampton College, WREN Music, Okehampton United Charities, West Devon Borough Council, Devon Library Services co-ordinated by Devon Heartlands CDT. 

The benefits of the alternative options are:-  

Option (a) New Build, Okehampton 

Cheaper Build; Easier access for Users outside Okehampton; Remote from Okehampton College; Derelict Brownfield site in centre of town remains an eyesore.

Option (b) New Build Outside Okehampton 

Cheaper build; benefit to town; Remote from Okehampton College. Poorer Public Transport links; Derelict Brownfield site in centre of town remains an eyesore.

Option (c) Special Transport Arrangements For Students  Difficult to co-ordinate; Expensive to meet individual needs; Strong disincentive to students.

Option (d) Do Nothing – No local provision of Vocational Training courses & town centre eyesore remains.


	6.4 Costs of the project

The cost of each phase has been estimated as follows:-

· Full Development 

· Professional Fees



£    41,324

· Business Planning



£      2,799

· Construction Funding Plan Actioned

£      4,124

· Community Communication                        £        595

· Project Monitoring & Reporting                   £      6,125

· Contingency Allowance                              £      5,496 

· Phase Total 




£    60,453
· Construction Phase

· Library 





£   720,000

· VTC & Community 



£1,466,000

· Fitting Out – Library 



£   125,000

· Fitting Out – VTC & Community 

£   150,000

· Programme Management & Reporting 
£     44,000

· Phase Total 




£2,405,000

· Service Delivery (excluding Library) but including LRC staff is £80,950 per annum at 2009 economic conditions.

This application is seeking funding for the Full Development Phase only. The Professional fees are based on quotations received & includes Full Measured survey; Structural Engineers report; Quantity Surveyors estimate; Architects services; Planning Approval ; CIC Set Up; Management etc.

	6.5 Achievability

The viability of the project has been confirmed by a Feasibility Study which was endorsed by WDBC Members in October 2008.  This is based upon the four long-term users for the facilities have been identified, they are:-

(a) Devon County Library Services
(b) Okehampton College, who are keen to engage with the local Business Community to provide complementary services, such as Food Hygiene Certification & Hair-dressing apprenticeships
(c) The WREN Trust, who require office, sound studio & heritage presentation facilities, 
(d) Devon Heartlands, who require office accommodation.


Outlines the reasons why the project is needed and how it fits with Devon County Council’s priorities and strategies. The business case must also include a high-level cost-benefit analysis. What will it cost to set up and run the project? What are the financial benefits? What are the non-financial benefits? (These should be measurable). It should also identify different options for undertaking the project and meeting the business need, identifying a preferred option. The business case should consider the affordability of the project. Is a budget in place? Will it be available for the duration of the project? 
Critical Success Factors

	· The provision of a much needed facility providing quality skills training locally. 

· The mutual benefits to all parties derived from co-locating the Vocational Training Centre, an enhanced town library, local heritage including the Baring Gould Archive & community facilities in one town centre site. 


This outlines what needs to happen for the project to be judged a success. What are the customer needs and how can they been met? What are the quality requirements of the deliverable/outcome? Have business benefits been identified and how will they be measured? Can the project be delivered within existing organisational capacity and capability? If not, how can capacity and capability be acquired?

Known Risks

	· The failure to secure capital funding to deliver the project. We have received general offers in principle from local organisations for the construction phase, which indicates the community support. 

· This is a partnership project which adds to the complexity & risk, especially if a major partner had to pull out of the project. 

· The site has some constraints, including contaminated land, listed structure, and difficult road access.

· The capacity of the Devon Heartlands CDT is limited.




A list identifying risks that could impact the delivery of the project. Include any plans to reduce or mitigate risks. 

Project Plan

	The Project Plan is to deliver in four stages:-

(a) Feasibility Study  - which has been completed & endorsed by WDBC Members in October 2008 This Study has been developed in consultation with the main partners on the project, which are Okehampton College; Devon Library Services; WDBC & Devon Heartlands. In addition specialist advice & guidance has been provided by architects, Van Der Steen Hall, who has previous experience of the mill site, & renewable energy experts Devon Association for Renewable Energy (DARE).

(b) Full Development Phase – including Full Measured Survey; Structural Engineers report; Quantity Surveyors estimate; Architects services; Planning Approval ; CIC Set Up; Management etc.. This is a six-month programme of activity.

(c) Construction including Fitting Out 

(d) Service Delivery



This gives brief information on the scheduling of project, but should be expanded where necessary (e.g. using a Gantt chart).

Start Date

	April 2010          (Full Development Phase)


Completion Date

	October 2010   (Full Development Phase)


Milestones

	Milestones are key activities in the project.  What are the key actions? When will they happen?

1. Project start                                                                            April 2010

2. Architect Letter Contract Placed                                                April 2010

3. Measured Survey Complete                                                      June 2010

4. Geotech Ground Survey - Fieldwork Element Complete               June 2010

5. Geotech Ground Survey Report Issued                                      August 2010

6. Quality Survey Report Issued                                                   August 2010

7. Architect Report Issued                                                           September 2010

8. Business Plan Updated & Re-issued                                          October 2010




Review and Reporting

	The project will be regularly monitored & assessed at Progress Meetings, attended by the partners, architect & independently chaired. The Project Director & CDT Manager will provide reports against milestones & expenditure plan. 

When the project is complete the partners will be required to provide quarterly update on achievements & performance, so that a continuous record can be maintained. This detail will be identified in the updated Business Plan produced at the end of the Development phase.




How will progress be reported? What you will report, to whom, by when and in what format. Reported using Progress Report template. A Risk Log and an Issue Log must be kept and regularly updated.

Sign-Off 

	


Relevant Programme Sponsor signs off the Project Proposal. (Include date and version) thereby authorising application development

	Original filed on project file
	

	Copy to Directorate External Funding Finance
	

	Copy to External Funding Finance Manager
	richard.hayman@devon.gov.uk
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