AGENDA ITEM NO: 9

HAMBLETON DISTRICT COUNCIL

Report To: Cabinet

29 November 2011

Subject: COMMUNITY ASSET TRANSFER HAMBLETON FORUM

All Wards
Scrutiny Committees
Cabinet Member for Leisure and Health: Councillor P Wilkinson
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PURPOSE AND BACKGROUND:

The purpose of this report is to appraise Members of the progress made towards
transferring the management of the Hambleton Forum to a community group.

DECISIONS SOUGHT:

To ratify informal guidance given previously to the Forum User Group.

To confirm answers to questions raised by the Forum User Group to help inform its
business planning.

BACKGROUND:

Representatives of users of the Hambleton Forum have established a Forum User Group
(FUG) which has been looking at the feasibility of the management of the Forum
transferring to a voluntary organisation.

This work progressed to a stage such that a public consultation exercise was held in July
which aimed to do three things:-

a) Raise public awareness of the proposals.
b) Recruit more volunteers.
c) Establish any concerns or opportunities raised by the public

The results of this public consultation were a general agreement with the direction of travel;
a list of issues, both concerns and opportunities; and 30+ volunteers putting themselves
forward for various roles.

FUG has also undertaken a considerable amount of research, has developed a detailed
project plan, and has begun to develop a business plan. A progress report from FUG is
attached as Annex A and the project plan at Annex B in the form of a Gant Chart.

Annex A at section 2 outlines the parameters that the business plan due to be finalised in
the new year, is currently based upon. These being responses received informally from
Cabinet following a briefing in May. Cabinet is asked to confirm these.

Annex A also contains a table which raises further questions to which FUG requires a
response to further shape its business planning. These are contained at section 4 of Annex
A, along with proposed Hambleton District Council responses.
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FUG will further develop its business plan and it is anticipated that a draft will be ready by to
submit to Cabinet in January 2012.

LINK TO CORPORATE PRIORITIES:

This report links to the Council’s financial strategy in so far as it will reduce the council’s
revenue costs in the medium to long term.

RISK ASSESSMENT:

Risk in approving the recommendations
There are no significant risks associated with approving the recommendations
Risk in not approving the recommendations

The risk in not approving the recommendations is that FUG will be unable to complete its
business planning.

SUSTAINABILITY IMPLICATIONS:

In the short term the impact on sustainability will be neutral. FUG in the longer term will
most likely seek to reduce running costs by improving energy efficiency or through
application of micro generation technologies.

Social effects will be neutral as the intention of the transfer is to retain the services currently
provided by the Forum.

FINANCIAL IMPLICATIONS AND EFFICIENCIES:

Best value will need to be demonstrated. A valuer’s report should be obtained to show that
leasing the Forum to a volunteer led organisation is the best value option for the Council.

LEGAL IMPLICATIONS:

The Council will need to develop a management agreement to be entered into with FUG.
This will provide a framework to monitor that services for the community are retained as
anticipated and contain appropriate recovery clauses to allow the Council to regain control
of the management of the Forum should circumstances require it.

A lease will also be required which is tied into the management agreement. Given FUG
may require a 20 year lease to be able to attract capital funding the Council should contract
out of the Landlord and Tenant Act 1954 to avoid issues with security of tenure.

SECTION 17 CRIME AND DISORDER ACT 1998:

There are no issues relevant under the Section 17 Crime and Disorder Act 1998.

EQUALITY/DIVERSITY ISSUES:

The Council’'s approach to equality and diversity would transfer to the new management
organisation.



11.0 RECOMMENDATIONS:

11.1 Itis recommended that:-

(1) Cabinet acknowledges the strong and positive partnership that has been formed with
FUG and recognises the positive progress made to date;

(2) Cabinet confirms informal guidance previously given as set out in section 3 of Annex
A

(3) Cabinet responses to FUG questions are as set out in section 4 of Annex A.

DAVID GOODWIN

Background papers: None
Author ref: DRG
Contact: David Goodwin

Assistant Director
Direct Line No: 76147

291111 Comm Asset Tran Hamb Forum



Annex A

Forum Users Group (FUG)
Progress Report October 2011

1 - Background

Hambleton District Council has been asked to explore the community asset transfer of Hambleton
Forum. The process began by in involving Councillors Peter Wilkinson and Brian Phillips in
meetings with representatives of user groups. The rationale for transfer to community management
is that it will allow the Council in the current economic climate to reduce its revenue costs whilst
retaining the service provided by the Forum. FUG was formed to explore the potential of the Forum
being managed by the community in a financially sustainable manner.

2 - Progress to Date

Since the last briefing to Cabinet in May, FUG has continued to meet and develop the project and
has made good progress. A small group of FUG members formed a steering group which undertook
a series of visits to other facilities in Yorkshire, facilities already successfully being operated under
community management. This helped to demonstrate the task in hand is achievable and provided
valuable information on what had worked well and what had proven difficult in other facilities.

A period of public consultation was then undertaken jointly by HDC and the FUG Steering Group.
This allowed public opinion on a number of questions to be canvassed. As part of this consultation a
public meeting was held to which the wider community was invited to come and ask questions of the
Council and of FUG. Save for one or two detracting comments the meeting was very positive and
showed a growing sense of ownership of the project by the public and the members of FUG. The
information from the public meeting and the consultation will be utilised in the business planning.

The consultation and public meeting also set out to recruit volunteers to be involved in the
management and general operation of the Forum. This recruitment process will continue throughout
the period until management is transferred to the community but already a list of 35 names have
been collated of people prepared to volunteer to help. Of these around 12 are prepared to be a part
of the management of the facility. This is in addition to those members of the FUG Steering Group
some of whom may also form a part of this group.

A series of FUG Management Group meetings have been held. The first was to allow the FUG
Steering Group members to share the information they had gathered since the beginning of the
process. The second meeting focused on determining what the purpose of the Forum should be.
The purpose agreed is stated as:

“The Forum should be a mutli-purpose facility for the local community, both as a high quality
letting space and as a manager of innovative events. Future success depends on effective
customer relationships and a new level of marketing and publicity”

A sub group of the Management Group met on September 14th to begin the business planning
process. A first key step is to undertake market research. Data on the competition is being collected
and a series of interviews are to be arranged with customers with the intention of collecting all of this
information together by mid October.

In tandem with the market research, work is continuing on the financial modelling and the
people/staffing aspects of the Forum. Work undertaken on the finances so far has made FUG aware
of the significant financial challenges that need to be addressed in the business plan.

Cabinet set FUG a series of deadlines. The first was to provide a progress report to Cabinet in
October, this document is intended to serve this purpose. The second was to provide Cabinet with a
business plan in December. Though business planning work has commenced and a business plan



will be submitted to Cabinet on December, the plan submitted may only be the current iteration at
that point and not the final version.

The third deadline set was to transfer management of the Forum to a community based organisation
on 1st April 2012. FUG are still working towards this deadline though it sees the key objective of this
process as providing an effective transition to community management on the earliest practicable
date.

The work to date has raised a number of questions some of which were addressed in a response to
the briefing note to Cabinet in May. The responses which set the parameters for the business
planning are summarised below.

e HDC will retain the asset of the building and responsibility for all structural maintenance.

e FUG will be responsible for internal decoration, fixture, fittings and equipment. An inventory
of all this to be agreed prior to transfer.

e The car park will not form part of the transfer.

e Potential for longer stay options in the car park and the effect of night time charges to be
covered in the business plan.

e £6k budget to be provided to assist with development of the business plan and the
establishment of a new organisation.

e Alterations to the building could be possible subject to consultation with and agreement of
the Council.

e Commercial letting is a possibility but again proposals will need to be agreed by the Council
as the objective of this process is to protect the Forum for community use.

e The Council is happy to adopt a hands off management approach to the Forum leaving FUG
with freedom in the day to day management.

¢ PR and communications to be undertaken jointly.

e Flexible targets set for a progress report to Cabinet in September, a draft Business Case in
December and a transfer to FUG in April 2012.

e Support to be provided by the Council to support the transfer either in the form of a dowry,
amount to be agreed, or via the allocation of a human resource for a fixed period from the
Councils redeployment pool.

FUG was pleased to get the responses and happy to work to these. On last the issue of support
post transfer FUG would prefer the more flexible option of the dowry.

Further work has inevitably raised further questions. A further set of questions which FUG would
appreciate a HDC response to are listed below in section 4.



Issue

Question

FUG is concerned that there may be a rise in Forum
fees and charges rise in January in line with any
increases implemented as part of a general rise in
HDC fees and charges. A number of users have
already made alternative arrangements due to the last
rise in charges and others have expressed concern at
the current charges. A further rise could result in a
loss of bookings in the lead up to the transfer of the
Forum to community management.

Further, when management is transferred in April
2012 the new body may well implement a new
charging structure and two changes in the course of a
few months would be off putting and confusing to
customers.

Could the Council make the Forum
exempt from any further increase to fees
and charges prior to transfer of
management in April 20127

Proposed Answer from HDC
As part of the fees and charges
delegation this is now for the Chief
Officer to determine in consultation
with the Cabinet Spokesman

The maximum length of stay in the Forum car park is
4 hours. This is a disincentive to big all day events
using the Forum as a venue. People holding such
events would be prepared to pay for all day parking
but currently unable to do so.

Can a longer stay be permitted in the car
park for such events either through a
bespoke system/pass for events or simply
through making a longer stay section of
the Forum car park?

Proposed Answer from HDC

Not at the moment but we could
consider this in any future car
parking review

There is a 6 month pilot of digital projection equipment
at the forum which is allowing higher quality recently
released films to be shown at the Forum. The kit also
has the potential to be linked up to satellite/broadband
to allow projection of sporting and cultural events.
FUG intends to build a succession strategy to the pilot
project into its business plan in order to retain what
will no doubt prove to be a valuable asset to the
Forum. It is understood that HDC will not contribute to
the purchase of the equipment at the end of the pilot
and other sources of funding will need to be identified.

Can any profits that are made by the pilot
project be ring-fenced to help finance the
purchase of the digital projection
equipment at the end of the pilot project?

Proposed Answer from HDC

Yes




There is land around the Forum which is not car
parking. Some of these areas could be useful for
future developments which FUG is considering. Other
areas are used for staff car parking and would be
useful to retain for a limited volunteer parking area.

Would HDC include the external areas for
staff parking as part of the transfer to
community management?

Proposed Answer from HDC

Yes

Could HDC give assurances that the
grassed area to the east of the Forum
would be available to be utilised for
potential future expansion.

Proposed Answer from HDC

Could be considered in the future

FUG is undertaking customer interviews and
beginning to develop a relationship with them. FUG is
keen that there is a seamless transfer of the service
so that customers are not inconvenienced by the
transfer or by actions leading up to it.

Additionally there may be arrangements made with
customers and HDC that FUG may not be able to
continue if it is to be financially sustainable.

Will HDC work closely with FUG to ensure
customers and the service are maintained
with as seamless a transfer as is
possible?

Proposed Answer from HDC

Yes — including the possibility of a
transitional period

Can HDC review existing arrangements
with customers and look to compensate
any with special conditions to allow FUG
to take over management with a clean
slate?

Proposed Answer from HDC

Will be considered on a case by case
basis by Officers

FUG will continue with the development of a business plan, submitting the latest version to Cabinet
in December, and the establishment of an organisation which will take over management of the

Forum in April 2012 or as soon as is practically possible.

To assist with development of the business plan it would be appreciated if HDC would provide

responses to questions raised in section 4.




Annex B

D Task Name 11 TJul ™11 [Aug 11 [Sep'11 — [Oct'11 Nov 11 [Dec 11 [Jan"12 Feb 12 Mar 12 TApr
L) ‘ [6/013/010/0[7/0 [4/0[1/08/0[5/0 | 1/0 [8/05/02/0[9/0 [5/0 [2/0 [9/0[6/0 [ 3/1 [0/1 [7/1 m\m\m\4/1\m\e/w\sn\zu\g/weu\
T |H  TARGET TRANSFER DATE ¥+
2 |E  Prepare progress report & present to Cabinet f {®) Deadiine given at meeting on 07/06/11
3 |E  Produce business plan ; Teadline given at meeting on 07/06/11
4 ALL PARTIES TO CONFER AND AGREE ON FUTURE OPERATION
5 |H Identify members new management organisation B
6 Finalise consitution of new management organisation
7 Finalise and set up new company or charitable trust p
8 Agree interim operating arrangements b
s |H Employee communication (regard for TUPE etc.) [Will need to continue after handover | >
10 | Initial Public & Media communication y asgumed from dates given at meeting on 07/06/11
noE Analyse Responses & include conclusions in report ﬁ]]] To be completed such that views can be incorporated in report to HDC
[ 12| Continuing Public & Media communications [ need to continue after handover | i
B A IMPLEMENT CHANGEOVER [Panning for tis wil have fo be done in advance as there is not much |
14 |H DATE OF NEXT CABINET MEETING @ 1909
15 | NEXT MEETING FULL FORUM USER GROUP «
16 |H NEXT MEETING OF STEERING GROUP @ 0609
17 |H CONSULTATION WITH COUNCIL OFFICERS/COUNCILLORS T
18 | PROVIDE DETAILS OF ALL FORUM USERS El
19 | FUNDING FOR INITIAL WORK '
20 |7 Will HDC fund more expensive tasks (eg Consultancy)? g A'pot' to fp max of £6000 has b d by HDC,to include costs of Building survey and Business planning. HDC would consider more if needed.
21 STRATEGY FOR CONTACT WITH THE MEDIA '
2 | Finalise press release -FuGHDe
28 |y Agenda for first public meeting -FUGHDG
24 | FUG to nominate a spokesperson for media contact [rue—
[ 25 | IDENTIFY TASKS and RESPONSIBILITIES ﬁ‘ r FUG/HDC
[ 26 | ALTERNATIVE MANAGEMENT STRATEGIES
27 | Full transfer to a Community Trust E uture Group?
28 | Trust runs Forum, HDC responsibe for building b uture Group?
29 | HDC retain, run by Professional Management I uture Group?
30 | HDC retain and run, with help from volunteers. uture Group?
31 | COMMUNICATE - N'ALLERTON & OTHER COUNCILS E:] HDC
32 CONSULTANTS TO ADVISE ON STRUCTURE PEEE—
3|y Identify appropriate consultancy firms
| 3 = Prepare brief
35 Invite & receive tenders
36 Consider tenders and choose consultant Ei}
[ 37 | Communicate with all affected by consultant's work L‘J
[ 3 Consultant to carry out programme and produce report b
[ 39 | FINANCIAL —ﬂ
[40 | Analysis of current costs, usage & income received i SG/HDC :
4| H Details of any service contracts - external bodies ﬂ HDC
42 | Commitments to 3rd parties n HDC
[ 4 Availability of Grants P——
| | From HDC R $o° note on task 20
] From 3rd Parties UN Smith
BECIS Financial assistance from HDC for post changeover? IDC - see MH's report on Cabinet steer,given at mtg on 07/06/11
[ 47 = Ask N Smith (NVO) for advice re Grant availability
| 4 |m= 'In Kind' assistance from HDC for post changeover? IDC - see MH's report on Cabinet steer,given at mtg on 07/06/11
[ 49| Confirm Future Ownership
50 | Building | HDC view - leased to users on Ion:q term with nominal rent - HDC responsible for structural maint. FUG for other elements - Details to be agreed
51 |EH Fixtures & Fittings T t resolved
52 |EH Loose Plant & Tools (e.g. computers etc.) B tresolved
[ 53 | LEGAL P ——
54 |EH Source of Health & Safety Advice for future Forum B
55 | Establish 'TUPE' etc rules & compliance [ ?-mc
s |= Procedure for setting Up Trust ;
57 |H Contract with HDC i
] Action if Venture Fails i
59 |Fd Legal/Financial Liabilities for Managing 'Body'. i
60 |EH Resolve Licensing Issues i
61 | CONSULT HDC/FUG FINANCIAL & LEGAL ADVISORS | As required
| & | INSPECT/REPAIR BUILDING
[ & | Identify suitable organisations & obtain tenders
64 |Fq Survey including compliance with legislation (H & S etc) B
65 | Establish responsibility for cost of repair work
| 66 | Agree programme/responsibility for work & carry out E
67 | POTENTIAL RE-DESIGN/DEVELOPMENT OF FORUM ] HDC prepared to agree to this pr led that they are consulted and approve,each change.
Task EEZZ777]  Mitestone L3 Rolled Up Critical Task [72 | split C.......... GroupBySummary =Ny
Eroject, o frciect Crifical Task E summay P Foled Up Miestone <> External Tasks [ ] Deadine S
Progress I Rolled Up Task [EE7777] PRolledUpProgress NS  Project Summary Pu——

Page 1




