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	Purpose of Report: 

This report seeks authority to progress the Gunnersbury Park regeneration project and to:

· Authorise  £5m capital funding over the life span of the project in order to attract substantial match funding from English Heritage and the Heritage Lottery Fund plus other sources.  

· Authorise the Director, Environment and Leisure to invite tenders for building surveys and consultants as required to develop a masterplan

· Authorise officers to prepare a detailed masterplan for an HLF Major Grant application

· Authorise Executive Director, ECS to submit a HLF Major Grant Application

· Authorise the formal adoption of the Conservation Management Plan 




1. Recommendations

It is recommended that Cabinet:

1.1 Authorises £5m capital funding for the Gunnersbury Park Regeneration Project

1.2 Authorises the Director, Environment and Leisure to invite tenders for surveys and consultants to develop a masterplan.

1.3 Approves spend of the allocated capital funding for this project, but noting that £430k of this spend is now to be revenue spend rather than capital, therefore requiring a reduction of £430k in the capital programme and a transfer of the same amount to the revenue budget

1.4 Authorises the Executive Director of Environment and Customer Services to develop a masterplan with Hounslow that is deliverable, attracts the necessary funding, is sustainable and meets the aspirations of the Conservation Management Plan.

1.5 Authorises the Executive Director of Environment and Customer Services to submit grant applications to external funding bodies such as the Heritage Lottery Fund (HLF) 

1.6 Agrees to adopt the Conservation Management Plan (CMP) as formal guidance as supported by English Heritage.

1.7   Note that the masterplan will be submitted to Cabinet for adoption.

2. Reason for Decision and Options Considered

2.1 Gunnersbury Park is public park of 72 hectares (186 acres) that borders the London Borough of Ealing along its north and west boundary. It is of national significance as a Grade II* registered Park containing 22 listed buildings and structures of special architectural or historic interest. Gunnersbury Park was acquired by Nathan Mayer Rothschild in 1835 and Sidney Smirke was commissioned to enlarge the house and to build stables, the Orangery and a portico to the North Lodge. In 1925 Acton and Ealing Councils purchased the park with the help of Middlesex County Council and a joint management committee was formed to oversee the management of the Park , and a form of this continues today called the Gunnersbury Park Joint Advisory Committee which make recommendations for decision to both Councils via the Project Board

2.2 Hounslow and Ealing Councils jointly own the Park but the Park is within the London Borough of Hounslow and Hounslow is responsible for its management and maintenance. Both councils contribute equally to the funding. Since 2008 when John Laing Integrated Services took over as Managing Agents for Hounslow Parks, they have been running the Gunnersbury Park Management contract which includes grass cutting, horticulture, arboriculture, sports, pitches and facilities maintenance, the museum, improvement schemes and community development and engagement.

2.3 The Park has great historic value and importance to the local community and is regularly used for formal and informal recreation including football, rugby and cricket. The museum and Victorian Kitchens are also important educational facilities. Current organisations operating from the park include Capel Manor Horticultural College that provides a range of horticultural training, Greenscene which is part of Personnel Hygiene Services Ltd, that uses the site as a distribution depot for is exterior/interior landscaping including council street baskets and grounds maintenance. A cafe operates on site, a bowls club and the London Mela now regarded, nationally and internationally, as the most significant event of its kind, has been held at Gunnersbury Park for the last 6 years. 

2.4 Despite its value and importance Gunnersbury Park is a park in decline, not only in terms of the heritage buildings, but also the historic landscapes, visitor facilities, use and management. It has been designated by English Heritage as one of the top 12 ‘at risk’ properties in England with extensive, significant problems, high vulnerability and a trend of decline. It is one of the most sensitive and complex cases in the Region. The historic assets of Gunnersbury Park feature prominently on English Heritage 's Heritage At Risk Register  and they consider it to be of high priority within London. English Heritage have stated the repair and use of the historic assets needs to be addressed as a matter of urgency otherwise there is a real risk that the heritage value of the park will be severely compromised. 
2.5 It is clear that if the current situation persists it will ultimately result in the permanent loss of historic assets. English Heritage has said this is unacceptable and therefore they are prepared to commit significant funding over several years towards the repair and restoration of Gunnersbury Park provided that the right strategy, which seeks to protect and enhance its historic assets, is in place. 
         2.6   In 2008 a Conservation Management Plan (CMP) was commissioned and Chris Blandford Associates appointed to help identify the significance and protect the heritage of the Park. The vision for the Park was set out, namely to create:

 ‘A sustainable high quality park with varied uses, which serve the local community and the region whilst respecting, enhancing and interpreting its historic framework and fabric’
2.7 The CMP stated it was important to follow through on the objectives of the Plan to ensure the necessary improvements were made otherwise it would result in the significant loss of the historic buildings on site, and would be so detrimental to the landscape that it would be impossible to reverse. English Heritage supported the CMP' s objectives and it is therefore proposed that the Council formally adopts the CMP  (appendix 2)

2.8 Following the CMP an Options Appraisal was commissioned and in 2009 Jura Consultants were appointed. The aim was to provide an important information base to inform any funding applications to the HLF and EH and to guide discussions with potential commercial operators. 
2.9 To enable both councils to address the ‘trend of decline’ significant investment is needed through external funding bodies and commercial partnerships.  To meet the criteria of funding bodies such as Heritage Lottery Fund (HLF) and English Heritage (EH), and maximise our chances of securing this funding in a competitive environment, we will be required to develop a masterplan. It will be absolutely crucial to ensure that, alongside meeting HLF’s priorities and offering good value for money, that the project is visionary in its approach, can achieve a genuine and transformational step change, demonstrates leadership in the sector, and can make effective partnerships to achieve its aim.

2.10 A clear project governance structure is required to ensure the project team can achieve the aims and objectives as set out in the CMP to regenerate the park. The table below shows the governance structure of the project proposed by both Ealing and Hounslow Councils.

Table 2.4 Project Governance Structure outline 







3. Key Implications 

3.1The main aims of the project are:

· To reverse the decline of the Gunnersbury Estate

· To preserve and protect all of the heritage assets, including the landscape

· To ensure that there is funding for ongoing maintenance which will ensure that the estate is maintained at a high standard

· To ensure that all visitors to the site are provided with an enjoyable and quality visitor experience

3.2 The project aims to achieve this by restoring the heritage assets including buildings and landscape, providing a museum that inspires learning and creativity, that is a prime source of information on local history for all communities and has an accessible rich and varied collection recording social history and the diverse heritage of both boroughs. The project will encourage commercial investment to ensure the solution is sustainable and revenue funding is kept to a minimum within the limitations of the covenants and English Heritage guidelines. Part of the sustainability planning will be to look at governance long term and the model best suited to attracting funding long term.

3.3  The Options Appraisal also considered a sports hub for £12m. This was one of 3 development options put forward by Brentford Football Community Sports Trust. Other options were:

· to refurbish the existing changing rooms and maintain the existing pitches for £1m 

· build new changing rooms, an artificial turf pitch, maintenance of existing pitches, a cafe and offices for £2m.

Options will be considered during the development of the masterplan. 

3.4 The development of the masterplan during 2011 for the HLF bid in November 2011 will commence based on the preferred option identified by Jura and consulted on, but following feasibility studies and market testing modifications may occur as other opportunities are shown. Regular meetings will take place with EH and HLF to seek their advice and they will play an important role during the masterplanning stage.  The anticipated costs of developing the HLF Round 1 bid are shown below.

Table 3.4  Anticipated expenditure for HLF Round 1 Bid

	Item


	Detail
	Costs

£,000

	Building, Structure and other associated Surveys 


	Condition surveys by Surveyors

Estimate based on schedule, see Appendix Two


	£125

	Valuation survey


	Estimate based on quote from Montague Evans who assisted with Options Appraisal (6 days work)
	£5


	Development of Major Grant Application
	
	

	Professional services such as , Heritage Consultant, Quantity Surveyor, interpretation consultant, business planning etc 
	Required to ensure evidence based, risk mitigated project that is competitive against external funding criteria
	£250

	Outreach and engagement 
	Outreach officer, community engagement work and consultation
	£50

	
	Total
	£430


3.6 The preferred option put forward by Jura Consultants gave indicative funding sources including £13,730,000 of enabling development.  Enabling development was unacceptable to Ealing Council and English Heritage also expressed concern that the land may have been overvalued and would not achieve the yields assumed in the report. 

3.7 Indicative costs based upon Jura's options appraisal are detailed below. 

	
	Estimated Project Expenditure
	

	
	Item
	Est Cost
	

	
	 
	£000s
	

	
	Master plan and priority improvements survey
	495
	

	
	Large Mansion Restoration as restaurant and function venue
	8,000
	

	
	Small mansion Restoration as museum
	5,250
	

	
	Stable Block Restoration as museum store
	4,150
	

	
	Heritage Landscape
	2,000
	

	
	Other heritage features
	1,050
	

	
	Inflation and contingency @16%
	2,071
	

	
	 
	 
	

	
	Project Fees and professional costs
	2,703
	

	
	 
	 
	

	
	Sub total Works
	15,016
	

	
	 
	 
	

	
	Overall total
	25,719
	

	
	Estimated Project Funding

	

	
	Commercial Funding
	                           8000
	

	
	
	
	

	
	Other funding sources
	2,500
	

	
	
	
	

	
	Ealing Capital Priority Repairs
	1,500
	

	
	 
	 
	

	
	English Heritage Repairs Grant
	1,000
	

	
	 
	 
	

	
	LB Hounslow Match funding
	250
	

	
	 
	 
	

	
	Ealing Capital Match Funding
	3,500
	

	
	 
	 
	

	
	Heritage Lottery Grant
	9,000
	

	
	 
	 
	

	
	TOTAL
	25,750
	

	
	 
	 
	

	
	Surplus 
	31
	


Table 3.7 Indicative costs based upon the Jura Options Appraisal and Project Funding
3.8 

The latest HLF announcement stated that for main Heritage Grants, such as Gunnersbury, the minimum financial contribution (‘match funding’) that applicants must raise has been reduced from 25% of the total project costs to 10%.  However it must be noted that whilst 10% is the minimum threshold it is still a competitive process and the HLF funds are limited, with significant pressures nationally with regards to funding Heritage Projects.  The HLF will also need to ensure that they achieve value for money based upon investment and overall project contribution.  Match funding contributions can be in cash or kind, as long as there is some contribution from the applicant’s own resources.  Therefore it would be prudent to proceed with this project given the current climate.

4. Financial 

4.1 Through the 2010/11 budget process the Council agreed an allocation of £5m from its capital programme for Gunnersbury Park regeneration. Since the scheme was originally agreed and detail on the anticipated spend became clearer, it is now apparent that the preliminary costs detailed in section 3.4, are of a revenue nature and do not constitute capital expenditure.

4.2 Therefore, a reduction of £430k is required in the capital programme and there will be a corresponding increase in the revenue budget.  The revenue cost will be funded from the capital reserve which is a reserve established as a source of revenue funding for the ICT strategy in the Corporate Resources capital programme.    

The original source of capital funding of £430k for Gunnersbury Park will be held within the capital programme to fund the equivalent cost of the ICT strategy.

4.3 Overall this is a neutral impact on funding and facilitates the swap of £430k of Gunnersbury Park costs from capital to revenue expenditure. 

5.
Legal

5.1  Any options relating to Gunnersbury Park will need to take account of its Grade II* listed status and its status as Metropolitan Open Space. Any proposals will also need to be considered in the context of any restrictive covenants to which the Park is subject.

6.
Value For Money

6.1 Contract Procedure Rules will be followed ensuring vfm on all appointments. 

6.2 Significant opportunity to generate external funding to maximise the resources being committed to this project by both local authorities. 

6.3 A cost consultant will be appointed and other skills and expertise where necessary to mitigate risk and ensure the masterplan provides long term, sustainable solution for the Park 

7. 
Sustainability Impact Appraisal

An overall sustainability strategy will be developed for the site in consultation with the council’s sustainability and planning teams during the master planning process.

8. Risk Management

8.1 The risk associated with the ' do nothing' option is that there would be a continuing deterioration of the heritage assets that would require increasing levels of expenditure merely to ensure their survival. There is the additional risk of English Heritage imposing an enforcement order compelling the councils to act to protect the relevant buildings. This option does not meet the requirements of the CMP.

8.2 A risk register has been developed for this project and is reviewed through the project governance structure. The table below details the top five risks associated with this project.

Top Five Project Risks

	Status
	Description
	Prob
	Impact
	Mitigating actions
	Owner
	Due date

	1
	Failure to achieve external grant funding
	2
	3
	Pre consultation has taken place with HLF and future consultations with HLF and EH to ensure bid complies fully with their criteria
	Project Team
	Throughout project

	1
	Failure for stakeholders to agree on masterplan
	2
	3
	Detailed master planning with specialist advice and input from English Heritage. Regular project meetings held to discuss issues. Clear governance in place with Advisory Panel
	Project Team
	Throughout project

	1
	Failure to achieve sufficient Private Sector Investment/Interest
	2
	3
	Private Sector Investment needed for the events and catering businesses planned. 

Market testing and business planning to be undertaken.

Advice sought from specialists
	Project Team
	February 2011 to September 2011

	1
	Failure to gain planning permission for works
	1
	3
	Close working relationship with both council’s conservation planners established
	Project team
	On-going

	1
	Failure to get agreement to break covenant clause
	1
	3
	Legal will be asked to investigate this at an early stage in the project’s life cycle
	Project team
	To commence January 2011


9. Community Safety

9.1 Master planning will incorporate secure by design concepts and health and safety policies to ensure community safety is not compromised.

10.
Links to the 5 Priorities for the Borough

The Park is in the London Borough of Hounslow but is jointly owned by both Councils. The most recent public consultation showed the Park is used by a greater number of Ealing residents compared to Hounslow residents. The regeneration of the Park will result in creating a safer, cleaner park offering more opportunities for education, sport and leisure, and may possibly create local job opportunities in the future.  

· Securing Public Services

· Securing Jobs and Homes

· Delivering Value for Money

Value for money will be achieved as the project aims to bring in a considerable sum of funding from HLF and EH plus commercial partnerships to regenerate the Park and ensure a sustainable future.

11.
Equalities and Community Cohesion

An initial EIA screening form has been completed for the project.  This will be developed during the master planning process. 

12. Staffing/Workforce and Accommodation implications

Following a process of consultation and design development a detailed design strategy  will be developed to maximise use of multiuse/shared spaces:

· Museum
· Community space
· Self contained flats (currently 4 occupied)
By improving the heritage attraction there will be opportunity for the creation of jobs via an increase in visitors, educational visits and other associated people benefits under the HLF funding criteria.
13. Property and Assets

Regeneration will enhance the condition and value of both the buildings and the park. 

15. Consultation

15.1 Consultation was carried out on the preferred option and a survey sent to 77000 local residents within a 2 mile area of the park. 4,305 replies were received. Responses are shown below:

[image: image1.png]TABLE 4.1
LEVEL OF AGREEMENT WITH THE INVESTMENT PROPOSALS

Large | Small
Mansion | Mansion | Stables | Landscape | Sports
% % % % %

Strongly Agree 412 385 85 387 315
Agree 383 374 380 309 299
Strongly Agree and Agree 795 759 665 696 614
Neutral 13 145 24 134 26.0
Disagree 40 45 56 86 6.0
Strongly Disagree 53 51 55 88 65
Disagree and Strongly Disagree 93 9.6 1.4 174 125





Respondents willingness to accept sale of land (all respondents)

[image: image2.wmf]
· 49.2% strongly agree and agree

· 40.8 % strongly disagree and disagree

If we look at those who use the park regularly (daily/weekly/monthly) and exclude those who only occasionally use the park the figures change to:

· 38.8% strongly agree and agree

· 54.2% strongly disagree and disagree

15.2 Officers from the London Borough of Hounslow will take a report in January 2011 to Hounslow Executive for agreement by the members.

15.3 A detailed programme of consultation during 2011 will be developed for all elements of the project and will form part of the HLF Round 1 bid. It is anticipated that a part-time Outreach Officer will be employed.

16. Timetable for Implementation

Throughout the master planning process, project meetings will be held regularly with both English Heritage and Heritage Lottery Fund to maximise the help and support offered by both organisations and to ensure the highest chance of a successful bid.

Phase 1 – HLF Major Grant Bid

	Action
	Date

	Gunnersbury Park Joint Advisory Panel meeting
	19 November 2010

	Ealing Cabinet
	21 December 2010

	Appointment of consultants
	January /February 2011

	Completion of  building condition surveys
	April 2011

	Completion of museum feasibility study
	April 2011

	Develop outline management plan and consultation. Complete landscape condition survey 
	May 2011

	Develop outline brief and masterplan 
	June 2011

	Public consultation 
	August 2011

	Submit HLF Round 1 bid
	November 2011

	HLF Decision
	April 2012

	Development of masterplan for HLF Round 2 . (Maximun of 2 years)
	March 2014

	Implementation of masterplan  - 3 yrs
	March 2017


16. Appendices

· Appendix 1 - Break down of building survey costs

· Appendix 2 – Conservation Management Plan

18.  Background Information


 Conservation Management Plan

       Options Appraisal

Consultation 
	Name of   consultee
	Post held and Department
	Date

 sent to consultee
	Date response received 
	Comments appear in paragraph:

	Internal


	
	
	
	

	Roger Jones
	Director of Environment and Leisure
	11-11-10
	11-11-10
	Throughout

	Jackie Adams 
	Lawyer 

Director of Legal and Democratic  Services
	
	
	

	Jonathan Kirby
	
	
	
	

	Keith Townsend
	
	
	
	

	Adele Taylor
	
	
	
	

	External
	London Borough of Hounslow


	
	
	

	
	
	
	
	


Report History
	Decision type:
	Urgency item?

	Non-key decision
	No 


	Report no.:
	Report author and contact for queries: 

	
	Bridget Gregory x9681

	
	


	Building
	Comment
	Estimate of Survey cost



	Gunnersbury Park House

(Large Mansion)


	Building had a structural survey in 1991 cost unknown. Estimate based on 2x stables survey cost
	£20,000

	Gunnersbury House

(Small Mansion)


	Building had a structural survey in 1991 cost unknown. Estimate based on 2x stables survey cost


	£20,000

	Stables

East and West stables
	Buildings had a condition survey in 2005 at cost of £7,500. Estimate based on inflation at 5% per annum


	£10,000

	Smaller Listed buildings: (8)

Temple, Orangery, Potomac Tower, Bath house West Lodge, North Lodge, East lodge (and archway)


	Buildings could have viable use.

Estimate based on 50% of stables estimate each
	£40,000

	Listed buildings ornamental: (8)

South west (terrace) Archway, South East archway, East Archway, North Gateway, Cast Iron Lamp standards, Boundary wall at Gunnersbury Avenue, Kitchen Garden walls and gates and Gothic Ruins.
	Buildings have no viable use ornamental only.

Estimate based on 25% of stables estimate each
	£20,000

	Other buildings (not listed): (3)

New Entrance Lodge, Café and other Boundary Walls


	Buildings could have viable use.

Estimate based on 50% of stables estimate each


	£15,000

	Model Farm, changing rooms and Toilet block


	Buildings not listed but of local interest. Could regard this as a separate phase.

Estimate based on similar size and extent of the stables£10,000 but not included in total


	£Nil

	Park Shelters, Golf Hut


	Would not change use and may be removed


	Nil

	Two listed buildings no longer on site, Dairy and Stone Fountain near Cafe


	No survey required
	Nil

	
	Total
	£125,000




 Appendix 1 – Breakdown of  Building Survey Costs

Appendix 2 – Conservation Management Plan attached

This is also available online together with the Options Appraisal carried out by Jura Consultants at:

 http://www.hounslow.gov.uk/index/leisure_and_culture/local_history_and_heritage/gunnersbury.htm
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