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1. Introduction

Mansfield Community and Voluntary Service (as the accountable body) commissioned

independent consultants, Geoff Birch Associates Limited and Chimera Consulting Limited, to

undertake an early feasibility study to primarily examine the potential of the former
OEasbww Depotd to act as a community hub in the
activities for the parish.

1.1 The Brief

The consultants were asked to conclude the work utilising existing information made
available, supported by a site visit of the facility as well as dialogue with internal Big Warsop
stakeholders.

The feasibility brief was specific in terms of the scope of the work and the limitations e.g. the
use of existing information provided without further additional consultation, the restricted
resource and timescale.

The information made available to inform the study provided a summary understanding of
the work undertaken to date, including the various consultation interventions, community
profiling, and the key aims, objectives and overall vision of the Big Warsop Partnership. A full
list of documents is referenced in Section 2.

The key driving force of the initiative is the work streams allocated to the Social, Enterprise
and Training sub-group of the Big Warsop Partnership Board, which identified the project

proposal as an i mportant mi x in a series of S e e
invol ved©d. | n -geodpds cbniviced, of themeedt®s @b ui | d moment um an
more visible to i ncr eandthecomponertss ooff tehneg abgEanset nw oo d

are seen as a suitable vehicle to meet this aim.

Whilst the study was primarily focussed on the Eastwood Depot and the associated business
case, consideration was also given to alternative delivery options in the context of the
evidence and demand identified.

The key thrust of the brief centred on the following:

A To examine the potential of the Eastwood Depot proposal to act as a community
hub to deliver a range of services and activities for the parish

A To provide an indication of any alternative single point community hub option(s) in
Market Warsop

A Any multiple point delivery options within the parish.
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In considering the approach the following have been taken into consideration:

A Planning permissions, start-up costs (and suitable governance structures) for each
6viabled option

A Primary focus on the Eastwood Depot building

A SWOT Analysis of Options including demand, activity, potential income sources,
expenditure, setting up costs, running costs, liabilities and risks

A A sanity check o n whet her 6f or mbé (the buil ding) fo
proposed). In other words is the Eastwood Building (and potentially others) -forf i t
purpose®

The consultants were requested to assess the information provided and to advise on

whether to continue to proceed with the Eastwood Deport project idea. The Partnership

Board is intending to make a final decision to proceed with securing the building freehold at

a meeting to be held 12" July 2013.

1.2 The Context

Big Warsop is one of 150 areas across England to receive circa £1m investment made
available via the Big Lottery Fund. The aim of

positive difference t othefollowimg four key autsoinesbased ar ound

A Communities will be better able to identify local needs and take action in response to
them

A People will have increased skills and confidence, so that they continue to identify and
respond to needs in the future

A The community will make a difference to the needs it prioritises

A People will feel that their area is an even better place to live.
Big Local is not intended to be a short-term initiative or a programme dictated by statutory
organisations: it is about engaging with a wide cross-section of local people from within the
community using their skills and enthusiasm to make a longer-term difference to an area.
Key features of the Big Local programme include:

A Continuous, inclusive, thoughtful involvement of local people

A Accountable local partnership

A Maximising long-term, inclusive benefit

A Building capacity and sharing learning
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A Flexible and realistic planning
A Additional to public money.

To maximise the resources available, including expertise support via Big Local and through
wider partnership and stakeholder input, each area is required to foll
Local Pat hwayo0:

A Getting people involved

A Exploring your Big Local vision

A Forming your Big Local partnership

A Creating a Big Local plan

A Delivering your Big Local plan

A Collecting the evidence

A Reviewing your Big Local plan and partnership.

It is understood that Big Warsop are currently in the process of developing their Big Local
plan (draft 2 stage) and have considered a wide range of influencing factors established
through consultations undertaken, a detailed assessment of socio-economic profiling and so
forth.

The Big Warsop Parish includes the settlements of Market Warsop, Church Warsop, Meden
Vale, Warsop Vale and Spion Kop, serving a total population of almost 12,500 residents.

A working group was set up around 3 years ago and recently (2012) established a formal
6Partnership Boardé6. The structure of Big War so|
the Big Warsop Forum with membership draw from residents across the Warsop Parish. The

intention is to set up a number of sub-groups / working groups to deliver specific projects to

meet specified outcomes.

The Social, Enterprise and Training sub-gr oup has the remit to consic
projects to i g e t the community i the ddmanesdexpressedeand be o me o f
visible i n tThesubzgooupnsudriving theoEastwood Depot feasibility proposal,

amongst other projects.

The Big Warsopvisionfieé . i s t o make Warsop great by helpin
potential and by bri ngi ng a vi brancy and Arnumber oflsecalk t o t
principles / outputs and enterprising principles have been established which are considered

to be the catalyst and foundation to deliver the vision statement.
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2. Considerations

The current progress made in working towards the Big Warsop vision and objectives, in
terms of documented evidence made available, is as follows:

Warsop 1 A Parish Profile (September 2012)

Big Warsop Visioning Document (October 2012)

Summary of Community Consultation *

Big Warsop Draft Delivery Plan (May 2013)

Local Business Study **

Local Leisure and Recreation Study **

Experian Profiles (based on the 4 ward boundaries) *
Mansfield District Council Planning Approval Notice (2011/0171/NT
Social, Enterprise and Training Phase 1 Briefing Document***
Draft Financial Summary Projections i Eastwood Depot***
Big Warsop 1 Memorandum of Understanding

Big Warsop 1 Constitution and Terms of Reference

PID D B A P P P P

[Note: those documents referenced * were not provided but a summary was included in the AWarsop i A Parish
Profiled Those referenced ** were not made available during this early feasibility stage, and those referenced ***
were provided separately to the brief for information purposes].

The above documentation review was supported by the project brief document, dialogue
with Jeremy Regan, Lesley Watkins and Andrew Johnson, Phil Lyons, Alan Lloyd and Trevor
Hayes, a guided site visit of the Eastwood Depot building (20" June) and attendance at a
Partnership Board meeting (24" June).

We have made use of the available documentation and dialogue to inform the outcome of
this report.

2.1 Evidenced Demand and Current Provision i i Wh a t does the informatio

Each settlement within the Warsop Parish is considered to have their own identity yet they
retain many of the legacy challenges inherent within former semi-rural and mining
communities. Whilst there are many issues which have been identified, there are many
positive attributes to build upon to improve the quality of life of all residents.

Big Warsop consider that the quality of life equation flows from a range of basic needs such
as adequate employment opportunities, social and leisure provision, the physical
environment within which people live, community cohesion, good physical and mental
health, quality housing, retail and transport provision, and access to training and
development opportunities through formal and informal education.

The above basic needs assessment was established by Big Warsop through a number of

consultations undertaken across the period 2009 to 2012 (qualitative assessment*) and
supplemented by reference to key statistical data (quantitative assessment).
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[Note - based on the consultation information provided* an assumption has been made that suitable
representation was achieved. Statistical data was primarily based on ward boundary information sets utilising a
range of recognised information sources]

The key priorities for Big Warsop are:

A Meeting the needs of young people, wherever they live within the parish and across
all age groups

A Accessible training opportunities for all ages. In the present economy this is
identified as an urgent priority enabling residents to be as work ready as possible

A Safety and quality of life for older residents is also recognised by a significant

number of those asked to comment. The needs of this group should be met from

both the statutory and local volunteer sectors

Improved health, leisure and recreation for all ages

Supporting local businesses and creating employment

Highly visible place improvements

> > >

The reported information suggests a strong empathy towards the built environment in
support of delivering on the above key priorities e.g. the securing of the Town Hall (training
and adult education), the re-development of the Welbeck Colliery site (employment),
maintaining leisure centre provision (health, sport and recreation), parks and physical
environment (place improvements including retail / business centres) and others.

Some of these O6bui |l tdde of she scepe ofaBigeNarsop emfduencey o u't
although others could benefit from Big Local investment and lobbying activities. However,

without a Big Warsop physical asset there will be anon-goi ng reliance wupon 6
facility provision to support developed interventions created, and it is considered (by some

board members) that this may be a potential high risk issue going forward.

From a traditional service delivery perspective, many statutory organisations continue to take

serious and significant financial reductions as the national austerity measures are biting hard

on communities. Everd efnecrendédr seésafieesr arendei ng
extent that it is difficult to continue to adequately sustain such provision.

This is being compounded by reductions and changes in financial support to families, the
unemployed and those with long-term debilitating illness etc. Big Local funds can make an

i mpact but in a way that déadds tod rather than
acting as a catalyst for activity and attraction for inward investment.

Given the £1m investment opportunity it is down to the community to suggest how best to

utilise this investment wisely and look to put in place a range of sustainable projects that (in

some <circumstances) wil/l provide the ability fo
generate on-going area investment opportunities. In the context of the early feasibility brief

these are explored under Section 4.

AA key dr i ver istwfraiseBaspyatioiamddgoolpcal people to step up and move
away from a potential dependency culture to taking a more proactive involvement in their
own future well-being. This will be a challenge for many members of the community but with
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the support structures and ideas that are being generated, positive outcomes are considered
achievable through the adoption of the following Social and Enterprising Principles now
established:

2.1.1 Social Principles / Outputs

Community collaboration

Health

Improve skills

Enable people to achieve their potential
Sustainable

Improve access

Better places to live

Beautiful place to visit

Innovation

Increase aspiration of Warsop people
Inspire others

Environment.

DDy DD B D Dy D D

2.1.2 Enterprise Principles

Local employment

Positive return on investment
Tradable outputs

Inward investment.

N S S

The consultation analysis provided strongly suggests that these principles are representative
of the views of the community.

2.2 The Challenges

It is inevitable that initiatives of this nature will not only generate enthusiasm and opportunity
but also receive criticism or concern, often as a result of the systems and processes that are
perceived to be required. This can impact on time delays and the ability to implement the
ideas generated. Managing expectation is one of the main challenges delivery agents often
face.

It is understood that concerns have been expressed in respect of taking on the proposed
Eastwood Deport at this time which relates to the stage at which the Big Warsop initiative is
currently at. Given the current state of play of the Big Warsop Delivery Plan, yet taking into
account the level of enthusiasm of community representatives to the Eastwood Depot
project, the consultants suggest t hat it
associated with such venture (see Section 4).

A key risk item is also one that relates to the delivery of Big Warsop in harnessing
enthusiasm and mobilisation from within the community in preference to stifling ideas before
they get a chance to be adequately considered and developed. It is acknowledged that there
is a body of evidence available to substantiate a number of initiatives to take forward.
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However this evidence is likely to be required to be built on as part of the next stages in the
development process and to satisfy a range of key stakeholders.

From an operational perspective there are checks and balances in place or in the process of
being implemented e.g. the Constitution and Terms of Reference of the Big Warsop
Partnership, the Memorandum of Understanding Agreement between the Local Trust and
Warsop Parish Big Local Partnership, Accountable Body structure, advisor representatives
and governance arrangements. Again, depending on the direct delivery role approach this
may require additional systems and processes as part of the checks and balances equation.

There is also a potential issue of resolving the overall role of the Warsop Partnership as a
facilitating and enabling body only or taking a direct delivery approach to some initiatives.
This latter point has a wider impact on future operational arrangements and should be
considered in further detail. However, there are clear indications that a direct delivery role is
likely to be required (in part) given Section 3.3 of the draft Big Warsop Delivery Plan and
round table discussions undertaken.

The primary key challenge at this time is to have in place a suitable and recognised legal
entity to be able to take charge / ownership of the Eastwood Depot (identified within the Draft
Big Warsop Delivery Plan 3.3.5) with sufficient control of the future operations currently
planned or yet to be developed. Again this issue is explored within this report.
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3. The Opportunity
3.1 The Eastwood Depot Site
The Ordnance Survey plan extract has been taken from the approved planning approval

document and has been reproduced with the permission of Mansfield District Council under
licence reference 00062400.

Thomas Pamé
Buildings

The site includes a building (circa 600 sq.m) and plot of land, 4,000 sq.m overall or 0.4
hectares, close to the town centre adjacent to the Health Centre (Church Street) and at the
rear of the Town Hall (Wood Street).

It is owned by the Sir John Eastwood Foundation, a grant-making foundation that primarily
invests in Nottinghamshire based community activity. We understand that the Foundation
has offered the site to the Big Warsop Partnership to take it on and develop it for community
activities. The Foundation has also had interest from the private sector and an offer of circa

£350,000 to purchase the si t e has been made . The Foundat.

understand, is to transfer the ownership to the Big Warsop Partnership but with the
assurances that there is a potentially viable scheme that can be developed on site T hence
this fAearly feasibility worko.

Timescales are now pressing and the Big Warsop Partnership will need to make a decision
at the forthcoming meeting, 12" July 2013, to ask the Foundation formally for the site or to
allow it to be privately developed.

The opportunity is right here and now. Whilst further and more detailed work (such as
business planning and resolving governance issues) is required, the site and what it could
deliver seems too good an option for the Partnership to not pursue. This report establishes
our considerations on this.
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The Eastwood Depot site has not been used as part of the Eastwoods factory for a number

of years. In recent history, SHINE (an out of school hours project for young people i
providing positive activities to giesupeivikedds of f
activities) was a success. Attracting many local young people, it was supported by users, the

Police and the community, from what we have gauged from discussions.

We understand the Partnership is keen to re-establish a centre where supervised activities
for children and young people can be delivered and this is one of the key drivers for the
Eastwood Depot site proposals.

The Big Warsop Partnership has acted as a catalyst to focus the energy and enthusiasm of
a few local people whose ambitions for the site are to:

A Make use of as a community hub and take advantage of the generous offer from the
Sir John Eastwood Foundation

A Develop a hub for activities for young people once again, but also with a broader
array of activities being made available (see below)

A Kick start an uplift in the attitude of the local community 7 to start making visible and
tangi ble i mpact t hat wi ||, in turn, have a k
community and to encourage others to get involved themselves.

3.2 Planning Issues

A Grant of Planning Permission has been granted for the change of use of building and land

from the for mer buil ders6 depot t o aesidentidl t i f un
institutions) and D2 (assembly and leisure) dated 5" May 2011. This change of classification

is suitable to accommodate the range of activities proposed.

The approved building plans indicate improvements to toilet provision, the café and multi-
function area at ground floor. A Mezzanine floor is allocated as a social area and is to be
extended to include office accommodation. The total floor area for the above is estimated at
around 25% of the total accommodation. It is understood that the remaining space will
remain unchanged other that improvements to the existing access door arrangements.

Conditions of approval indicate that the development should take place within three-years
from the date of permission (5™ May 2014) and is subject to the local authority approval of a
scheme of landscaping, boundary treatments, pedestrian visibility splays adjacent vehicle
access, other minimal highway and drainage considerations, and on-site parking provision. It
is understood that these requirements have been included within the preliminary project cost
plan.

Whilst not directly linked to the approved planning permission requirements, it is understood

that a number of energy and carbon reduction measures are desired to be built into the
facilities.
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3.3 Projectldeasi The AAspire Centreo

For the purposesof t hi's assignment, we have given the 0frl
Aspire Centre. This is a reflection of developing a community hub to raise aspirations and
renew confidence and self esteem.

The Partnership has a number of ideas which it has developed. Through discussions and
bringing to bear our own expertise, we have added to these to help develop a potential
fiservice offero that <could be developed on the
and new ideas and 0pr emegedsthé @moped builds wpimorhenttmo d o u bt

The indoor facility has previously been used by SHINE youth activities and the intention is to
make modifications to the building (to meet regulations) to enable activities to once again
take place on site. The building is a large warehouse in essence, which can act as flexible
space, supported by a chill-out lounge area and community café integrated into the internal
space.

The extensive outdoor space, which is overgrown, can lend itself to a number of project
ideas. There is an ambition to use the site to provide a series of taster sessions (come and
try / have a go) training opportunities, targeting NEETs but other local people too. This could
act as a bridge for people who have been out of work or disengaged from the local economy
and provide a chance for them to find a trade they enjoy and move onto work or further
training.

The ethos of the Partnership is to make the most of local expertise: to get people to
volunteer their time and skills to help show others T so they can try / learn / experience an
opportunity and see if the activity is something that excites them.

Making use of local businesses, either through the provision of materials for free or at cost
price, and business peadgpdlse dentralttd theeamiition offthd unt eer
Partnership.

The Atraining model 6 would be one of offering a
gooO0 but needs developing as a structured and ma
community some hands-on experience to open up their interest levels, to unlock their talents

and to enable them to find a trade that would be of real interest to them i as a stepping

stone to follow up formalised course by working in partnership with the Further Education

sector, such as West Notts College and / or private training providers.

Work or
formal
training

Aspire
training
modules

Aspire
Centre

Disengaged
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With some renovation and improvements works to the building including the provision of car

parking
project

A

A

and landscaping to meet planning approval requirements, the first phase of the
would include:

Young Peopleds activities (indoor facility)

Community Café i mainly to serve people using the site but a potential attractor for
others as part of the site offer and for special events etc

Building and renovation construction skills taster training sessions, utilising practical
modern and commercially used on-site systems

A horticultural scheme T taster courses to demonstrate how to clear a derelict site
and grow food produce from scratch (with a potential to link produce grown onsite
with some of the food sales within the café).

Added to this, there is potential for:

A

A

Environmental skills / landscaping / gardening skills etc.

The use of new technologies, energy usage and carbon footprint reduction built into
the facility as a demonstrator for community awareness and adaptation

Catering / food preparation and hygiene / customer service skills i community café
Car repair and maintenance

Heritage techniques for stone wall construction and other traditional building methods
Arts and crafts i sculpture / photography / ceramics / wood carving etc

An outreach facility for stakeholder partners linking formal accredited training
opportunities

A central community hub facility for hire and a major events site.

The Aspire Centre could develop a shop / trading facility that sells high quality crafts and

gifts in a similar vein to how good deichatnt
selling exclusively products made onsite
the O6outreaché offer where e.g. older peopl e

craft skills within their local setting across the parish. This approach could also serve as a

key marketing component as part of a positive USP (Unique Selling Point).

It links skills and learning to business and trade aswell as providing those who have made

the products a sense of achievement and pride in their work, and for the paying public to
take note of what can be achieved locally.
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3.4 Sense / Reality Check
We concur with the core ambitions of the Partnership and have embellished these with some
other developmental opportunities. The site, could in fact lend itself to a whole range of
activities but it is right to target efforts on schemes that will:

A Meet a need

A Be enjoyable

A Provide people with a skill

A Provide them a sense of purpose and pride

A Provide activities that help people develop a more positive outlook on life and what
they can achieve for themselves.

These are all in the spirit of the Big Local programme and more general community
development and regeneration.

The main facets to the project succeeding will be:
A Directing the energy and enthusiasm of main stakeholders

A Tapping into the enthusiasm of ghbhér ahdcalet
involved and play their part

A Seeing is believing i progress on site and its visual impact should give a lift to the
stakeholders in demonstrating that progress
doubters wrongo

A Involving otherssuchasbusi nesses, | ocal people who coul d

A Incrementally growing the project

A Combining the fresh enthusiasm with an organised and concerted managed
programme of work: developing the detail and working to an agreed plan

A Getting the right mix of skills and personalities to drive the project forward

A Having a detailed business / development plan in place.
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4. Options (Sites / Facilities)

The main options, as we understand it, are to develop a community hub facility on the
Eastwood Depot site but there are 3 potential alternatives, making 4 options in total:

A The transfer of the Depot site facility to Big Warsop

A The 2™ Eastwoods (factory) site which had recently received interest from a
supermarket chain

A Redevel opment o f aretohanothirisingersite ®dptiol ¢nbtfadvised on)
within the parish

A A multiple site solution 7 delivering services / activities by hiring / utilising other
existing community facilities across the parish.

Below we set out a SWOT analysis for these options. Please note we have a combined

SWOT for option 2: the other Eastwoods factory

as an alternative single site assessment.

The main offer from the Sir John Eastwood Foundation, to enable a transfer of the asset to
the Big Warsop Partnership has many positive features but also poses little risk. We are
informed that even in the worst case scenario T that the Partnership take on the freehold,
develop and deliver activities yet these (for whatever reason) fail to deliver a sustainable
project and it has to be abandoned, then the site can return to the Foundation. The only
outlay would have been time and any revenue resources deployed. Any additional capital
investment made in the site would be reimbursed by the Foundation. So the financial risks
are considered minimal.

We have taken the key headline elements of the SWOT Analysis through to Section 5.2 of
the report where we identify in further detail the opportunities and considerations across the
three key considerations of the brief.

Through the information considerations and overall assessment of the proposals we have

outlined a series of recommendations and actions to form the next logical step in the
development of the community hub concept.
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4.1 SWOT Analysis for the Eastwood Depot Single Site Option

Strengths
Freeholder offering site for community
use (free of charge)
Control of long term asset
Central location and accessibility

Previous use by young people and
successful track record

Significant "blank canvas"

Indoor and extensive outdoor facilities
scope to meet needs

Ambition and energy of key project
leaders

WWEEUGERSSES

Current charity in place to accept transf

of asset has a limited focus

Project ideas need developing to firm u
the "business case"

Needs enthusiasm and commitment
from wider community but potentailly
links well with thrust of consultations

undertaken

Eastwood
Depot Site

Opportunities

Major opportunity for a landmark projec
Scope to be multi functional
High impact / high visibility

Leverage to other funding and inward
investment

Kickstart uplift in aspiration
New volunteers
Tackle NEETs

Potential income stream investment
vehicle

Threats
Time pressure- could lose out to a
private investor
Governance needs to be developed

Business Planningmay show viability of
operational aspects to be less
sustainable than hoped

Could lead to potential loss of
community enthusisam if not secured

4.2 SWOT Analysis for Alternative Single Site

The alternative single site options within Market Warsop would naturally align to many of the
key strengths, weaknesses, opportunities and threats established in 4.1. However, there are
a number of differences worth consideration as follows:

A Strengths i whilst the option of a building asset provides a long-term control, there
is likely to be (inthe caseoft he Mi ner s 6 Waestihplicatiens featmgtb i t y)
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the freehold purchase and consequently consideration will need to be given to
funding such purchase.

Weaknesses i the alternative options would require further investigation in terms of
the ability to accommodate the proposed usage and activities i.e. there is potentially
a limitation on the configuration of the site and buildings given our cursory external
site review. In addition, both alternative sites appear to be more complex and limited
than the Eastwood Depot site.

Opportunities T the alternative site options still provide the opportunity to have in
place a landmark project but appear less strong.

Threats 7 both sites are likely to require greater capital investment need

4.3 SWOT Analysis for the Use of Other Venues

WEELGESES

S h No control of asset, just a room hire
trengt S arrangement

Ambition and energy of key project Does not focus activity on one sitdess
leaders tangible impact and synergy lost

Potential to reach wider community Project ideas need developing to firm u
access the "business case"

Needs enthusiasm and commitment
from wider community

Use Other

Venues

Threats

Partnership not in control of timetabling

Opportunities or finding ideal facilities to meet the
needs

Business Planningmay show viability of
New volunteers operational aspects to be less secure

Tackle NEETs Potential loss of facilities

Opportunity to deliver new services
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4.4 Risk Assessment Eastwood Depot

We have developed a Risk Assessment Matrix which relates to the purchase and
operational issues of pursuing the Eastwood Building proposal. We have concentrated on
this specific option to support the conclusions reached under Section 5 that follows.

We have adopted a traffic light system to highlight key major risk items which should be
treated as high priority (red) to be addressed in moving the project proposal forward.

Those highlighted in green are considered less of a priority but still a consideration.

The assessment has been based on two scored parameters T the probability of the issues
arising and the consequence (or impact) if occurred.

The risk assessment is attached at Appendix A.
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5. Conclusions

Having taken into account our review of the documentation provided, the site visit and then
discussions with members of the Steering Group: to understand the issues, history and
opportunity for the future, we have drawn up a number of conclusions. These are set out
below:

5.1 General Option Considerations (as identified within the brief)

The key thrust of the brief centred on the following considerations:
A To examine the potential of the Eastwood Depot proposal to act as a community
hub to deliver a range of services and activities for the parish

A To provide an 6indi cat ipoimi dommouhity laub gptioa($)ther nat i \
Market Warsop

A Any multiple point delivery options within the parish.

We have concluded (see Section 4) that the Eastwood Depot proposal provides the best fit
option at the current time, despite the concerns that have been intimated regarding current
position along the Big Local Pathway.

There is substantial evidence to suggest that the Eastwood Depot proposal could act as a
significant contributor to meet many of the key Big Local outcomes and those identified by
the Big Warsop community.

It is recognised that there are a number of actions that need to be undertaken in the short-
term to enable the facility to be secured, as well as developing in detail a business plan and
associated activity to firm up the proposal. We have identified some of the challenges and
key risks associated with such venture within this report and under Section 6 that follows.

In terms of comparing alternative single point community hub option(s) within Market

Warsop, we understand that there are potential alternative facilities that could be made
availlabl e, namely the alternative Eastwood site
others).

However, both could provide potential suitable premises similar to that of the Eastwood
Depot, but have been discounted on the basis of cost and suitability of scope e.g. in all

|l i keli hood the Minersod6 Welfare would require a
which unnecessarily adds costs, and is located further away from the town centre.

In respect of the alternative Eastwood site, it is understood that the site has gained interest
from a supermarket chain, but due to potential planning issues is currently stalled. The site,
whilst offering substantial scope has less external space development opportunities and
appears likely to require greater and more substantial capital investment to bring it back into
use.
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For the above reasons the alternative single site options within Market Warsop are less
favourable than the Eastwood Depot option.

In consideration of any multiple point delivery options within the parish i we understand the
key thrust behind this approach is the utilisation of existing facilities across the area to
deliver key services and activities as an alternative to a single hub (primarily).

However, the multi-point option does have a humber of potential opportunities given the right

market conditions and the co-operation of facility owners and operators. The approach could

be considered as havi ng tehother aetilémertstagross tiee parishe ac h o u
on one hand, yet may not provide the right driver in mobilising the community e.g. it has

been stated that Warsop Parish residents have some reluctance to travel for employment

opportunities, shopping etc., with Mansfie | d seeming to be &éthe other
times.

Board members would like to see a sea-change in attitude and to encourage mobility more
greatly within the Parish itself. This could lead to a step-change and a more positive move to
the wider area in future years.

From a more negative perspective there are concerns about the retention of existing facilities
across the parish as identified within this report. In addition, the use of existing (none Big
Warsop Partnership owned) facilities will be reliant upon on-going revenue from the available
funds, with little potential to address sustainable services and activities once the funds are
utilised. Albeit, this approach could also deliver some of the intended outcomes and offer an
emphasis tsowarads raetdurn on investmentodé strategy.

In consideration O6in the roundd the alternati ve
generated outputs and outcomes, yet do not necessarily offer the community with a long-

term asset that provides a legacy and income generating opportunity for further generations.

We conclude therefore that the Eastwood Depot is the best option based on the alternative
identified.

5.2 Concluding the Eastwood Depot

The Eastwood Depot site offers an excellent opportunity to the Big Warsop Partnership to
deliver a landmark project that can achieve a number of key objectives:

A It would provide a significant physical asset to the Partnership which in turn can
provide a long term legacy to the community

A It could form the basis for a multi-purpose community facility which could act as a key
focal point for the area

A From this it could deliver a number of complementary activities / services / events
that help meet the objectives of the Partnership:
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A Learning and skills development
A Job creation

A Opportunities for NEETs (people who are Not in (formal) Employment,
Education or Training)

A A centre which raises ambition and aspiration for all local people

A Engage more local people in a volunteer-led approach to neighbourhood
regeneration

A Deliver business engagement i through sponsorship, materials and skills
and direct investment

A A supportive environment to help people develop their talents

The fAoffero from the Sir John Eastwoood Fout
offer for the Big Warsop Partnership and the communities of the Warsop parishes.

The market value of the site, in the region of £350,000, is significant. In addition to its

financial value it can provide a community asset that, if developed and managed well,

can provide an excellent physical asset which in turn can be utilised to help lever in

additional funding opportunities and provides some certainty and long term

investment in community led regeneration for the area.

The asset could also provide the basis for self-generated surplus income to be re-
invested into community activity and services post Big Local funding and therefore
provide the opportunity for continuing the Big Warsop legacy for future generations.

The site is very close to Market Warsop town centre and is relatively easily
accessible to the communities. It is also of significant size (4,000 sg.m) with a mix of
indoor and outdoor usable space. As such, the potential to start with a hub of core
activities and then, over time (in response to community needs and demands),
develop a broader array of on-site facilities is one too good for the Big Warsop
Partnership to miss out on.

Overall, the meetings we have held with key Partnership stakeholders has left us with

a clear impression that the community generally suffers from a lack of ambition and

aspiration and somewhat of a dependency culture. That said, there are individuals

with energy and enthusiasm and a desire to get on and make progress. They have

the drive to want to lead a turn-around in this culture and have already secured the

support of the Rotary Club and business interests. Tapping into that energy, nurturing

and directing it and then encouraging it to rub-off on others 1 lifting them from a life of

Afcand6t do / wonott odogo vteo tohnaet oaf tiArly wangtet i nv
one we strongly endorse. The Eastwood Depot facility appears to be an excellent

opportunity to help that aim of raising aspiration.
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In summary, the Aspire Centre could deliver a range and mix of services and activities to
meet the needs that have been identified as follows:

Positive
activities for

: young people
New ‘ \

community Training taster §

pride and sessions

anidence ‘ \

Raised ‘- Skills

\aspirations development

Community
Café

N
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6. Recommendations and Next Step Action Plan
We have made recommendations based along 4 main issues:

6.1 Legal position / Land and Building Transfer

The stakehol ders alerted us to the fAFriends

exi sting c har (retipehtlokethe fasset)htlieg prefebred to immediately use to
enable the transfer of the Eastwood Depot asset from the Sir John Eastwood Foundation in
the absence of a current suitable alternative vehicle.

We would urge caution until other options have been explored. Our reasoning for this is that
the potential for the site is significant and a truly multi-faceted project could emerge over
time. Without having sight of the Friends of Warsop constitution, we would assume that its
objectives and scope would only cover part of what the site could be developed for. On that
basi s, the Youth Club may end up owning a
some way beyond the scope of its remit.

In addition, it is uncertain whether the Friends of Warsop are fully aware of their
responsibilities and potential impact on the organisation. It has been stated (from Board
Members) that the organisation intends to change their constitution through an approach to
the Charity Commission to encompass a wider remit should they take ownership of the
facilities.

In essence this brings with it additional unnecessary risk to the purchase as there is no
control over the decision of the Charity Commission to accept such application and the
timescales involved to undertake the change are likely to incur a similar timeframe to the
setting up of a new charity which appears to be a preferred option legal entity.

Big Warsop has wider ambitions than the more specific ones of a Youth Club and whilst one
of the primary focuses of the Aspire Centre is to provide facilities for young people, it is not
the only target group. We feel this transfer option would place an unnecessary restriction on
the Big Warsop Partnership and that a new all-encompassing charitable / social enterprise
vehicle needs to be established.

Key questions:
A Does the asset have to be transferred to a charity immediately to enable the building
to be secured i if the Eastwood Foundation was given sufficient assurances of the

intention to receive the site via formal Board approval, this should be sufficient?

A Are their time-imposed restrictions on the transfer if it is to be used for community
purposes rather than a private investment transaction?

A Does the constitution of the Friends of Warsop youth base organisation have the
right terms of reference to enable the type of multifaceted project to be taken forward
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under their own charitable arrangements and could any change be acceptable to the
Charity Commission?

A What are the potential risks associated with the ability of the Friends of Warsop being
able to secure external grant funds and support to develop the project?

A Are the Friends of Warsop aware of the implications for them and their duties and
responsibilities (of owning the asset) if it is to be transferred to their charity?

A What is the level of control that the Big Warsop Board wish to have over the
ownership and operational aspects of the facility?

A  What level of investment would Big Warsop be prepared to provide and would this be
restricted to the Community Chest grant level parameters?

We advocate some legal advice be taken up on this issue. Aswell as using our own
expertise we have access to some pro bono legal support to advise on the best options for
the Partnership and can broker that support for Big Warsop.

As a project, Aspire Warsop would lend itself to a social enterprise model i allowing a more
robust vehicle for trading, re-investing surpluses into community activity, flexibility to develop
over time etc.

6.2 Governance and Legal Structure

The Big Warsop Partnership needs its own charitable vehicle / management and decision

making body to be formalised to enable the wider ambitions of the Partnership to be taken

forward. To drive forward the wider agenda and then to act as an enabler of local community
activity and support of specific initiatives as
of commandodo and organisati on.

Big Warsop wil/l not be alone in the Lotteryds Bi
partnership structures, decision making and management / operational issues, and the
organisation is well on its way to consolidating such arrangements

However, outside of the overall Big Warsop governance arrangements, serious
consideration needs to be given to an array of project specific governance issues. The
starting point is as follows:

A The form of legal structure most suitable to take ownership of the facility

A An operational structure that is suitable and can maximise and develop the project
without unnecessary restrictions e.g. the choice of traditional charitable status (with
associated restrictions on trading activities), social enterprise models, societies etc
(with open market trading) i the key is to establish the most appropriate legal
structure, and build in the safe guarding for individuals etc.
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A Finally, by addressing the above governance arrangements there will be a number of
checks and balances built in to the process to help address many concerns raised by
stakeholders.

6.3 Business Planning

Whilst we are encouraged by the energy and enthusiasm of the some of the Steering Group
members who are eager to figet on with the proje
needs more definitive and detailed work to develop a business plan.

The Partnership has developed some indicative income and expenditure projections. We are

not sure on what basis these have been determined and this was provided as
supplementary information during our assignment. Each service area / activity needs to be

properly developed and associated costs and income potential should be worked up as a

next phase through a detailed Business Plan.

Viewing a number of fAthematic strandso to the p
we recommend a Amini erbse s undestaken fopdach spedialisgn.0 e x

The purpose is to:
A Examine the needs for each service / activity in more detail

A Gap analysis i ensure that there is no duplication and proposed activities
complement and add value to existing provision

A ldentify lead delivery / management agent or stakeholder (some of this has already
been identified within the Draft Delivery Plan)

A Explore the potential for use of volunteers

A Consult potential users and user groups to ascertain their interest and potential
commitment to the project

A Review staffing needs i complement of staff / hours / full-time v part-time etc. and
hourly rates

A Develop an income and expenditure 3 to 5 year projection for each service / activity.
The mini business plans will feed into an over-arching Business Plan for the Big Warsop

Aspire Centre i this will be essential for the project and its success as a whole but also to
make the business case to other investors and potential funders.

Page 24



6.4 Site Visits T Learning Lessons

It would be worth investing some time in going to see projects and organisations elsewhere
that are successfully delivering the types of activities and services being proposed for the
Aspire Centre.

The purpose of these is to:

A See at first hand successful schemes

A Learn from them in terms of the challenges they faced, how they overcame them etc.
A Review their income and expenditure

A ldentify key fAlessons | earnedo to take stocl
Aspire Centre.

Projects we have been involved with that we advocate site visits to are:
A Whitwick Community Café, Leicestershire
A Dukeries Community Workshop, Ollerton
A Arkwright Meadows Community Gardens, Nottingham.

There are others too we would be happy to advise on, facilitate visits or seek to research on
behalf of Big Warsop.

Finally, we believe that the Eastwood Depot opportunity can be developed further into the
community hub concept providing the issues and considerations outlined within this report
are addressed.
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Risk Assessment Matrix Appendix A

Key Risk Items Eastwood Depot

Purchase issues:

Shortage of timescale availability to transfer property

Inability to afford the cost of freehold purchase (alternative sites)

Inability to afford cost of legal fees without Big Warsop support

Lack of legal entity to receive freehold (ownership and governance)

Capital improvement cost under estimated

Inability to deliver the required capital improvements e.g. loss of self-help resources

Likelihood of building claw-back and investment return

Failure to achieve Planning and Building Regulation Approvals

Operational issues:

Inability to deliver on identified activities and services (physical space)

Inadequate facility location

Inadequate operational management (direct and in-direct service delivery)
Inadequate access to skills and expertise to operate and maintain facility

Inability to deliver on a range of developed key outcomes

Inability to be sustainable

Inability to achieve a return on investment (financial and social)
Inability to attract volunteering, sponsorship and business support

Inability to attract wider grant and inward investment

Probability Consequence

Key | Probability of Occurrence
1 Remote >10%
2 | Highly unlikely 10 - 35%
3 Possible 36 - 50
4 | Probable 51-60
5 Highly likely 61 -90
6 Certain >90

5 S @ Note:

1 1 (=]

4 5 @ We have adopted a traffic light

® system to highlight key major

3 6 _ risk items which should be

3 2 " treated as high priority (red) to

3 3 )] be addressed in moving the

3 > —~ project proposal forward.

1 1 @ Those highlighted in green are
considered less of a priority but
still a consideration.

2 3 e The assessment has been

1 1 @ based on two scored

3 5 O parameters i the probability of

) 3 — the issues arising and the

- conseqguence (or impact) if

2 2 @ occurred.

3 5 @

2 3 '

3 3 [ y

2 2 @

Key | Consequence

1 Insignificant Easily handled within the normal course of operations with no additional costs (Impact level <10%)

5 Minor Some disruption within the normal functions. Manageable risk with minimum estimated cost. (Impact level
between 11% and 25%)

3 Moderate Immediate time/resource reallocation will be necessary with a moderate estimated cost. (Impact level
between 26% and 50%)

5 Major Operations are severely disrupted and significant risk of failure possible (Impact level between 51% and 75%)

Critical Significant going concerns exist with the project and the risk is classified as critical (Impact level >75%)




