Business Plan & Community Benefit Proposal
The Lodge Carshalton - September 2015
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1. Executive Summary

Phone: 020 8404 1523

The area around Carshalton Ponds remains one of the most distinctive and picturesque parts
of suburban South London. It is home to a number of historical buildings including The Lodge,
which is set within the Ecology Centre grounds (a designated Local Nature Reserve and a Site
of Interest for Nature Conservation) and is also in the established Carshalton Village
Conservation Area. In 2011 Sutton Council suggested that would not need The Lodge for its
own activities in future.

E-mail: trevor@ecolocal.org.uk
Website: www.ecolocal.org.uk
Facebook: www.facebook.com/ecolocal
Write to: Trevor Lancefield, EcoLocal, The Old School House, Mill Lane, Carshalton, Surrey

EcoLocal is seeking to secure a financially sustainable base for its activities and the Lodge site
offers a unique local opportunity to meet this need. A significant amount of work has been
done to develop our proposals.
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This report brings together the results of our business planning into a cohesive and costed
financially sustainable plan, to maximise the use of the building for the charity, related social
enterprise, and bring significant community benefit. We will also preserve and enhance the
building’s main features. EcoLocal has used expert professional advice as well as its own
in-house skills to full effect in this process.
Our proposals for The Lodge have struck a chord with the local community. 699 people
completed our detailed consultation questionnaire with 97% in favour and supporting
community asset transfer of the building to the charity. Our market research demonstrates
interest and need for these facilities.
Over £1.4m worth of volunteering has been offered per year and our Triple Bottom Line Social
Value Analysis indicates that the whole project would be worth approximately £3.4m per
annum to the local community. An asset transfer of the Lodge to EcoLocal will enable the
charity to generate substantial social, environmental and economic benefits within the area.
Our proposal:
- Phase 1 Acquisition & Immediate Community Use
- Phase 2 (areas unused in phase 1) Conversion of designated ex-office space to residential
use. Initial rennovation of offices to a new Office & Meetings Hub, classroom, Victorian Walled
Garden and Community Hall to enable delivery of intended communitry benefits. We have all
the necessary planning permissions in place.

This would be a significant flagship project demonstrating Sutton
Council is committed to enhancing the creativity and flair of the local
community. All the proposed activity at The Lodge, including that of the
community organisations enabled by EcoLocal’s proposal, contribute
toward Sutton Council's well-being duties i.e. the promotion or
improvement of the economic, social and environmental well-being of
part or the whole of its area, or of all or any persons resident or
present in its area.

It is intended that phase 1 and 2 will be facilitated via a loan (i.e. the Charity Bank), whom we
have begun detailed disccussion with. They have visited the site and initial feedback is very
positive. At the end of phase 2 we will sell 7 of the 9 residential units developed on the open
market to cover rennovation costs and retain 2 to rent on an ongoing basis to generate income
toward facilities management costs.
- Phase 3 covers further improvements to community facilities to be funded from a mix of
sources, once the site has been acquired by the charity.

This project also underpins the Council’s committment to retain our
heritage buildings for the community.

EcoLocal are not aware of any other development opportunity locally that could be similarly
financed and which offers a sustainable means of protecting and enhancing community
benefit activities in such difficult times.
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contribution to Sutton’s Developmental assets. A summary is included in this report and full
details are included in the appendix.

2. Introduction & Background to Project
In 2011 it became apparent that Sutton Council would be unlikely to need the Lodge for its
own activities in future. EcoLocal produced a Vision document proposing that the charity
carry out a mixed use development of The Lodge with the aim of enhancing the financial
sustainability of the charity / social enterprise and meeting local community needs.

- updated our constitution and broadened our charitable objects
- obtained prior approval planning consent for conversion of non-community spaces to
residential units

On 23rd September 2013 Sutton Council's Strategy & Resources Committee resolved that:
"Ecolocal is notified of the Council's intention to transfer the Lodge for their use, subject to
agreement of terms and viable proposals and business plan being developed by Ecolocal and
approved by the Council " EcoLocal's Trustees agreed to divert resources toward
carrying out a feasibility study based on our Vision document.

- developed outline heads of terms for a 125 year lease with Sutton Council
- drafted our business plan to allow for phased development:
* Phase 1 Acquisition & Immediate Community Use

We carried out a Feasibility Study between January and July 2014 and produced an outline
business plan primarily focussed on the development stage of the project, based on an initial
architectural survey with summary costings and designs, initial legal considerations and
feedback from members of local Friends Groups. We were grateful to the Social Investment
Business Group (funded via The Department of Communities and Local Government through
Locality/SIB) for funding towards some of the costs of this work, as well as the assistance
received from Robinson Kenning and Gallagher Architects and Surveyors and Russell-Cooke
Solicitors.

* Phase 2 Conversion of designated ex-office space to residential use. Initial
rennovation of unused offices to new Office & Meetings Hub, Victorian Walled Garden,
prefab classroom and Community Hall to enable full use. We have all the necessary
planning permissions in place for conversions and rennovation work. 7 flats will be
sold to cover finance costs with 2 retained to provide ongoing revenue.
* Phase 3 covers further improvements to community facilities to be funded from a mix
of sources, once the site has been aquired by the charity.

We submitted the Feasibility Study to the Council in September 2014. On the 13th October
2014 Sutton Council's Strategy & Resources Committee resolved that: "Ecolocal should
progress to the next stage of developing their proposals for the Lodge so that it is ready for
planning submission; complete the preparation of their business plan and agree terms with
the Council for the transfer of the building and its future use and that Ecolocal consults local
residents and Friends Groups on their proposals so that the outcome of the consultation can
be reported to Strategy & Resources Committee by March 2015".
We have since:
- obtained detailed topographical and building surveys
- obtained itemised costings for all areas of the proposed works
- received in depth legal and financial advice
- taken advice on development appraisal
- carried out a detailed Community Consultation
- carried out 3 Market Research/Consultation studies to ascertain need and inform our
business planning
- produced an extensive Social Benefits Analysis of EcoLocal’s proposed activities at The
Lodge using the methodology requested by Sutton Council. This analysis looked in depth at
the benefits flowing from the work hitherto done by EcoLocal and the significant enhanced
benefits which would result from the proposed development of The Lodge and our
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3. About EcoLocal

4. About The Lodge

Based in Carshalton in south London, EcoLocal's activities engage over 20,000 people
annually within the London Borough of Sutton.

Carshalton Urban District Council purchased The Lodge in 1948 as part of their policy of protecting the ponds and their environment.

Our activities cover a broad range of environmental
sustainability themes:
- Environment, Community & Heritage
- Education, Training & Healthy Living
- Local Economic Development
- Social Enterprise
- Event management and facilitation
- Community engagement, consultation and research

* The Lodge is a 19th century (circa 1860's) building to the north west of Carshalton Ponds.
It is a two storey brick building the main part of which is divided into three bays each topped
by a Dutch gable and elaborate finial. The building has stone quoins and door and window
dressings, and the gable bays are tile hung. Each of the Dutch gables is topped by a
different finial or weather vane.
* The original main stair is still in place and is lit by a lantern above, both of these features
should remain in the building.

EcoLocal has over 9,000 social media contacts via mailchimp and our various
websites, twitter and facebook accounts locally.

* There is a chapel to the west of the main building attached by an enclosed walkway built
when the property was in use at St Saviours College. The chapel is not of great architectural
significance but it is part of the building’s evolution and should remain on site.

EcoLocal recognises that there is not a single "community" but a diverse range
of local communities. We reflect this in our approach, working with 350
organisations, engaging 20,000 people and over 200 volunteers in a typical year.

* There are a number of garages and outbuildings attached to the property at the north west,
these are original to the building and could be utilised as workshops or units in their own
right.

Our Social Benefits Analysis, summarised later in this report (and in full in the
appendix), provides significant additional detail on the value of our current and proposed
activities.

* There is a flat-roofed small extension to the east of the building that has no historical
significance and could be removed.

The EcoLocal charity is established for the public benefit. We have added

(Extracts from Carshalton Conservation Area Study of Council Owned Buildings - August
2011)

additional 'charitable objects clauses' to our constitution to enable a broader definition of
'community benefit' to be enshrined within our activity mix. In relation to the Lodge this is
essential for both legal and financial reasons (see appendix for details of new ‘objects’).

The site is in the established Carshalton Village Conservation Area. The Lodge is not a Listed
Building but 'makes a positive contribution to the Carshalton Village Conservation Area' Carshalton Village Conservation Area Appraisal (Sutton Local Development Framework).

Our registered charity number is 1087782, registered company (England and Wales) number
4137305. EcoLocal is the working name of the Centre for Environmental Initiatives.
We also run activities via EcoLocal Services Ltd, which is a social enterprise that donates
100% of its profits to the charity under gift aid.
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5. Description of the Site

6. Current Usage

The Lodge and its outbuildings are set within the Ecology Centre grounds, a designated Local
Nature Reserve and a Site of Interest for Nature Conservation. The Ecology Centre grounds
are open to the public from 10am till dusk every day of the week all year round. Whilst the
Ecology Centre grounds are mostly soft landscaping, much of the Lodge Site is either built on
or hard landscaping, with the exception of the existing walled garden to the rear.

The Lodge is currently occupied by
Sutton Council's Children's Social
Services.
Some associated outbuildings are
currently used by Sutton Nature
Conservation Volunteers and Tools for
Self Reliance.

The whole site lies behind a high (2.5m approx.) brick wall and is located immediately to the
north of Carshalton Ponds. Adjacent to an established residential area, the site is also
flanked by mature walled parkland and the beginning of Carshalton Village high street, and
has easy access to good transport links and excellent local services including schools.

There is considerable car parking and
vehicle movement on site every day as
a result of the large number of
employees and visitors in attendance.
Insufficient car parking spaces for the
100+ staff has led to damage to grass
verges and surrounding vegetation.

It is accessed via a gated drive at the end of Honeywood Walk. The drive leads to a centralised car parking area to the front of The Lodge to the left. An access road continues to the
rear of the building and the attached ancillary buildings. A second car parking area is located
at the end of the access road adjacent to the rear boundary wall.
EcoLocal’s proposal looks at The Lodge, its outbuildings, the Victorian Walled Garden and
access roads/paths which together measure approximately 0.28 hectares and are partially
enclosed by the brick wall to the rear.

The Old Rectory immediately to the south of The Lodge is used to house classes of children
visiting the Ecology Centre grounds which surround The Lodge to the South and East. The
Old Rectory has also become surplus to LBS requirements and will potentially be used as an
art gallery with flats.
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7. EcoLocal’s Proposal

9. Market Research for Proposed Activities

EcoLocal wants to rejuvenate and revive The Lodge to create a thriving and financially
sustainable focal point for the local community in Carshalton for years to come. There are
a whole host of exciting projects and services that can be developed and delivered from
The Lodge, covering a wide range of heritage, environmental, community, economic
development and healthy living functions.

We carried out three detailed market research surveys to gain information for our business
planning process and data for our Social Value Analysis.
a) Demand for Lodge Facilities:
- 220 respondents to our Lodge consultation survey were involved in local groups who
reported that their group would benefit from the Lodge development.

Development will be carried out sustainably and sensitively to enhance and preserve the
key characteristics of the Lodge and its outbuildings, and will be done in 3 phases:

- 59 organisations responded to our more detailed market research survey providing
information on which facilities they needed, how frequently and for what duration. This has
been factored into our business planning process.

Phase 1. - Acquisition & Immediate Community Use. We can move into
the building and start using the facilities almost immediately following
acquisition from LBS in late 2015. Minor works (1 month max) to enable
use.

- Our separate market research into community groups also helped gain information
regarding the benefit to the community arising from groups' use of the facilities. The data was
also used to inform our Social Value Analysis. The results showed that 665 people would
benefit from using the Lodge 2-5 times per week, rising to over 2000 people taking part in
activity at least once per month.

Phase 2. - Conversion of designated ex-office space to
residential use. Initial rennovation of offices to new Office & Meetings
Hub, classroom, Victorian Walled Garden and Community Hall to enable
intended use. We have obtained the necessary planning permission
and have completed a costed development appraisal to be funded by
the Charity Bank. Work will start at the beginning of the 2016/17 financial year.
Phase 3. - Further improvements to Community Hall, replacement of
pre-fab extension with Straw Bale Classroom and other upgrades to facilities. These
projects will improve the quality of facilities available and will be undertaken as funds are
raised, once the building has been aquired by the charity.
8. Consultation with Residents on EcoLocal’s Proposal
At Sutton Council's request we carried out a detailed 3 month consultation in the winter of
2014/15, to determine the level of public support for our proposals for The Lodge.
699 people completed this survey.
The results show overwhelming support :
97% support EcoLocal's proposals for keeping the Lodge in community use.
97% agree in principle to the asset transfer to EcoLocal at less than market value
95% of residents rated all of the 11 itemised community benefits as either fairly or very
important with over half of these benefits being seen as very important. These include:
Protecting Carshalton's heritage; nature conservation and improving the local environment,
active community involvement, boosting the local economy and jobs, community learning
opportunities and promoting health and wellbeing.

b) We have researched facilities available elsewhere in the locality and in other comparable
areas to assess availablility and rental rates for office, meeting, community hall, workshop
and storage facilities.
c) Volunteering potential at The Lodge: 83 people offered to volunteer on activities at The
Lodge (from annual help at new events, to regular support for groups e.g. engaging in
projects such as the Victorian Walled garden and ongoing weekly volunteering in the office.
See page 14 and 15 of Social Value Analysis) generating a potential 111,616 hours of new
volunteering across the year. In calculating the value of volunteer contributions we have
taken into account people dropping out or not doing what they said they would.

The following quotes are typical of the hundreds we received;
"Great to keep it in the community for local people's benefit. Project seems to be self
financing and therefore a brilliant self funding resource",
"I would like the Lodge to stay within the local community. EcoLocal's proposals will benefit
far more people than a private development. It is a long term sustainable use for a historic
building."
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10.1.3 Storage Space
Following acquisition we will be able to immediately use garages at The Lodge as storage,
both for EcoLocal's equipment and for hire to other organisations. For EcoLocal, this will
provide much needed space for storage of equipment that we use for our existing social
enterprise activities such as the Environmental Fair, Frost Fair, Home Energy Road Show and
educational resources, some of which we currently have to hire storage space for (which may
not be available in future).

10. Proposed Activities and Phasing:
10.1 PHASE 1 - Acquisition & Immediate Community Use
We can move into the building and start using the facilities almost immediately following
acquisition from LBS in late 2015. Minor works (1 month max) to enable use.
10.1.1 Office and Meeting Space
In phase 1, immediately following
acquisition of The Lodge, we will use the
'Old Chapel' building and the extension at
the front of the building. This will provide
space for EcoLocal's operations, enabling
us to move out of our insufficient rented
accommodation and to provide office and
meeting room facilities that will be of
benefit to our community benefit activities
as well as local groups, individuals and
micro social businesses looking for flexible
serviced office space. We will offer both
hot desking facilities and self-contained office space.

Within our market research we identified 20 local groups so far who are interested in the
storage on offer. We will be able to hire a limited area to local groups in phase 1.
As with the workshop space, designated storage space will be made available to Sutton
Nature Conservation Volunteers in exchange for their contribution of grounds maintenance,
enabling us to keep running costs down.
10.2 PHASE 2 - Conversion of designated ex-office space to residential use,
Rennovation of unused offices to new Office & Meetings Hub, Classroom, Victorian
Walled Garden and Community Hall to enable intended use
We have obtained the necessary planning permission and have completed a costed
development appraisal. Work will start at the beginning of the 2016/17 financial year.

Our market research identified 36 local groups with an interest in renting desk space: five of
them on a daily or weekly basis for an equivalent of 491 days per year. There is interest in
booking meeting room space for an equivalent of 86 full days in the first phase/year.

10.2.1 Office, Meeting & Classroom Space
Following renovations to the main building, EcoLocal will be able to move into improved
offices, and have better quality office and meeting room space to rent. The existing pre-fab
at the front of the building will continue to be used for both meeting and classroom use.

Our business plan provides for differential renting of office and meeting room space to micro
businesses, social enterprises, voluntary groups and other organisations and individuals at
daily, weekly and monthly rates.

10.2.2 Community Hall
In phase 2 we will cease to use the 'old chapel' building
at the rear of the building as office space as this will now
be available in the main building. This will free up the 'old
chapel' for renovation as a community hall during the
later stages of phase 2. We will improve the entrance
and access to the hall as well as provide new toilet
facilities. The hall will be useable separately from the rest
of the building, when required.

We will also be able to use the existing prefab extension on the front of the building as a
meeting and classroom space to initiate expansion of our adult education and children's activity
social enterprises. We are a registered AQA training centre. These facilities will give us a base
to run outdoor activities. We anticipate this will build slowly at first as we develop our offer of
workshop and sessions.
We will provide 19 car parking spaces for EcoLocal / Community use (incl. 2 disabled spaces)

Our market research indicates significant demand for community hall space with over 80
groups expressing interest in using the hall. We have more detailed data from 30 of these
groups specifying frequency and duration they require the facility. Approximately 60% of the
demand is for usage one or more times per week for 2-3 hours per booking.

10.1.2 Workshop Space
Following acquisition of the building the outbuildings will be immediately available as
workshop space for hire to other organisations and EcoLocal's use, replacing our current limited
rented facilities needed to support our ongoing projects and services.
Within our market research we identified demand for this facility with over 43 groups/individuals
expressing a need for workshop space, amounting to 120 full days of use in the first year.
Two organisations (Tools for Self Reliance and Sutton Nature Conservation Volunteers) will be
given use of the workshops twice per week in exchange for help with buildings and grounds
maintenance which we have valued at a £6,149 contribution in kind per annum.
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The hall will enable us to further expand our adult education workshops and children's
activities, and hold events to enable sustainable micro businesses such as crafts people,
health providers, specialist fair trade companies etc can showcase their business and build
their customer base. We have based demand for these activities on our existing experience
and other local activities. Within our market research we identified 49 small businesses interested in attending new events on site.

10.3.2 Straw Bale Classroom Suite
Included in our plans for further development of the
Lodge is a purpose built classroom suite, with
associated offices, to replace the current pre-fab
extension at the front of the building (used in phase 1
and 2).

10.2.3 Storage
Storage space will be increased as basement and storage rooms in the main building become
available following renovation. This will give us a total of 63 square meters for storage, which
is sufficient for the demand that we have identified.
10.2.4 Workshop space
Workshop space will be initially renovated in phase 2 and we anticipate increasing the hire of
these facilities to 180 days per year, initially.

The classroom has been conceived so that it can
function independently of the rest of the building, or
alongside the other areas, giving maximum flexibility.
It will also provide a new front entrance to the main
building. This facility would provide an improved centre for community learning and better
facilities for children's activities such as Saturday kids clubs, educational and holiday activities. We will also use it to further develop our adult educationworkshops.

10.2.5 Residential accommodation
To raise capital and revenue for the above facilities we plan partial conversion of The Lodge
to provide 9 one and two bed residential units. Planning permission has been granted. 2
flats will be retained and rented to generate revenue income and 7 sold to cover
development costs. We will provide 9
car parking spaces for residential use
(incl. 1 disabled space)

The classroom would be a very attractive venue within an
historic building, set in the grounds of a nature reserve in a
conservation area. Our experience of adult sustainability
workshops suggests that these facilities will enhance the
desirability of such activities and offer significant future
engagement as well as income generating potential.
Our market research identified 13 local groups with an interest in hiring this
proposed classroom facility, initially. There is strong support and enthusiasm about this idea
locally, leading us to consider crowd funding as a viable option to fund the classroom.

10.2.6 Victorian Walled Garden
We will work with local people who have
expressed interest to revive this dilapidated space to a productive food, herb
and flower garden. It will be maintained
with community involvement as a shared
gardening space, and an asset for outdoor training. We will use the garden to
develop our school education social
enterprise and develop mental wellbeing
therapeutic activities such as mindfulness
and ecotherapy.

10.3.3 Other
Improvements include a glazed atrium, further works to workshops, garden/boundary walls,
out houses and other site improvements.

10.3 PHASE 3 - Futher
improvements
These projects will be undertaken as
funds are raised, once the building is
aquired by the charity.
10.3.1 New link and Kitchen for
Community Hall
We intend to remove the existing walkway connecting the hall to the main building and construct a link which will include
a new entrance foyer, an extended
kitchen area.
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10.4 Usage summary
At the end of Phase 2 works all planned community benefit uses will be deliverable.

Phase 1

Phase 2

Phase 3

Office & Meeting Workshop Space Storage Space
space

Victorian Walled
Garden

Use 'Old Chapel'
and prefab extension for office and
meeting room
facilities for:
- EcoLocal
- local groups,
individuals and
micro social businesses

Outbuildings will
be immediately
available as:
- workshop space
for hire to other
organisations and
- EcoLocal's use

Immediately use
garages as
storage for:
- EcoLocal,
- SNCV,
- Tools for Self
Reliance
-for hire to other
organisations

Plan phase 2
activity

Better quality renovated offices and
meeting room
space in main
building for:
-EcoLocal
-rent to local
groups, individuals
and micro social
businesses

Workshop space
will be renovated
and we anticipate
increasing the hire
of these
facilities to 180
days per year.

Storage space will
be increased as
basement and
storage rooms in
the main building
become available.
This will give us a
total of 63 square
meters for storage, which is sufficient for the
demand that we
have identified

Raise funds and
work with local
people /
volunteers to
revive this dilapidated space as:
- a shared
gardening space
-asset for
educational
activities
- develop mental
wellbeing therapeutic activities

Year 1 Cost of Premises Management (First Full Year of Operation)

Classroom

Community Hall

Plan phase 2 activity

Gross Costs per annum
Maintenance costs community areas
Maintenance build-up fund
Maintenance two residential areas
Rates with 80% charitable rate relief
Electricity
Gas
Telephones & internet
Water rates
Agents' fees
Advertising
Insurance
Premises Management Staff Costs
Sessional Activities Staff Costs

Use the meeting
space in prefab
extension for:
- adult education
- children's activities / classroom

As above
'Old chapel' initially
renovated as a community
hall, with improved
entrance, and new toilet
facilities :
- hire to local groups (Over
80 groups expressing
interest in using the hall.)
- EcoLocal to run adult
education workshops,
children's activities and
events for sustainable
micro businesses

Year 1 Total

10.5 Income & Costs Summary
We have carried out Market Research in January and February 2015 and used our
knowledge and experience of working at a community level with a wide range of organisations
and people locally to calculate our projected year 1 income. The Year 1 Revenue table below,
therefore, provides a summary of the level of income we feel we can realistically raise from
hiring out the new facilities developed as well as through delivery of new activities ourselves.
This business plan contains figures for income and expenditure forecasts for operational
activities based on phase 2 completion.

Yr6
Yr7
Yr8
Yr9
Total 9 years

Year 1 Revenue (First Full Year of Operation)

Year 1 Total

99,075

Standard
rate vat
per
annum
2,806
2,940
1,403
1,125
512
3,127
0

Net
Annual
Income
14,029
14,700
7,017
5,625
2,558
15,633
27,600

11,913 87,163

Standard
Standard
Standard
Standard
Standard
Standard
Exempt

2 Flats
(Hayloft)

2,000
9,948
3,900
3,487
3,660
1,800
1000
800
3,000
28,365
19,873
84,833

3,000

VAT Projected
reclaimable costs per
annum
if 'opt to tax'
4,750
250
5,000
0
2,000
0
9,948
0
3,705
195
3,313
174
3,477
183
1,710
90
1,000
0
640
160
3,000
0
28,365
0
19,873
0
1,052

86,781

Analysis of net income v net costs per annum over the next 9 years
We aim for a growth in our net income of 4% per year and expect costs to rise at 3% per year
on average.
Net income per Net fixed costs Surplus / deficit
annum
per annum
per annum
87,163
Yr1
86,781
382
90,649
Yr2
89,384
1,265
94,275
Yr3
92,066
2,209
98,046
Yr4
94,828
3,218
101,968
Yr5
97,673
4,295
472,100
Total by end year 5
460,732
11,368

Further qualitative Further qualitative Further qualitative Further qualitative Construct a new link with Replace prefab
improvements
improvements + improvements
improvements
entrance foyer and extend building with straw
bale construction.
glazed atrium
the kitchen facilities to
improve the hall for above
uses.

Gross
Annual
Income
Community Hall
16,835
Office & Meetings Centre
17,640
Community Workshop Facilities 8,420
Storage areas
6,750
Victorian Walled Garden
3,070
Classroom
18,760
Residential Income * 2
27,600

Community
areas
5,000
5,000

106,047
110,288
114,700
119,288
922,423

100,603
103,621
106,730
109,932
881,617

5,444
6,667
7,970
9,356
40,806

Our cash reserves are sufficient to cover shortfalls and delays. In conclusion, this proposal
represents a unique opportunity for Ecolocal to secure the delivery of a wide range of valued
developmental assets for the future and for the benefit of the community whilst ensuring
financial sustainability for the organisation fro community benefit.

VAT
VAT
VAT
VAT
VAT
VAT
VAT
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Note: We have taken steps to mitigate the risk of one or more elements of the work we do
becoming less relevant in future by significantly broadening our charitable objects. As such
we will be better placed to respond to new needs and opportunities arising within the
community as well as be more able to build on existing activity and to facilitate others, all of
which helps ensure the necessary income stream in maintained.

11. Development Appraisal

11.2 Capital costs and funding

This appraisal was carried out between December 2014 and August 2015. The purpose was
to provide detailed information for both the charity Trustees and Sutton Council in assessing
the potential and risk to the charity and other stakeholders in embarking on the proposed
development. Each phase of the project is carefully costed and planned.

Lodge Phase 1 - Acquisition & Immediate Community Use
Costs:
Initial Acquisition cost from LBS
Initial Alterations to Phase 1 Community Areas
Moving in costs
Total

Phase 2 has all necessary planning permission granted. It is intended that phase 2 works
will be funded via a loan from the Charity Bank, whom we have begun detailed disccussion
with. They have visited the site and initial feedback is very positive. This finance will be
funded by the sale of 7 of the 9 flats. Phase 3 will be achievable once the building has been
acquired by the charity, as funders usually require ownership or a long lease before funding
building projects. Our appraisal incorporates:

Income:
Finance
Charity Reserves
Total

- itemised costs calculated by our architects / surveyors (RKG). Our architects RKG carried
out a condition survey of the entire site. In tandem with this, they organised a detailed
topographical laser survey and an underground utilities survey (both carried out by Grantham
Coates). This work enabled RKG to produce very accurate drawings and detailed costings
for each element of the build. The construction estimates provided by RKG are based on
Jan-Mar 2015 qtr costs and include the contractor's preliminaries, overheads and profit. It
should be noted that due to time constraints, they have not ascertained the suitability of the
current utility supplies and a £100k contingency has therefore been made in the costings to
allow for this. Our architects are confident that the current costs supplied are likely to be
accurate and will "include for the costs of conversion as well as bring the buildings up to a
sound condition".
- legal advice from Sayer Vincent Accountants on VAT and other finance matters

Current Costs
600,000
15,000
1,500
616,500

600,000
16,500
616,500

Lodge Phase 2 - enabling full community use
Costs (inc 12% contingency on build):
Conversion of non community areas to 9 flats
Rennovation of Community Areas
Professional, finance and regulatory costs
Other costs
Total

828,573
445.634
383,118
60,000
1,717,325

Income:
Finance
Charity Reserves / funding
Total

1,717,325
117,325
1,834,650

Total Finance required

2,200,000

Sale of 7 flats

2,200,000

- expert advice from Russell-Cooke Solicitors on finance and lease related issues
- assistance from the Ethical Property Foundation on the approach to sales evaluation and
development appraisal. This will be suplemented by the Charity Banks finacial evaluation of
the project at a later stage.

Phase 1 and 2 Surplus / - Deficit

11.1 Sales scenarios
We have generated different sales scenarios assessing potential income for the 7
properties to be sold (2 one bedroom flats and 5 two bedroom flats). In doing this we have
considered a wide range of 1 and 2 bedroom flats for sale within the area.
The price of available properties varies considerably and is affected by a variety of factors
including size, location, local amenities, age and style of property and internal design/fixings.
However, this particular site is extremely desirable, given its location near to a wide range of
local amenities as well as location within a Site of Interest for Nature Conservation and the
established Carshalton Village Conservation Area.

Lodge Phase 3 - Futher Improvements
Costs:
Conversion of Existing Extension to Straw Bale Classroom
Link with new Kitchen Area
Other improvements
Total (inc prof & regulatory costs)

139,619
225,647
328,191
693,457

Grants and donations total

693,457

Surplus / - Deficit
Two flats in the separate Hayloft building will be retained for rental for
the reasons explained in the Premises Management and Activities
Business Plan section of this report, so the sale value (or contingency
value) of these is not inlcuded below.
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11.3 Professional, finance and regulatory costs
Planning costs are based on a set % agreed with the architects. The architects / structural
engineer, employers agent and mechanical & electrical consultant roles have been costed on
the basis of a % fee within the context of a 'design and build' contract. Other professional
and legal costs are based on estimates supplied to date. The cost of borrowing has been
estimated based on rates supplied by the Charity Bank plc. However, this figure is likely to
vary once a profile for the month by month development 'spend' has been agreed with contractors - as this affects both the duration and amount of finance required, and hence the
cost. Finance will need to be in place prior to contractors starting work. We are in discussion
with the Charity Bank who have visited the site and initial feedback is very positive. Our planning permission currently lasts until the end of May 2016, by when works must have started
(following a process of architectural designs and tendering being completed).

- Legal. EcoLocal’s legal team at Russell-Cooke have advised on lease structures for the
whole property, allowing the charity to underlease to a trading subsidiary relating to the flats in
the main building. Draft heads of terms for the lease have been set out in principle with the
London Borough of Sutton.
12. Social Value Analysis and Sutton’s Developmental Assets
At the request of Sutton Council we carried out a detailed analysis of the social, economic and
environmental value that EcoLocal generates now, and the potential value that we would
deliver through The Lodge project. We have calculated our 'Triple Bottom Line' and provided
evidence for how we build Sutton’s 'Developmental Assets'.
EcoLocal's proposal represents a singular opportunity to secure the delivery of a wide range
of Sutton's Developmental Assets for the future benefit of the community, which we estimate
to be worth £3.7m per annum. Our detailed Social Benefits Report is included in the
appendix to this report.

11.4 Development Risks
- Inability to raise finance. The project cannot go ahead. There is some scope to reduce the
initial premium payment and convert this into rental payments within the draft heads of terms
for the lease - this may help aleviate the need to raise all finance initially.

12.1 Triple Bottom Line
We have allocated triple bottom line values for social, environmental and local economic
benefits of our activity against our strategic objectives on a 'balanced scorecard'. This
scorecard presents our vision, objectives, sub-objectives and targets, and is colour coded to
give a RAG rating for progress, with quantitative data and qualitative information. In
calculating our economic, social and environmental value to the community we have used
data from our project management records, surveys and recognised proxy values from the
following sources:
New Economy
London Development Agency
Stern Report on climate change
Cabinet Office
HACT (Housing Associations' Charitable Trust )
Office of National Statistics
Personal Social Services Research Unit
Living Wage
Federation of City Farms and Community Gardens

- People don’t want this to happen - we have acheived a very high level of community support
for the proposal to keep the building in community use, which is also backed by the local
council.
- Phase 1. The building is already in a reasonable state of repair having been used by
Sutton’s Children’s Social Services for many years. We will be aquiring a site for the
community with huge potential, which can be used viably immediately.
- Phase 2. We have received prior approval permission from the local planing authority to
convert part of the ground floor and both upper floors, as well as one of the outbuildings into
residential units. Our architects have confirmed that Phase 2 works can proceed with minimal
disruption to phase 1 activities. Separate finance will be in place to cover phase 2 works.
- Heritage Issues. We have consulted local heritage experts both in the community and
Council (one member of our project team has recently been a heritage advisor to the
Council). None of the planned works will raise heritage problems or archeological issues.
- Rising costs: The above financial assumptions show that the project would be achievable at
current prices assuming cost control is maintained. Our architects have indicated that they
feel the costs they have supplied will be enough to bring the buildings up to a suitable
standard fit for the long term usages intended. They will provide an extremely detailed design
specification for the contractors in order to minimise any cost inflation. Inflationary increases
on property prices are currently greater than on build costs; construction costs are projected
to rise in London at 5% in 2015 and 4.5% in 2016. House price inflation in Sutton in the past
year has run at just over 6%.
- Property prices drop. The assumptions of sale and rental value are based on local demand
as of April 2015. It is possible that:
a)
Interest rates will rise and slow or deflate property prices. However, The Bank of
England has stated that any rise in interest rates is likely to be small and gradual, helping to
mitigate significant variance in house prices
b)
There will be a general downturn in property prices. Whilst this is possible, it should
be noted that prices in Carshalton are lower than in other areas of Greater London, and
Carshalton, as well as the specific location of this development, are desirable locations to live
in. As a result any downturn in prices (unless there is a catastrophic change in world affairs)
is potentially less likely to affect this project.

The balanced scorecard tables presented in the Social Value Analysis are supported by more
detailed worksheets for each sub objective, detailing the proxy values, their sources and
explanations of the calculations applied and all assumptions made. In our triple bottom line
calculations using proxy values we have erred on the side of caution. We have discussed our
methodology with Sutton Council's Head of Strategic Business to ensure its validity.
The following table is based on the details provided in the appendix. It provides a summary of
the outcomes, showing how the asset transfer of The Lodge would enable EcoLocal to almost
double the value that we bring to the community each year (table below excludes cash):
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Social Environmental
Economic
Value to
Value to
Value to
community
community community
£615,208
£945,010
CURRENT
£328,577
£1,133,894
AT LODGE
£367,911 £1,942,346
£518,686
£997,336
ADDED VALUE
£39,334

Total
£1,888,796
£3,444,152
£1,555,356

12.2 Sutton’s Developmental Assets
EcoLocal has a strong track record of building developmental assets at the community and
individual level since its establishment in 1987. The remit of our organisation is very broad
and we work with diverse sectors of the community to galvanise the resourcefulness of local
people at a community level.

13. Parking
Current Parking (based on 184+ vehicle movements per day as at June 2014)

Our activities address a wide range of Sutton's developmental assets. We have mapped
these assets against our organisational objectives as shown in the detailed social benefits
analysis included in full in the appendix.
EcoLocal's proposed activity at The Lodge would enable EcoLocal to deliver its current
proposition whilst developing new assets and significantly enhancing others including:
Employment, Economy & Lifelong Learning: c1 Diverse Secure and Ethical Employment
Opportunities, c2 Access to Local Shops, Products and Services, c3 Local People and
Neighbourhoods Develop Employability and Economic Resilience, c4 Community has
Opportunity and Support to develop Skills and Knowledge.
Health & Wellbeing: c7 Services and support for Individuals with
Poor Mental and Physical Health, c8 Services to Promote and
Support Healthy Eating in the Community
Culture and Heritage: c9 Community Identity and Cohesion, c10
Celebrating Diversity, c11 Access to Arts and Cultural Events
Influence, Engagement & Community Networks: c15 Social
Networks and Neighbours,
c16 A Good Environment to Develop Community Networks

Proposed Parking (28 spaces inc 3 disabled + cycle parking)

Housing, Accommodation and Built Environment: c17
Sufficient Affordable Housing of a Decent Quality, c19 Affordable
and Renewable Energy Sources, c20 Energy Efficient Homes and
Buildings
Natural Environment: c25 Conservation, c27 Accessible Natural Environment
Sustainable Communities: c29 Access to Sustainable Transport, Promoting a Healthy
Lifestyle, c30 Sustainable Food Growing, c31 Potential for Community Management and
Control of Local Facilities
Empowerment: i 8 Individuals as Resources
Constructive use of time: i18 Community Programmes
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14. Timeline
Our timeline critically depends upon the council strictly vacating ALL the buildings by the end of
December 2015 as we were last informed. Any further delay in this area could have major
implications on us delivering the project due to our current planning approval obtained (see
11.3).
Sept / Nov 2015

Arrange finance

Oct / Dec 2015

Finalise lease and acquire site.

The transfer of The Lodge to EcoLocal will enable the
community to manage and use this building as a local facility
for use by a wide range of community organisations.
By being able to manage this property in a socially
entrepreneurial way, we will be able to use our dynamism
and community experience to bring the spaces created alive,
and improve the amenity value to all, with a wide range of
outcomes.

Detailed design for phase 2 starts (12 weeks) - Appoint structural
engineer and M and E consultant. Working drawings and
specification for construction. Building Regulations application.
Co-ordinate consultants as required. Finalise finance.
Jan 2016 - ongoing

Complete minor works and move into Lodge. Phase 1
operations start.

Jan / mid Mar 2016

Phase 2 tendering (6 + 4 weeks) -Finalise contract and
conditions. Preparation of tender documents – Employer’s
requirements or BOQ’s. Selection of contractors and tendering.
Appointment of contractor. 4 week lead-in period as above.

Apr / May 2016

Phase 2 construction works (50 weeks) start - Administration of the
contract / site meetings / valuations etc. Practical completion /
snagging the works. Handover and manuals. Final account. End
of defects inspections. Legal plans / sales brochure images as
required

Feb 2016 - onward

Fundraising for phase 3 works

tbc

Planning Application Phase 3 Validation (1 to 2 weeks)

tbc

Preparation of Planning Application Phase 3 (6-8weeks)
(Including preparation of supporting documents/reports)

tbc

Planning Application Process - smaller major application
(13weeks)

We will encourage engagement, responsibility and
ownership amongst individuals and groups involved in using
the facilities.

Subject to finace for phase 1 acquision, we are in a position to acquire the site and move in.
Immediate operation will ensure our current social value will be maintained (see bottom of page
12) and our financial position will improve immediately.
Our architects have advised that phase 2 developments can be carried out with minimal
disruption to phase 1 activities - they are used to managing projects in multi-function public
areas and are confident that phase 2 developments will not be a problem with this site.
Phase 3 - we will prioritise the new Straw Bale Classroom in phase 3 works. Funding will be
much easier to raise once the charity has aquired the building on a long lease. Work to raise
these funds can start as soon as the project is underway and the lease signed.
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