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Executive Summary

Objective

This project is intended to convert the island’s old school into new community facilities for the Isle of Kerrera, in the form of a community centre containing multi-purpose, flexible space for community events and meetings, recreation, interpretation, learning and training. 

The refurbished building will have a main hall, a small meeting room, space for a permanent exhibition, changing and showering facilities for sports and visitors, and the usual kitchen, toilets, storage and office space. It will be a sustainable building with high levels of energy efficiency and renewable energy technology.

Need
The Isle of Kerrera is situated at the mouth of Oban Bay and acts as a physical breakwater for this important West coast harbour. Although the island is so close to the bustling tourist centre of Oban, it is a world apart in terms of a lack of services and infrastructure.
Kerrera is a unique place. The way of life, the pace of life, architecture, farming, the scenery and the people. These are all the factors that combine to make Kerrera what it is - a living and working historical and environmentally important landscape that supports an isolated and proud community of around 40 people.
Unfortunately, Kerrera is also a fragile place. The population has declined steadily over the last century, leading to the loss of some of the island’s key facilities, including the school which closed in 1997.
Despite this, the population has started to grow again and those who currently live on Kerrera form a strong and united community. Where some would see despondency, Kerrera’s community see a challenge. Working together, they wish to reverse the potential for decline by strengthening the island’s basic infrastructure and creating opportunity.
The community has recently developed a plan to help ensure a sustainable future, the Isle of Kerrera Community Development Plan. The plan aims to put in place actions that will ensure there is a robust economy, a healthy population and a high quality of life for all. Implementing the plan will help to guarantee that the island’s services, infrastructure and facilities can be retained and enhanced.
There are many factors in Kerrera’s favour to help in this work. Kerrera’s population is relatively young and active, and with the right ingredients and tools to make living and working on or from Kerrera an attractive option, a long and successful future for the island can be achieved.
Addressing disadvantage
In addition to disadvantages such as poor access and low quality housing, (common issues shared with many communities in other areas), island residents also face further disadvantage caused by the absence of community facilities.
At the heart of the community, and at the root of their community development plan, is a desire for a new community centre to act as a focus for community life and development.

The old school has historically acted as a focus for the community and also a venue for community events and meetings. The island as a whole are keen to see it restored to its rightful place at the heart of island life, as both a modern community centre, catering for all residents but particularly providing facilities for the children on the island who currently have no public amenities, as well as a training and education facility open to the wider community and general public. 


Community cohesion is difficult because of the absence of a community centre. Such a centre will provide space to have a more secure future, and will encourage the development of new facilities and amenities which are desperately needed but which at present do not exist. The most urgent of these are a community meeting place together with facilities for a playgroup, mother & toddler group, and an after school club.

Project budget
The estimated project budget is:
· Purchase of old school – To be determined (95% by grant, 5% from community fund raising)
· Renovation into new community centre (estimate) - £280,000
· Furniture and equipment - £16,000

· Annual running costs - £7,400
· Expected annual income - £7,400


Community Involvement
Kerrera’s community has been fully involved in the planning stages of this project to date and has put forward many ideas for the building and the uses that will take place there. This involvement will continue as the project develops and the detailed design work begins.

Membership of the Isle of Kerrera Development Trust (IKDT), the new island body charged with developing the community centre, is open to all residents of Kerrera. Directors are elected at Annual General Meetings allowing the whole community to continue to be involved in the development and running of the new centre through a formal recognised structure.

We are confident that the new building, which meets the requirements of the community and which has been designed to enhance its prominent site, will provide a firm basis for the social and economic regeneration of the island. 

This document is a draft working business plan for the proposed project. It will be refined as more information and costings become available, funding confirmed and in response to community feedback.

Table of Contents

Executive Summary

21.
Brief description of project


21.1.
Main aims of project


21.2.
Applicant


22.
Who will use the facilities and what is required?


32.1.
Community Building for Island Meetings & Events


32.2.
Public Toilets (and showers) with coin operation.


32.3.
Facilities for Island Children


32.4.
Island Historical, Environmental, Wildlife, Geological Displays & Resources.


42.5.
Teaching/Training Space


42.6.
Demonstration of renewable energies incorporated into project


42.7.
Weddings, ceilidhs, concerts and other functions.


53.
Details of our proposals


53.1.
The Building


63.2.
Management


63.3.
Management of the Organisation


73.4.
Managing the Building Phase


73.5.
Managing the Initial Operational Phase


84.
Finance


84.1.
Funding the building phase


84.1.1.
Expenditure


104.1.2.
Income Sources


114.2.
Running Costs (post construction)


114.3.
Isle of Kerrera Development Officer


135.
Contact Details:


14Appendices


141.
Isle of Kerrera Development Trust, Draft Memorandum and Articles of Association, April 2008.


142.
Report and Valuation Inspection Report (Homebuyers Report) – Former Kerrera Primary School, Isle of Kerrera, October 2007. Morham and Brotchie, Chartered Qunatity Surveyors.


143.
Big Lottery Fund – Advice note for Growing Community Assets applicants. Funding for publicly owned assets. April 2008.




Isle of Kerrera Development Trust
The Kerrera Centre

For Community, Environment

& Education.
BUSINESS PLAN

1. Brief description of project

To build, equip and manage a multi-purpose community centre for the Isle of Kerrera.
1.1. Main aims of project

· To help to secure a vibrant future for the island, underpinning a desired growth in the population by the provision of facilities which will encourage people to remain and come to the island. 

· To enable greater participation in community activities for the population as a whole, but particularly for children and families.
· To combat social exclusion and reduce geographical isolation by enabling activities to be hosted on the island, thus reducing the need for the island's residents to travel to distant facilities.

· To give opportunities for a wide range of recreational, cultural, sporting, educational and training activities for which currently no facilities exist.

1.2. Applicant

The applicant will be the Isle of Kerrera Development Trust, (IKRA). The Trust is a company limited by guarantee registered in Scotland. The registration of the company as a charity is currently being processed by the Inland Revenue and the Scottish Charities Office, and we expect registration to be completed shortly. Membership is open to all residents of Kerrera with voting rights restricted to those over 18. 
2. Who will use the facilities and what is required?

The facilities will have to meet the needs of various identified user groups within the community and host a variety of uses and events.  The following requirements and proposals have been identified after extensive consultation with the island community. They are listed in priority order as identified by residents.

2.1. Community Building for Island Meetings & Events

The building has historically acted as a focal point for the community and also a venue for community events, meetings, and social gatherings. It is currently the only venue large enough to hold island meetings etc. The island as a whole are determined to see it restored to its rightful place at the heart of island life as a modern multi purpose community centre, catering for all residents. As the population grows in line with the Trust’s aims, the Centre will become increasingly important as a social centre and venue for meetings, fund raising events and activity centre. It is planned that the centre will have catering and bar facilities enabling it to be used for specific events and hire, and  will also be open on a regular basis 1 or 2 evenings each week to provide a much needed social/activity centre for island residents.

2.2. Public Toilets (and showers) with coin operation.

The island currently has no public toilet facilities, and as a result many of the c.9,000 annual island visitors feel obliged to use the fields bordering the track when “nature calls”. This leads to health and safety/ hygiene issues for the local farmers as well as other island visitors, livestock and wildlife, as well as being unsightly. Public toilets at the Centre will provide these much needed facilities in a suitable central location, and with coin operation will also provide income generation. Showers (solar heated and coin operated) will provide facilities in future for any boats using the proposed pontoon facilities, as well as for visiting groups who have hired the centre etc. Again the coin operation will cover ruining costs and provide some income generation.

2.3. Facilities for Island Children 

There are currently 11 children resident on the island, 9 of whom are aged under 10.  In addition there are a number of children who are regular visitors to island based relatives and friends.  It is the Trust’s aim to attract more young families to move to the island, so these numbers are expected to increase over the coming years. There are currently no facilities for island children, and any families wishing to attend pre-school, or after school groups/ activities are obliged to travel to Oban. The Centre will provide an on-island  weekly pre-school and after school group (2 days/week), where island children and parents  can meet and organise activities. Public Funding for these groups will be sought, and this will provide regular income for the Centre.

2.4. Island Historical, Environmental, Wildlife, Geological Displays & Resources.

The island has a rich and varied environment, with abundant flora and fauna including wild goats, otters, seals, raptors etc, as well as a long and fascinating History and diverse Geology (which attracts students from all over the UK).  With its proximity to Oban, the island is well placed to attract visitors and visiting groups interested in any of the above topics. The centre will house wall based and movable displays providing information on these subjects, as well as the buildings own history as the Island School and Kirk, for island visitors (including Audio visual materials and touch screen monitors). In addition it will provide related educational materials for visiting schools and colleges. It is proposed that there will be an entry charge for the displays and use of materials, and this will cover costs and provide income for the centre.

2.5. Teaching/Training Space

The Centre has a long educational history as the island school, and it is intended that this heritage be honoured and sustained in the new Centre. It is ideally situated to be used for a number of teaching and training purposes, providing a unique and highly attractive island based learning environment with easy access to and from Oban. Areas already identified include,
· Yoga and Tai Chi courses; 

· Boat safety and training;
· Survival and wilderness training;
· Painting, writing and photography courses;
· Alternative therapy courses;
· Corporate team building etc; and
· Orienteering groups.
The Centre will be equipped with 21st Century facilities for teaching and training for groups of up to 20 students/trainees. These will include Audio Visual facilities (video/data projection, etc) and modern catering facilities. It is expected that these groups will produce a regular income stream for the centre.

2.6. Demonstration of renewable energies incorporated into project

It is envisaged that the centre will incorporate a number of renewable energy technologies and energy efficiency measures in the design, including a small wind turbine, solar water heating and possibly a small water turbine, (subject to feasibility). There may also be a possibility of reed beds for waste water treatment. In addition to the annual cost savings that the introduction of these technologies will provide, it is intended that these systems will be designed in such a way that visitors will be able to view the technologies working, as well as information about how they are combined to supply as much as possible of the building’s energy requirements.

2.7. Weddings, ceilidhs, concerts and other functions.

With its dramatic location, wonderful views and close proximity to Oban, the centre will be ideally placed as a hire venue for weddings (in conjunction with the community owned marquee), Ceilidhs, music concerts and functions. It is expected that a number of bookings each year will contribute significantly to the centre’s income.

3. Details of our proposals

The project involves the renovation, construction, furnishing and management of a building suitable for multi-purpose community use. 

3.1. The Building

Based on the various user groups and uses for which the building will be put, and discussion with the community, the plans are for the renovation of the old school main building on two levels, and the demolition and replacement of the lean-to at the rear of the building which is in poor state. The existing traditional external aesthetics of the building will be kept, except for the lean-to which will be replaced with a timber clad single storey structure, and the south windows in the main building, which will be enlarged and incorporated into a sunspace to take advantage of passive solar gain and the wonderful views of the sound of Kerrera.

A small car park will be created and disabled parking and access will be provided to the rear of the building.  The interior has been designed to provide maximum flexibility of use.  It consists of:

· Entrance from front of building with storm porch for coats;
· A main hall (the full height of the building for half its length) suitable for meetings, events, games, dances and performances;

· A mezzanine floor accessed by stairs from the main hall, comprising office space;

· A small kitchen in the existing kitchen space;

· A sun-space acting as an informal meeting space looking over the sound of Kerrera with wonderful views of the island;

· A lean-to comprising:

· Toilets (including a toilet suitable for the disabled) with small changing and showering facilities for sports and visitors. (Paid access);

· A small meeting room;
· Plant room for heating /ventilation equipment;

· Rear storm porch;
· Storage space; and

· Externally accessed storage (for outdoor and maintenance equipment).

Within the main hall will also be a semi-permanent exhibition of Kerrera’s cultural, environmental and social history. This can be removed and stored when large events are being held.
The main hall will have a wooden floor suitable for sports but also to contribute to ensuring good acoustics. The building design incorporates state of the art insulation and thermal control and renewable resource features to maximise energy efficiency and minimise long term running costs.  The renewable heating system is yet to be designed. The double-glazed glass sun-space will provide passive solar gain and can open up on summer days and be screened off to minimise glare and provide black-out for film nights during the summer.  The lean-to side walls are timber clad using local Scots larch timber. The effluent from the kitchen, toilets and surface drainage will be treated through a green sceptic tank and reed bad. The aim is to maintain a beautiful, traditional, durable, public building which can provide for the range of current and future community uses for years to come.  

Architects are to be invited to submit their own ideas prior to detailed plans being developed for planning permission and building warrant. Illustrative concept sketch plans are provided below.
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Diagram 1 – Sketch plan showing pre-architect layout.

3.2. Management

The overall project will be managed by the Board of Directors of the Isle of Kerrera Development Trust. The board will meet once per month or as required throughout the course of the building phase. The Board receives regular financial reports from the treasurer.
The current directors are:
(A community vote is being held in May to determine the new directors who will be responsible for the future development of this business plan).
All Board members volunteer their skills and time.  The Board can also rely on advice and assistance from many people on and off the island with a variety of skills and knowledge.

Groups of two or more board members will be authorised to act in an executive capacity as required.

The Board of the IKDT is the ‘client’ for the building work and will provide the steering group for the project, act as recipient of all funding and disburse funds. [N.B. Two signatories are required to access IKDT funding.  Authority to disburse funds, within agreed budgets, is granted by the board to the signatories.]

The Memorandum and Articles of Association are enclosed (Appendix 1). 
3.3. Management of the Organisation

· IKDT is a company registered in Scotland limited by guarantee. Voting membership is open to all residents of the island over 18 years old. Associate membership is open to islanders under 18 or to others who support the objectives.
· The board of Directors can have a maximum of 9 members, a third retiring at each Annual General Meeting.

· Board meetings are normally held approximately monthly with additional meetings as and when necessary.  Copies of minutes of all meetings are available to the community in an accessible file hosted by the Secretary.
· The Treasurer provides a regular financial report to Board Meetings so that board members are aware of fund-raising progress and of movements in and out of the accounts.

3.4. Managing the Building Phase

The Board will contract the winning architects who will act as project manager for the planning and construction of the building.
Although the Board will directly contract professional services e.g., the Building Contractor, Quantity Surveyor, Services Engineer and Structural Engineer, their input to the project will be managed by the architect.
3.5. Managing the Initial Operational Phase

Once the building is complete, the operational phase will be managed on behalf of the community by a specific ‘centre’ committee which will include the Directors of the IKDT. The committee will co-ordinate volunteer input from within the Board and the wider membership to provide functional administration of the facilities, e.g. paying bills, maintaining insurance cover, keeping accounts and organising voluntary staff.

Voluntary staff will be responsible for:

· Scheduling use of the hall and maintaining security. Booking use of the facilities will be possible either directly with the responsible person or through the community website.  It may also be possible to have a swipe card entry system keeping track of hall use by the various groups.
· Co-ordinating volunteer input and services contracted by the Board to ensure appropriate maintenance (e.g. cleaning, repair, monitoring) of the facilities and equipment.
· Working specifically with the young people on the island to assist in fund-raising, resource provision, and organisation to ensure the facilities are used to their full-potential towards the aspirations of this section of the community.

Gradually it is expected that user groups themselves, together with voluntary input from the Board, will share the ongoing work of maintaining programmes of events and facilitating use of the building.
The current Board members are well aware of the need to comply fully with all legislation which affects the running of community buildings. This includes Fire Safety, Health & Safety, Child Protection, Environmental Health, equal opportunities and employment law.  The IKDT has a Child Protection Policy in accordance with requirements.

Board members will develop their awareness of current issues such as drugs, mental health, child abuse and care of the elderly, taking advantage of training opportunities which cover these issues to keep skills updated. The Board will provide for the supervision of volunteers involved with the facility, as well as of any contracted services. 

4. Finance
4.1. Funding the building phase 

4.1.1. Expenditure

Purchasing the building.

The building is owned by Argyll and Bute Council who have indicated they are willing to sell it to the IKDT for redevelopment into a community centre.
A sale price for the building has been set by the Council at £90k, whilst an independent market valuation instructed by the community suggested a value of £25k, (please see valuation report in appendix 2).

The community will be applying for grant support from a variety of public bodies to make the purchase and have been in discussion with relevant bodies to this effect. The Big Lottery Fund is hoped to be a key funder providing up to 95% of the purchase price.
However, an issue has arisen whereby funders are disinclined to use their public money based grants to support communities in the acquisition of public assets from other public bodies, e.g. local authorities. Until this issue is resolved, the community will be unable to purchase the old school at the councils asking price.
A policy statement by the Big Lottery regarding support of communities for the purchase of public assets is attached in appendix 3.
A balanced purchase price needs to be agreed with the Council that maximises their own income from the sale but successfully allows the community to receive sufficient grant support to make the purchase possible.

It is expected that grants to the value of 95% of the purchase price would be sought, leaving the community to find the remaining 5% through various fund raising activities.
Renovation Costs

Costs for urgent upgrade and repair of the building have been estimated by the Quantity Surveyor as around £150,000. 
The following needs to be added to these costs:

Fitting out - 




£30,000

New lean-to extension - 


£50,000

Renewable Energy Technologies - 
£50,000

TOTAL 




£280,000
VAT will be payable on construction costs and all professional fees and expenses.
Building cost estimates include a factor to account for the extra costs of building on an island.  This increases costs by around 15% compared to costs on the mainland near Oban, which are already significantly higher than those in the Central belt of Scotland. This adds in the region of £40,000.
A full detailed breakdown of costs will be provided by the community’s chosen architect when detailed plans are produced.

Furniture and Equipment 

There will be additional costs for furniture, kitchen and basic office equipment once the building has been renovated. Funds will also be required for the semi-permanent exhibition. Costs have been budgeted as follows and include VAT:

Costs

	Item 
	  £

	Loose furniture and fittings
	2000

	Office and kitchen equipment
	4000

	Exhibition and AV equipment
	10,000

	Total
	16,000


4.1.2. Income Sources

Building Purchase

As indicated in the previous section, 95% of the funds for the purchase of the building are being sought from various grant bodies, (mainly Big Lottery Fund), with the other 5% coming from the community itself.

Renovation

On receipt of detailed costings, funds for the renovation of the building will be sought from the following sources, (and others):

	Funder
	£

	Big Lottery Fund
	£148,000

	Whelk Leader+
	?

	Argyll and Bute Council
	?

	Scottish Executive
	?

	Argyll and the Islands Enterprise
	?

	HICEC
	£ 25,000

	ERDF
	?

	Isle of Kerrera Development Trust
	£16,000

	TOTAL
	£296,000


Equipment

Equipment costs will be funded through applications by the Board to appropriate grant-awarding bodies. IKDT will contribute some match funding  where necessary but there are a number of private trusts, as well as small award giving bodies who will be asked to assist; - e.g. Co-op community grants, Lloyds TSB, Henry Smith Charity, Esmee Fairbairn Trust and a private benefactors with Kerrera connections.  Applications will be made as soon as construction costs have been raised.  It is also possible that equipment can be sourced much more cheaply through donations, for example Scottish Natural Heritage recently gave away 100 computer terminals free to community groups in Scotland. 
Funding raising plan

The IKDT has been fund-raising for many years. Funds are used to support community activities and maintain an existing programme of community development activity and events. Reserves have been accumulated with a view to resourcing the early feasibility stages of the project proposal to build and manage a new community centre.

Future funding raising will concentrate on raising the community’s own contribution towards the purchase and renovation of the old school.

Sources of funding will include:

· Sales (of T shirts, leaflets, postcards and mugs – through the Kerrera ferry);
· Donations and cash collections;
· Grants (from Leader +, Argyll andf Bute Council, HICEC, Sealgair Trust, and AIE.); and
· Social events such as dances and ceilidhs.
4.2. Running Costs (post construction)
Table 1 below sets out expected annual expenditure and income. No account has been made for inflation as it is proposed that rises in expenditure will be matched by rises in income sources.

We have been generous on expenditure items and prudent on levels of income. The aim of the charging policy for the facilities will be to ensure that optimum use is made of the facilities and that while running costs are covered, rates are set at a level which will not deter use by the community.
We have experience of holding specific fundraising events and are confident that should there be shortfalls in income / expenditure, funds can be raised. However, our aim is to make the new community centre self-sufficient in funding terms.

In the next few years, it is also hoped that the island will have its own wind turbine providing an additional source of income to IKDT. This could also be used to underpin the running costs of the centre.

4.3. Isle of Kerrera Development Officer 

It is proposed that the centre will house the Isle of Kerrera Development Officer who will be responsible for taking forward the actions in the Isle of Kerrera Community Development Plan.

Again, this post will become self-sufficient through grants received for project management of the various initiatives contained within the plan, and from the income generated by the wind turbine.

However, in the first three years, in the absence of the wind turbine and during the construction of the centre, grant support is being sought for this post. This post will also project manage the renovation on behalf of the IKDT.     

Table 1: Running costs (post construction)

	Expenditure
	Year 1
	Year 2 
	Year3

	Energy costs
	3000
	3000
	3000

	Cleaning costs: In addition, user groups will be expected to contribute to cleaning rotas.
	400
	400
	400

	Maintenance (general)
	500
	500
	500

	Rates Water, etc.
	300
	300
	300

	Insurance
	500
	500
	500

	Telephone and Internet Service Provider 
	600
	600
	600

	Office consumables (stationary, postage, ink,)
	500
	500
	500

	Miscellaneous (registrations/membership fees, company return)
	200
	200
	200

	Refurbishment annuity (fund towards future refurbishment)
	1500
	1500
	1500

	Total
	7400
	7400
	7400

	
	
	
	

	Income
	
	
	

	Grant for running costs
	1000
	1000
	1000

	KEY USES
	
	
	

	1. Community Building for Island Meetings & Events - Hall Hire to community user groups (based on a minimum £10 / session and average £5 income per day for 100 days).
	1000
	1000
	1000

	2. Public Toilets (and showers) – coin operation.
	250
	250
	250

	3. Facilities for Island Children – income via service providers
	1500
	1500
	1500

	4. Island Historical, Environmental, Wildlife, Geological Displays & Resources – paid entrance fee @50p.
	600
	600
	600


	5. Teaching/Training Space – Hall Hire for either commercial / private hire (based on £62.50/session, once a month).
	750
	750
	750

	6. Demonstration of renewable energies incorporated into project – part of exhibition entrance fee.
	0
	0
	0

	7. Weddings, Ceilidhs, concerts and functions - Hall Hire for either commercial / private hire (based on £100/session, 6 per year).
	600
	600
	600

	Hire of Office Space to Island Co-ordinator
	1,200
	1,200
	1,200

	Fund–raising sales of cards, mugs, T shirts (profit)
	500
	500
	500

	Total
	7,400
	7,400
	7,400


5. Contact Details:
For any further information regarding this Business Plan please contact:
Mark Jennison

Isle of Kerrera Co-ordinator

East Lodge

Kindrogan

Enochdhu

Perthshire

PH10 7PF

Tel: 01250 881377

Mobile: 07881 853677

mark@real-alternatives.co.uk
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3. Big Lottery Fund – Advice note for Growing Community Assets applicants. Funding for publicly owned assets. April 2008. 
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