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TALKIN TARN ESTIMATED / OVERALL POTENTIAL COST SUMMARY

Prices updated May 2008 Schems
Year 1 Year 2 Tatal
- A £ £
Capital
Stamp Duty 20,000 20,000
New Tollets 105,000 105,000 const.
Store house / Office 55,000 55,000 const.
Besic repair Alex Boathouse 25,000 25,000 const.
Bird Hide Farlam Boathouse 45,000 45,000 const,
| Access slterations 50000 50,000 100,000 const.|
Urgent repairs (various) 20000 20,000 const.
Education Portakebins 120,000 120,000 const.
Ecotogical Works: Water ©5,000 85,000
Ecological Works: Trees 15,000 15,000
Car park impravements 47,500 47,500 const,
 Tea Room refurbishment 55,000 55,000 const,
improve Play Arsas 22,500 22,500
Signage 10,000 10,000 const.
Water pipes 10,000 10,000 const.
Bost reserve 20,000 20,000
Local cameras/Vid Rec/Safe 6,000 6,000 const.
Cycle stand / Bench seating 10,000 10,000 const,
Bio Bystem 35,000 35,000 const.
Contingency Fees 30,000 30,000 80,000 const.
Fees 25000 25000 50,000
Total before infl est. 308,500 617,500 926,000 926,000 check 1
inflation allowancs for year 2 @ 15% 82,625 892,825 0
1,018,625
Year 1 Year2  Year3d Yeard YearS Year6 ¥
Revenue £ £ £ £ £ £
Tea Room Excluded
income
Courity Dowry -40,000 40,000 40000 40000 40,000 s}
Potential Gross Car Park Fees 0 -200006 -30,000 -30,000 -40,000 40,000
Corporate Sponsorship ~250 -1,000 -1.000 -3,000 -5,000 -5§,000]
Education visits -1,000 -1,000 -1,500 -1500 -2.500 +5,000
Estate Letting ~£.040 -4.040 -4.040 -4.040 2,040 -4,040]
tea room 0 -2.500 -5.000 -7.500 -10,000  -10,000
Total Income 45280  -68540 81,340 -86,040 -101.540 64,040}
Expenditure
Employees 35000 55000 65000 65,000 85,000 80,000,
Repair & Maintznance (buiidings} 5000 15000 15000 15,000 15,000 15.000
Car Park income collection [} 8,000 8,000 3,000 8,000 8,000
Car Park Mzaintenance 5,000 5,000 5.000 5,000 5,000 5,000
Landscaping upkeep {land) 15000 15000  15.000 15,000 15,000 15,000
Water Quality Systems Maint. 5,000 5,000 5,000 5,000 5,000 5,000/
Tree Mansgement 2.000 2000 2,000 2,000 2,000 2,000
Promotion 2500 2,500 2,500 2500 2,500 2,500
Utilities (nb: rates exempt) 5,000 5,000 5,000 5,000 5,000 5,000
Insurance 250 250 250 250 250 250
Cieaning 10,000 12500 12,500 12,500 12,500 12,500
General Supplies & Services 5,000 5,000 5000 5,000 5,000 5,000
Healtn & Safety auditing 1.000 1.000 1.000 1.000 1,000 1,000
Management & Admin. 10,000 10000  10.000 10,000 10.00¢ 10,000
Total Expenditure 100,750 181,250 151280 151 151,250 146,250
Nat Budget Reguirament 55460 72,710 89,710 65,210 48,710 82,210

Note: Revenue costs should be reviewed/revised after year 2

AVERAGE REVENUE REQUIRED

65,835
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This report provides an update on progress and primarily addresses issues related to the transfer and the improvements.  Having owned the site for only a few days progress in other areas is naturally restricted but relevant issues and current actions are identified.
Recommendations:

The Committee are asked to receive this progress report and comment on any relevant issues.

Contact Officer:
Mark Beveridge
Ext:
 7350

1.0 Introduction
1.1 This report provides an update on the acquisition of the Tarn and some of the key actions currently being progressed.  An updated Risk Register is appended where the original format has been retained for comparison.  Inevitably many of these risks relate to the acquisition and approvals process and it is the intention to re-format this for future use to focus on the ongoing management and operation of the site.

2.0 Transfer
2.1 The transfer of Talkin Tarn County Park from Cumbria Council to Carlisle City Council was formally completed at midnight on 31 March 2006.  Since then the County Park, with all buildings and facilities have been the property of Carlisle City Council.  4 permanent members of staff transferred under the TUPE arrangements.  Around 15 casual workers are also on the books at Talkin Tarn, primarily employed in the Tearoom.  While TUPE regulations do not apply to these workers, there is recognition that their efforts form a valuable contribution to the smooth running of the facility, and they will continue to be employed on a casual basis.

There were no unforeseen issues arising from the transfer and all arrangements for hand-over of keys, records, files and documents went smoothly.

2.2 Key elements of the transfer

· The Tarn End Hotel and its immediate curtilage were not included in the transfer (Officers understand that the business is no longer operating and that the tenancy has been rescinded).

· A public right of way (public footpath) was dedicated by the County Council to form a complete circuit of the lakeside, including across the frontage of the Tarn End Hotel.

· The terms of a grant provided by the Forestry Commission for woodland management works have been satisfactorily met and no outstanding liability exists for i) forestry works or ii) repayment of grant.

· An existing agreement under the Countryside Stewardship Scheme will transfer to the City Council.  Under this scheme payments are received by the landowner (Carlisle City Council) in return for environmentally sustainable management practises.  The sums involved in this agreement are small, amounting to a few hundred pounds per annum.

· The County Council agreed to make an annual payment to the City Council of £40,000 for the first 5 years following the transfer £200,000 in total), as a contribution toward staffing and improvement costs.  Arrangements have been made for the transfer of these funds on or about the 1st April every year, starting in 2006.

3.0 Appointment of Talkin Tarn Manager
3.1 The acquisition of this major landscape, recreational and educational asset by the City Council requires that it is properly managed, with clear and achievable targets in terms of:-

· Financial viability and ambitious income generation

· Visitor satisfaction

· Audience development

To achieve these aims we are in the process of appointing a suitably qualified and experienced manager to drive forward the development of Talkin Tarn as a centre of excellence for local schools; an outstanding visitor attraction and a sustainable resource for the whole community.  It is envisaged that the manager will be in post by early summer.

4.0 Building and Improvement Works
4.1 Tenders were invited during February 2006, and returned in March.  The tenders came in within the agreed Capital Programme allocation, including all associated works (control of blue-green algae; sustainable technologies etc.)  A follow up meeting has been held with the lowest tenderer, which confirmed their contract price.  It is anticipated that contracts for the work will be formally awarded and signed in April 2006, for a start date in May, with all the statutory approvals in place.

The provisional programme for the work is as follows:-

2006

Project
May
June
July
Aug
Sept
Oct
Nov

Toilet Block (rebuild)
 ***************************************

Workshop/Store
    *****************************************

Classroom
          ******************************

Alex Boathouse
                       ******

Farlam Boathouse
                                  ******

Tearoom Refurbishment
******************************

Drainage Works
                       **************

Wind Turbine
                                   ******

Car Park, Access Road
                                                 *********

4.2 The plans and further information on the improvement works will be on display at the meeting.  The detailed works programme and method statement for the construction works are still being discussed with the lowest tendered.  This will focus on minimising disruption to the operation of the site and its facilities.  This can be substantially achieved although it must be recognised that some disruption will arise. 

5.0 Marketing Strategy
5.1 A key element of the Business Plan is the marketing of the Tarn and the promotion of its strengths, which relate to the corporate priorities.  For the transfer all the signage has been changed to reflect the Council’s ownership together with leaflets, Café Menu’s etc.  It is proposed to ‘tick over’ during summer due to the disruption being caused by the building/improvement works.  The Communications Team are developing a strategy for the site which will take effect from the late autumn/winter 2006 when these works are completed.  Details of the improvement works will be displayed on a site notice board to keep visitors updated on the works and their progress.

6.0 Business Plan
6.1 An extract from the approved Business Plan is appended to this report showing the capital/revenue expenditure.  In addition to monitoring the improvement works programme the monitoring and review of this plan will be the focus of update reports.  Obviously the timing of the acquisition means that some budgets identified for 2005/06 will need to be carried forward into 2006/07.

7.0 Friends of Talkin Tarn
7.1 Work is currently underway developing the terms of reference and establishment of a Friends Group.

8.0 Risk Register
8.1 The updated Risk Register is also appended in its original format and as highlighted in the introduction an amended version will be prepared for future reports more aligned to the Business Plan.

9.0 Summary
9.1 This report provides an update on progress and primarily addresses issues related to the transfer and the improvements.  Having owned the site for only a few days progress in other areas is naturally restricted but relevant issues and current actions are identified.

10.0 Recommendations
10.1 The Committee are asked to receive this progress report and comment on any relevant issues.

UPDATED APRIL 2006

RISK 1

NO PROJECT MANAGEMENT

RISK
IMPACT
LIKELIHOOD
TOTAL
ISSUES / MITIGATIONS
MONITORING
COST RANGE

1.1
Lack of project management and detailed co-ordination.


1


1
1
Follow Council’s protocol on large projects by appointing project manager USING Prince 2 methodology.
Budget proposed to appoint project manager is included in accounts.  CS have officers appointed now.

M Beveridge appointed as lead officer.  M Swindlehurst appointed as Construction Project Manager (Facilities Team)


Included in Financial budget

RISK 2 

PROJECT SPECIFIC RISKS

RISK
IMPACT
LIKELIHOOD
TOTAL
ISSUES / MITIGATIONS
MONITORING
COST RANGE

2.1
Water Quality


Quality of water generally good: above ‘bathing water’ directive.  Blue/green algae.




Educate visitors:

M Beveridge to liaise with local farmers.  Phil Gray arranging signage
Included in Financial budget

Included in Business Plan

1.
Human contact
2
2
4
Can feel ill / sick if digested.  Signage / information – ban swimming
1. Signage – no swimming

2. Aeration system with Environment Agency approval.



2.
Domestic animals
3
3
9
May harm animals.  



3.
Livestock
2
2
4
May harm animals.


Agree appropriate protocol.

Close liaison required with users and farmers.

Also refer to Environmental Impact Statement.

Need to manage expectations.  

There is no guarantee and likelihood that blue green algae will be eradicated.  A silt extraction would be prohibitively costly.


4.
Run off
1
1
2
River Gelt contains algae, but diffused.  Droughts and floods not considered a problem.



5.
Image / Reputation
3
3
9
As a community resource, its attractiveness is directly related to the water quality.  Not unique to Talkin Tarn – best practice being developed in Lake District.



RISK
IMPACT
LIKELIHOOD
TOTAL
ISSUES / MITIGATIONS
MONITORING
COST RANGE

2.2
Falling & Fallen Trees





Trees require maintenance, especially over footpaths and car park.

Consultant report recommends actions.
Programme of tree maintenance being established.  Dangerous trees to be removed.
Costs set out as in Business Plan

1.
Over pathways.
1
1
1




2.
Generally
1
1
1




2.3
Inaccessibility to the Public
1.
General maintenance
1
1
1
Paths in reasonable order and do not require much upgrade.  Recommend a better level of standard from car parking to outside the café.  Accept that the rest of the park will not be entirely DDA compliant.  Improve signage for access for disabled users.  Café needs improvements.
Survey / Audit of footpath is currently being carried out.  Action Plans will be drawn up.
Cost range within budget (excluding paths).

2.
Disabled Discrimination requirements
1
1
1




3.
Rights of Way
1
1
1
Absolute requirement around the Tarn
Legal agreement to include appropriate rights of way.  Public footpath around Tarn designated (2004).  Has been included in Legal Agreement.
N/A

RISK
IMPACT
LIKELIHOOD
TOTAL
ISSUES / MITIGATIONS
MONITORING
COST RANGE

2.4
Difficult Neighbour relations


Boundary fences / rabbits / agricultural tenancy issues / livestock 
1
2
2
Capita undertake fencing management. Fencing conditions survey carried out 2004 – good standard generally.  Farmers complain about rabbits: needs to be managed effectively.  
Co-ordination between Council, Capita and farmers.  Will be monitored on cyclical basis.
-

2.5
Foot & Mouth Disease Recurrence
3
1
3
Talkin Tarn is a discreet area; no livestock were present in 2001 outbreak.
Contingency plan will be required in case of outbreak.
Not able to estimate

2.6
Animals Chasing Humans


1
1
1
The uses between leisure / access / agriculture require careful management.
M Beveridge monitor and arrange forum with local farmers.
-

RISK
IMPACT
LIKELIHOOD
TOTAL
ISSUES / MITIGATIONS
MONITORING
COST RANGE

2.7
Human Accidents Concerning Tarn Itself

ie



Risk of people drowning.

Assume an aim as an environmentally friendly resource – and not an intensification of sports. 


1. Additional staff resources budget.

2. Annual risk assessment required from appropriate specialist. Initial health & safety report obtained.

3. Consistent protocol to be introduced.

4. Updated “look out” required over lake.

5. Rescue boat requires essential manning / maintenance. 

6. Regular hire boats maintenance essential.

7. Indemnity’s to be reviewed.

8. Safety equipment to be reviewed.

9. Ban public bathing.

10. Signage.
Health & Safety issues included in resource projections for increased staffing.

Costs include additional staffing, health and safety issues and improvement.

Provision included within Revenue budget will be reviewed on appointment of Site Manager/


Bathing / paddling
3
2
6

11. 



Boating: 



Formal
3
3
9
The two formal clubs (sailing / rowing) are well-established and frequent users.  Require consistent protocol / appropriately qualified instructors.  There is also franchised boat hire facility.  Although there is a rescue boat, it may not always be manned.  Informal use of the lake needs careful management.  There is a general landowner’s duty of care.  School visits to have appropriately trained personnel.
12. 




Informal
3
3
9

13. 



Frozen water
2
2
4

14. 



Children’s visits
3
3
9

15. 






Council assume be able to devolve boat hire Health and Safety through franchising.

People could be at risk from drowning under the influence of alcohol.  Propose gate at entrance to estate to be locked after hours.  Emergency services to have key for access.
16. 


Vandalism
2
2
4

17. To be included in duties of new staff.

18. Site Manager will manage the above in conjunction with City Council Safety Officer




RISK 3

EXISTING SITE AND BUILDING CONDITIONS

RISK
IMPACT
LIKELI-HOOD
TOTAL
ISSUES  / MITIGATIONS
MONITORING
COST RANGE

3.1
Inadequate Services
1
1
2
Drainage – septic tank / bio-disc system.

Electric’s – electrical / mechanical costs included.

Water

Gas – Café uses bottled gas.
Building surveyor’s report commissioned as basis for estimates.    Surveys completed Provision included in Contract to upgrade electric and drainage bio system.


Contingency of £15,000 for electric.  Drainage Bio system cost within Capital budget.

3.2
Failing Buildings








1.
Toilets
3
1
3
Current facilities failing.  Replace with new block.

Café has its own facility.
Plans and estimates provided.  The construction improvement contract will include its own Risk register.  Improvement works included in Capital works.


Cost within Capital budget.


2.
Café
2
2
4
Current building in reasonable condition but use could be updated.
Refurbishment.  As 3.2 above.


Cost within Capital budget.

3. Alexander Boathouse improvements


2
2
4
Need to improve facility.
Improvements, to include possible Cumbria Wildlife Trust shared use.  As 3.2 above.
Cost within Capital budget.

RISK
IMPACT
LIKELI-HOOD
TOTAL
ISSUES  / MITIGATIONS
MONITORING
COST RANGE


4.
Educational Facility
3
1
3
Current facilities failing.  Replace with new block.  Can produce income.  
Project manage. 

Delays will be monitored as part of construction Risk Register.


Cost within Capital budget.


5.
Storage
1
1
2
Current facilities failing.  Upgrade.
Project manage.

Delays will be monitored as part of construction Risk Register.
Cost within Capital budget.




6.
Farlam Boathouse
3
1
3
Current facilities failing – cordoned off to public.  Suggest underpin and upgraded as a bird hide in partnership with Cumbria Wildlife Trust rather than demolition.
Project manage. 

Delays will be monitored as part of construction Risk Register.
Cost within Capital budget.

3.3
Decline in General repair and maintenance / cleaning.
2
2
4
Proactive repair and maintenance budget required for:-

Repair / maintenance buildings


Car Park


Utilities


Rates


Cleaning

Facilities Management.  Business plan includes for regular maintenance and building cleaning.  Initial estimated cost within Revenue budget will review after year one.
Revenue included within costs.



RISK
IMPACT
LIKELI-HOOD
TOTAL
ISSUES  / MITIGATIONS
MONITORING
COST RANGE

3.4
Inadequate Car Park of sufficient quality
2
2
4
Assumed general upgrading rather than wholesale re-surfacing. 

Improvement works included in scheme.
Warden’s to enforce with appropriate measures after training.  Visitors may reduce to begin with.

Usage will be monitored – some disruption will be encountered during building work.
Initial costs included in Capital budget.

Income for car park maintenance built into business plan.  (Business Plan assumes financial contribution in Revenue budget



RISK 4

LONG TERM ISSUES

RISK
IMPACT
LIKELI-HOOD
TOTAL
ISSUES  / MITIGATIONS
MONITORING
COST RANGE

4.1
Lack of General Management Resource
2
2
4
Employees


Water


Landscaping


Promotion


Boat rescue


General services


Management & Admin





Costs reviewed with implications for City Council.  Reflect appropriate risks concerning health & safety.

Costs included with Business Plan will be monitored in light of operational experience (after 12 months detailed Review)
Budget included in Business plan but needs reviewed after 12 months by M Beveridge

4.2
Inadequate Road Access


1
1
1
Maintenance of access road.  Regularly inspect roads provision made to patch repairs.  Grit bins to be checked annually.  

Site Manager
Included in Revenue budget

4.3
Café
2
2
4
Accounts from County received. Business development consultant with knowledge of catering industry advised that it is a going concern. 
Head of Culture & Community Services review on an on-going basis.
Cost neutral – should provide additional income over time.  Review after 12 months.

RISK 5

COMMUNICATIONS

RISK
IMPACT
LIKELI-HOOD
TOTAL
ISSUES  / MITIGATIONS
MONITORING
COST RANGE

5.1 Public Consultation
and Scrutiny


2
2
4
· Establish Friends of Talkin Tarn + benefits.

· Work in partnership with Cumbria Wildlife Trust.  Ongoing.

· Other external grant sources.  Ongoing
Head of Culture & Community Services currently developing proposals.

Principal agreed and ongoing..

Meetings held user group/Brampton Parish Council.  On-going.

On-going.
Internal

RISK 6

OTHER CONSTRUCTION PROJECT RISKS

RISK
IMPACT
LIKELI-HOOD
TOTAL
ISSUES  / MITIGATIONS
MONITORING
COST RANGE

6.1
Cost overrun /Programme overrun and related matters


2
1
3
Always a risk in building projects.  Relatively simple construction programme.
Tenders received within budget -includes 5% construction contingencies.  Programme / budget will be monitored on a monthly basis.  Project will be managed under Prince 2.
Budgeted including contingency but will require review.

RISK 7

NO EXTERNAL FUNDING

RISK
IMPACT
LIKELI-HOOD
TOTAL
ISSUES  / MITIGATIONS
MONITORING
COST RANGE

7.1
City Council  contribution uncertainty


2
1
2
Costs defined.  City Council presumed as key funder.    County Dowry – now in writing to confirm this £40k contribution for 5 years.

Other Income Estimates 

Car Park Charges – new charge, possible customer resistance.   Potential grant sources available (small scale)
Revenue business plan to be reviewed in 6 months by Head of Culture & Community Services.


7.2
Lack of longtern revenue support.
3
3
9
Council priorities may change  

Resource availability may change


Management and service level agreement – income and expenditure will require review as the scheme progresses because it is reliant on new income sources to fund the deficit.  However, this is no different to the assumptions in the Council’s overall Medium Term Financial Strategy.  
£70,000 recurring in Revenue Budget.  To be reviewed in 12 months

RISK
IMPACT
LIKELI-HOOD
TOTAL
ISSUES  / MITIGATIONS
MONITORING
COST RANGE

7.3 Cafe
2
2
4
1) 
There is a risk that the Café does not produce a net nil running cost.  New area of business but has excellent potential.

2) The City has been reliant on County Council information which indicates that costs and income balance. 

3) 
Because it is a catering trade, the employment and management of good staff is critical to the success of the venture as it is dependent upon good will.
MSES obtained costs of staff involved at the whole facility.

Catering Consultant reports “a going concern” but this will require management.

Performance to be reviewed over initial 6 months by Head of Culture & Community Services.


7.4 Pensions Deficit
1
1
1
A Pensions Deficit may arise as the result of the current staff being ‘TUPEED’.
Have confirmed this is fully funded.
Nil

RISK 8

DEADLINES NOT MET

RISK
IMPACT
LIKELI-HOOD
TOTAL
ISSUES  / MITIGATIONS
MONITORING
COST RANGE

8.1
County Council does not proceed.

1
1
1
Letter confirming terms received.
Property


8.2
Legal agreement takes longer than envisaged.


2
1
2
Legal covenants may not be acceptable.

Summary of title prepared by County.

Some complex work.
Legal – (Sealed 31 March 2006).
Stamp Duty budget of £20,000

8.3
Planning and other statutory approvals delayed.


2
1
2
Planning in consultation.
Project manager (Initial English Nature objection removed).


8.4
Regional Government regulations prohibit transfer.


1
1
1
Higher Authority may prohibit transfer now unlikely until
ODPM decision
-

8.5
Audit Commission Queries
2
1
2
List of queries answered.
Property
-

8.6
Risk – 2005/06 budget not carried forward due to delay in transferring site to Carlisle City Council
3
1
3
Transfer took place 31 March 2006 and has encroached into 2006/07 financial year.
2005/06 budget provision needs carried forward into 2006/07


[image: image2.jpg]www.carlisle.gov.uk




7
1 IF  = 1 "Note: in compliance with section 100d of the Local Government (Access to Information) Act 1985 the report has been prepared in part from the following papers: None" \* MERGEFORMAT 
Note: in compliance with section 100d of the Local Government (Access to Information) Act 1985 the report has been prepared in part from the following papers: None


