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Report of the Directors for Communities and Economy and Environment.

1. 
Issue
1.1 Calderdale Council is committed to providing a thriving local economy, shopping and a high quality library and archive facility in Halifax. To help inform important decisions on how to achieve this, a representative sample of Calderdale residents was asked to comment on proposals, through an independent consultation run by Ipsos MORI. 

1.2 The Council has a pivotal role in supporting jobs, investment and opportunities for local people and in sustaining the cultural and leisure offer for the town. Supporting the growth agenda in challenging times is imperative and the consultation sought views on how those aspirations could be complemented.
1.3 The town centre is currently struggling to attract major comparison retailers as there is a lack of suitably large retail units. The Retail Needs Assessment carried out in 2009 by White Young Green stated that Halifax currently only has nine of the top twenty retailers based in the town centre. The report says that there is currently leakage of retail shoppers to the surrounding areas including Huddersfield, Bradford, the White Rose Centre and Leeds.
1.4 Northgate House and the Central Library and Archive are in a poor state of repair, inefficient to run and in need of refurbishment. The site lies adjacent to the current Halifax town centre retail core and could be redeveloped for retail use to provide larger retail units to diversify the town’s retail offer and provide economic resilience.  It will also complement the Broad Street Plaza. Analysis suggests this development (the Northgate site) would create 230 net jobs contributing £7.47 million per annum to the local economy. 

1.5. In order to progress this matter consultation took place on two options which would either build a new library and archive in the Piece Hall quarter, or refurbish the library and archive on the existing site. Ipsos MORI gave clear advice that the representative survey of households consultation process (explained further in this report at paragraphs 4.7 and 5) was the most robust method for representing the views of the whole population. This highlights some powerful messages for the Council – that a large majority of people want an improved Halifax town centre, with more large stores and more national comparator retail stores in the town centre. A significant proportion (39%) is in favour of a new retail development on the Northgate site and a relocated library with only 25% of residents against moving the existing Library and Archive. This builds upon the Council’s experience of new library provision in Calderdale seen through increased usage and impact of the facility in King Cross. This will be important to attract the 82% of local people who do not use the library regularly, and the 57% who do not think the Central Library is modern. Attracting new users, particularly young people and families, is a critical part of supporting investment in culture and future library provision. 
1.6. The open consultation (also explained further in this report at paragraphs 4.7 and 5) was an opportunity for all to have their say as part of the decision making process. The results of this consultation are useful and should not be ignored, however it is clear from the demographic profile of respondents that this represents views of a more targeted proportion of the Calderdale population and does not detract from the mandate and clear message from local people that is contained within the representative survey.  

2. Need for a decision

2.1.
A decision is required to determine to support the Council’s growth agenda for Calderdale and the need to determine whether a new Central Library and Archive should be constructed at the Square Spire site adjacent to the Piece Hall, and the existing Central Library and Archive disposed of along with Northgate House for retail redevelopment. 

3. Recommendation

It is recommended that Cabinet:

3.1 note the outcome of the consultation commissioned by the Council;

3.2 recommend to Council that it approve the relocation of the Central Library and Archives from its current Northgate site to the site at Square Spire to include approval of the capital costs by way of prudential borrowing required to implement that relocation as detailed under Option A at paragraph 8 of this report;

3.3 subject to approval being given by Council to 3.2 above, give delegated authority to the Director of Economy and Environment, in consultation with the Cabinet Member with responsibility for Economy and Environment and with the Director of Communities and the Head of Democratic and Partnership Services, to progress the programme detailed at paragraph 9 of this report.

4.
Background and/or details

4.1. On 31st October 2011, Cabinet considered the proposed strategy and rationale for the future of Northgate House, the Central Library and Archive and the Heath Training and Development Centre which suggested that it was not cost effective or practical to consider refurbishment of Northgate House or Central Library and Archive. Cabinet approved the recommendation to pursue the development of Detailed Proposals which included the progression of design development for the proposed new Central Library and Archive at the Square Spire site. This was to consist of the appointment of architects, landscape architects, engineers and quantity surveyors to prepare outline design proposals and cost estimates to identify if the proposals for the new library were feasible - functionally, technically and financially.

4.2. The resolution that Northgate House and Central Library and Archive site should be disposed of for comparison retail development and a new Central Library and Archive be constructed by the Council at the Square Spire site required the approval of the Council.

4.3. At full Council on 7th December 2011 it was resolved that a detailed consultation be undertaken. 

4.4. On 15th February 2012 Council resolved that this Council requests that the Cabinet ends the current consultation process on future plans for the Central Library and Archives and recommences a further process in June (with independent oversight) to culminate with a recommendation being made from Cabinet to the meeting of full Council on 27th September 2012.  The details of this process to be determined by Party Group Leaders.

4.5. Cabinet further resolved on 2 April 2012 that “(a) work is commissioned from a suitably qualified external organisation, selected through a tendering process against (an) outline brief, to undertake a consultation exercise to find out whether people agree with the Council’s future plans for Halifax Town Centre and the Central Library and Archives (b) this consultation exercise is based upon discussions with all interested parties in order to ensure that, as far as possible, the wording of the question(s) and the accompanying information is completely fair and without bias (c) the consultation must be carried out in accordance with the principles of clarity, fairness, inclusivity and integrity as set out in paragraph 4.4 of the Director of Communities report”. 

4.6.
Ipsos MORI was appointed by the Council following a tender selection process and commenced work on the consultation in May.

4.7.
The Ipsos MORI programme of work involved three distinct strands:
4.7.1.
Strand 1 The exploratory phase. This strand consisted of three parts.  A workshop which took place on the evening of Thursday 21st June, with a series of seven one-to-one (Ipsos MORI and stakeholder) in depth interviews taking place on Wednesday 20th June and Thursday 21st June.  A further three one-to-one (Ipsos MORI and stakeholder) interviews testing revised materials took place on Tuesday 26th June 2012.

4.7.2.Strand 2 A representative survey of residents’ views. The survey was mailed out to a random sample of 5000 households across Calderdale with the resultant sample to be representative of adult residents across this area.

4.7.3.Strand 3 Public open consultation among interested parties which allows all those who want to have a say to do so by submitting a response form.

4.8.
In order to assist people with making their decisions a consultation document was prepared. Ipsos MORI used this document within the workshop and within the in depth interviews in order to refine it prior to publication and quality assured it for clarity and fairness. The consultation document was included in the postal survey and within the pack available to the general public. It was also available on the Ipsos MORI and Council website. The document is appended to this report – Appendix 1.

4.9.
The consultation process was communicated to the public by way of posters distributed widely throughout the Borough to include retail as well as public buildings. This directed interested parties to undertake the survey on line – with access and assistance available at all libraries – although hard copies of the questionnaire, consultation document and pre paid return envelope to Ipsos MORI were available at the Central Library, Halifax, Northgate House and the Town Hall. Batches of these documents were also issued to interested organisations for distribution and anyone not comfortable with completing on line and not in Halifax could request a hard copy via their local library.

4.10.
The consultation period commenced on 9 June and ceased on 30 September. The results of the consultation are detailed below.

5. Consultation Results

5.1.
Strand 1 – exploratory phase

5.1.1.
The workshop and in depth interviews were a stage for Ipsos MORI and the Council to test draft materials, namely the consultation document and the survey and consultation response forms, for intelligibility, impartiality and understanding before the final materials were produced . A number of changes were made as a result.

5.1.2
The summary from the consultation report  is appended to this report at appendix 2. The full document is available on the Councils website.
5.2. 
Strand 2 – representative survey of residents’ views

5.2.1.
The results are based on 1,496 responses received. As is normally found in postal surveys, men, younger age groups and those in work are less likely to respond to a survey.  The geographic profile of responses closely matches the actual population profile at ward level.  The under-representation has been corrected using weighting to ensure that the results reported here are representative of the population in Calderdale.

5.2.2.
Three-quarters (72%) of residents shop in Halifax town centre; fewer work (11%), live (8%) or study (1%) in the town centre.  One in six residents (15%) has no connection with Halifax Town Centre.

5.2.3.
The majority of Calderdale residents (65%) visit Halifax Town Centre at least once a month. Car is by far the most common means of residents getting to the town centre (62%), with bus (28%) the next most common form of transport. 

5.2.4.
The survey indicates that whilst most Calderdale residents find getting round the town centre easy they are more likely to make small purchases in Halifax but choose to make larger purchases elsewhere.

5.2.5.
In terms of the proposals laid out in Your Calderdale, Your Future, residents are most likely to agree that improving the town centre will boost the local economy (77% agree) and will encourage people to come to Halifax rather than go elsewhere (79%).  Two-thirds agree on the need for more large shops (67% agree) and national chains (66%) in the town centre. One in six residents (18%) use the Central Library at Northgate at least once a month, one in four (25%) use a library elsewhere and 6% use the Archive at least monthly.

5.2.6.
The Council proposed two options and respondents were asked which, if either, they preferred.  Four in ten (39%) prefer Option A, as detailed at paragraph 6, (with a small number giving conditional support for this option); 21% prefer Option B, also as detailed at paragraph 6, and a further 4% offer conditional support for this option; one in ten (11%) state they “prefer neither” option and 21% that they “do not know”.

5.2.7.
The summary from the consultation report  is appended to this report at appendix 2. The full document is available on the Councils website.
5.3.  
Strand 3 – open consultation

5.3.1.
There were 1271 responses to the open consultation, 605 of which were completed on line. 

5.3.2.
Over three quarters of respondents (80%) shop in Halifax town centre, fewer (16%) of respondents work in the town centre or live (13%) in the town centre. Only 3% of respondents had no connection with the town centre.

5.3.3.
The majority of respondents (73%) visit the town centre at least monthly. Car is the most common means of respondents getting to the town centre (46%) closely followed by bus (37%).

5.3.4.
As with the residents survey this open consultation indicated that a majority of respondents found it easy to get round the town centre with smaller, top up shopping, purchases being made.

5.3.5.
In terms of the proposals laid out in Your Calderdale Your Future respondents were split on the view that improving the town centre would boost the local economy (50%), or will encourage people to come to Halifax rather than elsewhere (48%). Fewer respondents (34%) felt the need for larger shops or national chains (30%). Two in three respondents (67%) use the Central Library at Northgate at least once a month and one in three (33%) use a library elsewhere and one in five respondents (20%) use the Archive at least monthly.

5.3.6.
A majority of respondents (51%) preferred Option B, with a further 13% conditional support, of the two options proposed with one in seven (14%) preferring Option A. One in four (24%) preferred neither option with only 3% stating “don’t know”

5.3.7.
The summary from the consultation report is appended to this report at Appendix 2. The full document is available on the Councils website.
6.
Options considered

6.1.
To do nothing is not an option, the existing Central Library and Archive at Northgate is in a poor state of repair, inefficient to run and in need of refurbishment. The decision to dispose of Northgate House has already been made. There is a clear message from the residents of Calderdale to improve the town centre.

6.2.
Option A – build larger retail units on the Northgate site to attract larger retailers to Halifax. Build a new Central Library and Archive on the Square Spire site. This was the favoured option within strand 2 – the representative sample – of the consultation and can be said to be the preferred option of local residents.

6.3.
Option B – undertake basic and essential refurbishment of the existing Central Library and Archive building. Demolish Northgate House and replace with a green space.  This was the favoured option within strand 3 – the open consultation.
6.4.
There were other options suggested within the responses to both strand 2 and strand 3 of the consultation, but none of these was either feasible or indicated enough support to be considered.

7. Detailed Proposals results for the proposed new Library and Archive building

7.1. The Detailed Proposals included the progression of design development to RIBA Stage C for the proposed new library and archive at the Square spire site, adjacent to the Piece Hall. This has consisted of the appointment of architects, landscape architects, engineers and quantity surveyors to prepare outline design proposals and cost estimates to identify if the proposal for the new library and archive is feasible functionally, technically and financially.

7.2. This work has concluded that it would be possible to locate a new central library and archive on the site of the former Square Road Church in central Halifax. It also concludes that a library on this site would meet the needs of the Council as a service provider and that the new library would provide improved public facilities in a contemporary civic setting. 

7.3. The proposals have emerged from detailed consultations with Calderdale library officers about what a contemporary library should offer the public, informed by the examination of best contemporary practice in library design. 

7.4. The proposed building size is based on a careful analysis of the library stock, the integration of contemporary IT facilities and the provision of meeting rooms and other public services that would replace and enhance the public offer currently possible in the existing Central Library. Please see attached accommodation schedule in Appendix 3.
7.5. Meeting rooms will either be provided in the new library facility or in the Piece Hall Annexe, accessible from the Library or Piece Hall. If Option A is approved the option to share meeting rooms within the Piece Hall Annexe will be explored further. 

7.6. Access to the Central Library’s Local Studies Collection and the West Yorkshire Archives has been improved through a proposed new integrated facility. The work undertaken by the design team in close consultation with both library and archive officers presents a contemporary building proposal which would provide a state of the art public facility adjacent to the Piece Hall. 

7.7. The design integrates the remains of the Grade II* Listed Square Church Spire into the new building revealing it in a way that would give the ruin fresh relevance and a sustainable future.

7.8. The proposal also includes a connection to the Grade I Listed Piece Hall that would create a fourth gate connecting the Piece Hall directly to Square Road. The new connection would allow pedestrians to enter the Piece Hall through this new entrance.  In doing so, it would dramatically enhance pedestrian movement in this part of the town.  Currently the eastern elevation of the Piece Hall is a physical barrier stopping pedestrians entering Piece Hall from the east. In conjunction with other developments related to the Piece Hall, it is intended that the new library would help to create a new cultural quarter for Halifax that would regenerate a neglected corner of the town centre and bring new life, culture and commerce. 

7.9. The proposals have been reviewed by English Heritage who have offered support for the proposed use of the site, the construction of a contemporary building and the creation of a fourth gate in to the Piece Hall.

7.10. Under the proposals for the Square Spire site, the Library Service’s Reserve Book Stack, the Discover Team and resources (learning with libraries, museums and arts) and the Bibliographical Services Unit (library stock management) would be located off site, as these services do not need to be on the same site as the Central Library. It has been considered that the Bibliographical Service Unit could be relocated to King Cross Library and an area of 3,000sq ft to 3,700sq ft would be needed to be rented for use as a reserve book stack and Discover.

7.11. The proposed Central Library and Archive at the Square Spire site is estimated to cost £8,958,000, for a building with a forecast 60 year lifespan. 

7.12. The whole life cycle costs are identified as £7.13 per sq ft, equating to £233,438 per annum and includes provision for utilities, rates, cleaning, insurance and a sinking fund for long term planned maintenance.  This compares to a current budget per annum of £260,000 for the existing library based on 2011/12 expenditure.

7.13. In line with the Councils Building Environmental Standards adopted in September 2012 the team has sought to achieve a BREEAM rating of Excellent for this project.  BREEAM 2011 has a total of 3 credits available for demonstrating the use and implementation of Life Cycle Costing techniques. A maximum of 2 credits is available during the Stage C Lifecycle process, with a further credit being achieved at Stage E upon evidence that options considered at Stage C have been carried into the final design. 

7.14. The total cost for the new Central Library and Archive is detailed below:

	Construction Cost
	
8,958,000

	Extra fit out costs – IT, RFID, new books 
	
250,000

	Relocation costs
	
50,000

	Total
	
9,258,000


7.15.  There will be an additional cost not included in the figures above, associated with the fit out and rent of a unit of 3,000sq ft to 3,700sq ft for the relocated Reserve Book Store, Discover and Bib Services. This facility will not be needed until the existing library is closed so can not yet be identified, but initial costs estimates put this in the region of £20-25,000 per annum plus the cost of fitting out the premises (this will be dependant on the condition of the specific premises once identified).    Approval will be sought at a later date to the cost of this off site facility, once a suitable site has been identified. Cabinet is asked to note that a further approval will be requested for this element of the proposal. 

7.16. Property advisers DTZ were commissioned by the Council to undertake an assessment of the economic impact of the proposals to relocate the library and archive from the existing location at Northgate, thereby making the current library and Northgate House site available for retail redevelopment. In terms of Economic Impact, taking account of the implicit caveats, the best estimates, based on DTZ’s knowledge of best practice in economic impact analysis and government guidance indicates the following potential benefits of the Option A scheme. (It should also be recognised that as development proposals are refined the figures are subject to change). Option B would not derive economic benefits.
· Direct gross job hosting capacity of development = up to 384 jobs 

· Net jobs created taking account of displacement/substitution and multiplier factors = approximately 230 jobs 

· GVA (Gross Value Added) equivalent of net jobs created for local economy £7.47 million 

· Temporary construction employment = 58 person years (approximately 29 jobs on average on site for a construction period of two years). 

7.17. Redevelopment of the Northgate and Central Library site for comparison retail will address an identified gap in the market and create space for occupiers seeking larger floor plates than currently available in the town centre. It is anticipated this will: 

· attract new retailers 

· help to retain existing retailers 

· enhance the town centre’s offer 

· draw in new customers for the benefit of the town centre as a whole 

· act as a catalyst for further development of the town centre, potentially including the bus station site 

· arrest the decline of Halifax town centre in national retail rankings 
7.18. In addition, Calderdale would benefit from the potential non domestic rates that could be generated from a new retail development on the Northgate House and Central Library site.

8. Financial implications

8.1. Option A

8.1.1.
The Council’s Medium Term Financial Strategy (MTFS) and capital programme currently make no provision for the capital costs of £9,250,000 associated with the development of a new central library and archives.  If the full capital and one off costs were funded by prudential borrowing then the additional borrowing cost to the Council would be around £700k per annum. As these have not been included within the MTFS then the Council would need to identify additional savings over and above those currently required.

8.1.2.
The borrowing cost associated with developing the new central library and archive could be reduced by:

· The application of any capital receipts which would be generated from the redevelopment of the existing Northgate House and library site (every £1m reduction in prudential borrowing would reduce the annual borrowing cost by around £75k)

· Any other capital receipts or reserves identified by the Council to support the capital programme.

8.1.3.
Prudential borrowing costs could also be offset by any revenue savings realised from the more efficient use of a new library facility. These savings are currently estimated to be relatively modest at £25,000 on the basis expenditure in 2011/12 which included for some repairs undertaken from the corporate maintenance budget. The re-development of the existing Northgate House and existing library site would have economic benefits but also generate additional business rate income to the Council and therefore Calderdale. As noted above however there will be additional running costs associated with the relocated book store, Discover and Bib services. These costs have still to be identified.

8.2. Option B

8.2.1.
The Council would have to incur significant additional capital costs should it decide to undertake basic and essential repairs to the existing library and archive site. Again, no provision has currently been made within the Council’s MTFS and capital programme for this capital cost which is estimated to be around £ 3,900,000.

8.2.2.
The borrowing cost associated with this level of capital expenditure would be around £300,000 per annum.

8.3. Long Term Refurbishment of the existing Central Library and Archive
8.3.1 
A long term refurbishment option for the building has been identified as approximately £9.4 million. This would include the remodelling of the building to provide a more efficient use of the building and enable the installation of larger lifts. This provides the closest comparison to Option A. However, it must be noted that it is unlikely that this refurbishment would be for a 60 year building lifespan.
8.3.2 
Furthermore, the current building is fundamentally too large for the current modern day standards and is subjected to a larger annual running cost than Option A. The building would need to be closed for approximately 18 months during the refurbishment period.  
8.3.3 
It would also not draw on the opportunities presented by the Broad Street Plaza or the proposed regeneration of the Piece Hall to further develop and improve Halifax Town Centre as there would not be the opportunity to attract a new retail development to the town centre and the additional jobs and footfall that this could create.
8.4. A summary of Option A and Option B is provided below.

	
	Option A – Build larger retail units on the Northgate site to attract larger retailers to Halifax. Build a new Central Library and Archive on the Square Spire site
	Option B – Undertake basic refurbishment at the existing Central Library and Archive Building. Demolish Northgate House and replace with green space
	Long Term Refurbishment of the existing Central Library and Archive

Demolish Northgate House and replace with green space

	Capital Cost
	£9,258,000 *
	£3,900,000 **


	£9,400,000

	Cost of Borrowing
	Approximately £700,000 per annum
	Approximately £300,000 per annum
	Approximately £720,000 per annum

	Running Costs

(utilities, rates, cleaning, insurance)
	£235,000 per annum

NB: Includes sinking fund, based on forecast 60 year design life for building.
	£260,000 per annum (2011/12)

	Would be similar to current running costs £260,000 per annum (2011/12)


	Anticipated new jobs created
	Will generate approximately 230 jobs (DTZ)
	Will not generate
	Will not generate

	Anticipated Gross Value Added
	Will generate approximately £7.47m a year (DTZ)
	Will not generate
	Will not generate

	Non Domestic Rates Income
	Will generate an additional non domestic rates income of up to  £225,000 per annum


	Will not generate


	Will not generate



	Further costs / issues
	* Fit out, rent and running costs of a unit of 3,000sq ft to 3,700sq ft for the relocated Reserve Book Store ,Discover and Bib Services
	** this excludes any costs which may be required to repair the existing cladding which is currently being reviewed.

It does not address the fundamental issues associated with the current design of the building.

Works to existing library and archive building would necessitate closure whilst works are undertaken. 
	Works to existing library and archive building would necessitate closure whilst works are undertaken.


9. Programme

9.1. The following table outlines the key project milestones assuming approval granted to proceed

	Team appointed to deliver detailed design for the new library and archive. December 2012

	Submit planning, listed building and conservation area consents
	May 2013

	Planning, Listed Building and Conservation consents granted
	June 2013

	Design concluded / works tendered (OJEU)


	June 2013

	Contract negotiation and appointments of contractors made
	December 2013

	Construction of new library commences


	Early 2014

	Library stock / staff relocated and new library opens
	Late 2015


Given proximity to the Piece Hall, there are opportunities on construction phasing which would need to be explored. 
10. Equality and Diversity

10.1.
An initial Equality Impact Assessment has been carried out on the potential relocation of the Library and Archives.  The issues already identified are being explored in more detail and any further issues identified from the consultation will be investigated.

10.2.
As part of the consultation process both Ipsos MORI and the Council were keen to ensure that equality and diversity issues were embedded within the process. Strand 1 included a range of residents and stakeholders and strand 2, by its very nature, was a representative sample of all residents in Calderdale. Strand 3 was widely advertised and promoted to all residents.

11. Contribution to Delivering Population Outcomes

11.1. The Halifax town centre, Central Library and Archives contribute to a number of population outcomes including improving attainment for young people, helping people to stay active and in control of their lives and contributing to a dynamic and vibrant town centre.
12. Corporate implications

12.1. There are no other corporate implications.
13. Conclusion

13.1. The representative survey – strand 2 – was carried out among a representative sample of the local adult population of Calderdale and can therefore be extrapolated to represent the adult population (within the margins of error). This does not apply to strand 3 which was an opportunity for all interested parties, be they residents, businesses, interest groups/organisations etc to have their say as part of the decision making process. Whilst the results of strand 3 are useful, and should not be ignored, the mandate and clear message from local people is contained within strand 2. 
13.2. The key messages from strand 2 are that a majority of people (72%) want an improved town centre and a majority of people want more large stores (67%) and national chain stores (66%) in the town centre. 52% of local people who expressed a clear choice (39% of all respondents) preferred Option A compared to 29% (21% of all respondents) who preferred Option B. 

13.3. The new Central Library and Archive will cost £9.25 million, and an estimated £235,000 per annum to operate. This excludes the cost of fit out and rent of accommodation for the relocated Reserve Book Stack, Discover and the Bibliographical Services Unit which will be reported separately in due course.

13.4. The redevelopment of the Northgate House and Central Library site for comparison retail will address an identified gap in the market and create space for occupiers seeking larger floor plates than is currently available in the town centre. It will create significant direct economic benefits through the occupancy of completed retail floor space and Calderdale would benefit from the potential non domestic rates that could be generated from a new retail development. It will also lead to significant indirect benefits in respect of reinforcing the town centre’s retail offer, attracting more spending. 
	For further information on this report, contact:

	Duncan M Brundell
	Projects and Assets Manager, Communities

	Telephone:
	01422 393259

	E-mail:

Sarah Collins
Principal Regeneration Officer, Major Projects

Telephone:
01422 392038

E-mail:
sarah.collins@calderdale.gov.uk

	duncan.brundell@calderdale.gov.uk
Principal Regeneration Officer, Major Projects

01422 392038

sarah.collins@calderdale.gov.uk


	

	The documents used in the preparation of this report are:

	1. Reports from Ipsos MORI

	2.Previous reports and minutes to Council and Cabinet


	3. DTZ Economic Impact Assessment 2012


	The documents are available for inspection at:

	Westgate House, Westgate, Halifax. HX1 1PS
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