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1 Introduction 

Centre Vale Park and Fielden Hall is one four Arts Culture and Heritage projects set out to level up 

Todmorden Town Centre. The project consists of: 

▪ Bandstand Refurbishment  

▪ Tennis courts (3 refurbished 1 new)  

▪ Multi Use Games Area (MUGA)  

▪ Bowling Pavilion Extension  

▪ Fielden Hall – energy efficiency retrofit – listed building (listed under Fielden School of Art)- 

Owned by Calder Community Land Trust – a Community Benefit Society.  

▪ Conservatory – Refurbishment 

 The Bandstand 

The historic and iconic bandstand in Todmorden’s Centre Vale Park is the last remaining example of 

an exceptional design of outdoor performance facility. Todmorden's iconic bandstand, located in the 

picturesque Centre Vale Park, is one of a handful with similar designs in this country, and is one of 

just 1500 traditional bandstands that were built in the Victorian era and onwards. The bandstand is 

over a century old, opening in 1914. The bandstand is an open-fronted, "theatre style" structure 

and its acoustics were perfectly designed to complement the park and offer entertainment to the 

many visitors. 

In 1914, according to The Friends of Centre Vale Park, the borough councillors for Todmorden 

invited craftsmen to design and erect a bandstand in the park, along with three shelters and a 

bowling pavilion. Over the years, the bandstand has been used for traditional brass band music, as 

well as "Sunday evening" concerts and, in more recent years, Tod Fest live music festival. Care 

Homes have also used the bandstand for reminiscence therapy to support those with dementia.  

The park’s surroundings of steep woodland and views of the Pennine hills and moorland beyond 

provide an exceptional location to match, but sadly the bandstand has been out of use and 

neglected for over ten years. It has recently been awarded Grade II listed status and saved from 

demolition, but in its derelict, fenced-off condition it remains a depressing sight that undermines 

residents’ enjoyment of their town’s key recreational space. 

 Conservatory 

Located in the Memorial Gardens within Centre Vale Park, this facility has not been used for many 

years and is in need of complete refurbishment to bring this wasted space back to its proper place 

as an important cultural and usable asset for Todmorden in the 21st Century. The collective aim of 

the Conservatory Group is to carry out a sympathetic renovation of the conservatory using the 

original footprint but including current environmentally secure methods to cut energy and water 

wastage, thus providing a much-needed sustainable building for three voluntary groups, namely: 

Todmorden in Bloom, Friends of Centre Vale Park and Todmorden Military Veterans. 

The space will allow them to continue to work and complete projects within the town that further 

improve well-being for the community, whilst also incorporating a forward-thinking, practical 

community space that fulfils the needs of local groups or individuals by offering a unique 

environment at a nominal fee. 
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The group would wish to use this opportunity for a base where they can improve people’s skills and 

understanding of woodland management, simple horticulture, seed bank storage and home 

growing, as well as techniques for environmental living. 

 Bowls Pavilion 

The Bowls Pavilion at best can be described as functional with locker space for bowls, a room for 

meeting, small kitchen area, toilets at the rear and a small serving hatch. Its potential for 

generating ancillary income is limited. Its USP is that it has four crown greens and opportunity 

therefore to hold major/international tournaments. That income earning opportunity, however, 

cannot be maximised because of lack of facilities. 

The proposal is to add an extension to the rear of the building to include:  

▪ a larger kitchen, bar and lounge area  

▪ additional function room to be used for community use  

▪ equipment storage area  

▪ improved toilet provision 

▪ additional external power outlets to enable pop up stalls to support event-based activity.  

▪ some limited car parking space to the rear, to open out onto Burnley Road, accessibility for 

delivery.  

In addition to Bowls users, the intention is also for the Tennis Club to have shared use of the 

facility with both part of an overall management structure responsible for operating the building.   

 Tennis Courts 

There are three existing courts, none of which are up to competition standard. By introducing a 

fourth adjacent to the existing location, this will enable LTA competition level to be achieved. With 

ancillary facilities provided through the intended joint association with the bowls club re. use of the 

pavilion, the intention is to develop this into a centre of excellence and to actively encourage youth 

participation through the use of fully qualified LTA coaches. 

Visitors to the park will notice people playing on the courts and may decide to play there on the 

Club’s Pay and Play scheme. They access our website, pay by credit card and receive a code to 

open the gate; while concessionary /free to use time will be allocated. The Club’s aim is to have 

the courts available to play on for up to 14 hours a day, every day of the week and throughout the 

year. As well as social and general play, our Coaching Team will be offering expert coaching and 

guidance for all ages. The Team will engage with all local primary schools and offer coaching both 

during the school day and as an afterschool activity. 

There is currently no provision in place by CMBC to bring courts back into use or provide any form 

of ongoing strategy to encourage growth of Tennis in Todmorden through youth participation 

and/or professional development. In the absence of any investment by CMBC, either financially or 

time/expertise-wise, to develop Tennis in Todmorden it will be necessary to partner with 

Todmorden Tennis Club. 

This project is unusual in that it relies heavily on Todmorden Tennis Club being able to deliver a 

mix of use that matches the need to meet the club requirements through private membership yet 

provide opportunity to the public to participate on a pay-and-play basis. Therefore, it is important 

to consider the history of the Tennis club and its ambitions going forward in order to lessen any 

concerns regarding private members use of facilities on public land. 
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It also needs to be recognised that the Todmorden Tennis Club, if successful in selling their existing 

site for development, intend to contribute £95,000 towards the project costs. 

It should also be noted that if not able to sell their land, the Todmorden Tennis Club is also 

committed to running the facility but then would be subject to some form of licence/management 

agreement.  

1.4.1 History 

Todmorden Tennis Club was established in 1881, operating from its current site since 1948. The 

existing site provided only two tennis courts and limited parking; therefore, the club has had to use 

other venues across Calderdale to play “home” matches. The Club’s growth has been limited by 

lack of court provision, although it does currently lease land and courts at Mytholmroyd.  

With 3 mixed teams, 4 ladies’ teams and 5 men’s teams representing the club weekly, the club has 

the most of any teams in the Calderdale Lawn Tennis league. This reflects both the size of adult 

membership and the emphasis on developing younger players who from the age of 12 can play 

team tennis alongside 75-year-old members. 

The Todmorden Tennis club actively participate in the Calderdale Tennis League structure with the 

Club president and a committee member holding official roles in the league management 

committee as Chairperson and Tournament Secretary. The Club is also a founder member of the 

Calderdale Community Tennis Partnership, established to encourage links between clubs and 

schools to provide coaching sessions for school pupils. It sponsors players to gain LTA coaching 

qualifications. The Club is registered as a Community Amateur Sports Club with its constitution 

stating that “any assets left after the club closes are only used by another registered CASC, charity 

or related community sport.” 

 Multi Use Games Area (MUGA) 

Centre Vale Park does not have any existing Multi Use Games Area provision. There is a 5-a-side 

artificial grass pitch adjacent to the Sports Centre which is a “pay for play” option and used mainly 

by adults, but also some clubs with youth involvement. There is no other dedicated 5-a-side facility 

available for young people to use other than school sports halls. We are proposing to provide a new 

facility to offer options of 5-aside-football and basketball. Prior to commitment, consultation will 

take place with Todmorden High School. 

 Fielden Hall 

Fielden Hall is a Grade II listed Victorian hall adjoining Centre Vale Park in Todmorden, West 

Yorkshire. The terrace, which is illuminated in the evening, overlooks the beautiful park, and has 

direct access to it. In 1954 the old Art School became overflow classrooms for Roomfield School, 

and then part of the new Secondary Modern School on Ewood Lane, now Todmorden High School. 

It was managed by successive Education Departments, and had a brief, but still well remembered 

spell as a remedial school in the late 1970s until 1982.  

In recent years, Todmorden High School had little use for a cold damp Victorian building and only a 

few classes took place here. Lack of maintenance, dry rot, damp, and little heating caused severe 

deterioration of the building, which was finally declared surplus to requirements. It was boarded up 

in 1992. After the building was bought by a private Trust, the Fielden Centre was created by local 

volunteers.  

Ten years of restoration and refurbishment took place from 1996 to 2006, with the aid of grants 

from the Heritage Lottery Fund, Town Council, and many others; including local donations. The Hall 

is owned by the Calder Valley Community Land Trust – a Community Benefit Society. There is an 
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opportunity to showcase Fielden Hall as an exemplar in how to retrofit a listed building to achieve 

greater energy efficiency, reduce carbon emissions and provide a case study to inform not only 

other listed building owners of options, but also develop a programme of education and activity 

participation that reinforces learning of climate emergency solutions delivered at a practical level.
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2 Strategic Case 

The strategic case sets-out how the project fully aligns with the Towns Fund objectives of urban 

regeneration, skills and enterprise infrastructure, and connectivity. It also demonstrates how the 

project aligns with local, regional and national policy contexts, and provides the case for change, 

strategic investment objectives, and any stakeholder, dependencies, constraints and risks to be 

addressed for the proposed intervention.    

 Strategic Context 

Centre Vale Park and Fielden Hall is one of the four Arts, Culture and Heritage projects set out by 

Calderdale Council, valued at £1.81m, with the key driver behind the investment being to level up 

Todmorden town centre. The Council want Todmorden to become “a thriving market town which 

capitalises on its unique landscape, its environment, and its renowned community activism and 

enterprising spirit. The chosen projects target key existing assets with the aim of investment to 

unlock their potential and turn Todmorden into a destination but also a more attractive place to live 

and work. Levelling up Todmorden would bring about social, environmental, and economic benefits 

to all associated with the Town and surrounding areas. 

This project aligns to many local and national policies and plans. To name a few: 

Firstly, is the Making Homes Happen strategy (2018-2023) which intervenes in the housing market 

to ensure more homes are built in areas of greatest needs. This project aligns as there are plans to 

deliver community-led housing and create a more resilient and diverse housing market with 

affordable rent. Calder Valley Land Trust will turn the adjoining Grade II listed Fielden Hall into an 

exemplar for heritage buildings with modern eco-performance standards, with the hall’s master's 

House and Old School House available for affordable rent. This new housing contributes to 

community aspirations so that people of all ages have access to appropriate housing of a high 

quality. 

Secondly, this aligns with the Todmorden Draft Neighbourhood Plan (2019) part of which focuses 

on the regeneration, planning and land use section of the Town’s Fund. This project aligns as the 

aim is to restore and intensify the use of Centre Vale Park, strengthening its role as the town’s 

principle green space and bolstering its role as a social, community hub alongside upgraded 

facilities in the adjoining Fielden Hall. This investment into public spaces will benefit the local 

community, attract visitors and generate economic activity, creating opportunities which will 

develop Todmorden as a thriving town for residents and visitors alike. 

Thirdly, Sports England Strategy (2021) is aimed at making the nation more equal, inclusive, and 

connect communities. The strategy aims to tackle five big issues, one being connecting 

communities by focusing on sport and physical activity’s ability to make better places to live and 

bring people together, and another being creating and protecting the places and spaces that make 

it easier for people to be active. This project will build on this strategy by delivering infrastructure 

focused on well-being, connectivity, accessibility, learning and skills, and employment.  

Finally, is the Active Calderdale Strategy (2017) & Calderdale Cycling Strategy (2017) which is a 

physical activity strategy to deliver the most active Borough in the North of England, by 2024, to 

be delivered through Active Communities, Active Sport and Active Parks, Open Spaces & 

Environments. This will be achieved by investment in cycling and walking infrastructure, and 

investment in sports infrastructure and public green space. The Centre Vale Park project has 

strategic alignment to this strategy as the refurbished park will strengthen its role as a community 

hub and fulfil its potential for greater economic and social benefit as a centre for sport, recreation, 

outdoor events and celebrations. 
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 Case for Change 

2.2.1 Overview 

2.2.1.1 Underused cultural and heritage assets 

there are assets currently in the park and around Fielden hall (e.g., the bandstand) that are not 

performing to their full capability. This has economic consequences due to these assets not 

achieving their full economic contribution to Todmorden. Culture and cultural assets have huge 

benefits to towns with Arts Council England producing 2 reports (Arts and Place Shaping: Evidence 

Review & Data Report: Arts Council funded cultural infrastructure) to support this. This report 

shows how culture helps create jobs with over 300 cultural venues located in unemployment 

hotspots in the UK as well as supporting community cohesion and increasing footfall. This project 

will look to give these assets a new lease of life and hence will look to increase their economic 

contributions to the town. Also, it is expected that by improving these heritage and cultural assets 

will increase town footfall therefore bringing economic benefits. 

2.2.1.2 Need to improve Town centre experience  

The current town centre experience can be improved to achieve increased visitors to the area as 

well as improved perceptions of Todmorden. It has been proven that town centres provide vitally 

important rolls in supporting a town. Its first roll is as a focal point for local communities and 

bringing all social groups together. Secondly it acts as a centre point for economic activity, in 2015 

town centres accounted for £568 Billion of GDP in the UK. Hence by improving the town centre will 

increase footfall and look to increase the economic output as well as improving the diverse 

encounters offered to the consumer. Town centres are also a large area of job opportunities 

especially in a small town, by increasing footfall through the project it will lead for the need for 

more jobs and hence increasing the employment rate. (This is supported by the research paper 

“Defining and Appraising the Town Centre Customer Experience” by Lara Stocchi and Cathy Hart). 

There is also a need to improve on walking and cycling routes to make Todmorden 

2.2.1.3 CO2 emissions  

According to BEIS from 2005 to 2018 more progress has been made in C02 reductions among 

domestic, industry and commercial property than transport. In order to achieve C02 reductions in 

transport, there is a need to improve pedestrian and cycle infrastructure the creation of better 

walking routes. Additionally, Buildings are major consumers of energy throughout their life cycle. 

Generation of energy primarily depends on conventional sources, which is the basic cause of 

environmental pollution this fact is supported throughout research (Improving environmental 

performance of building through increased energy efficiency: A review (2011) Published in 

Sustainable Cities and Society)  

This project incorporates an aspect to make the Fielden Hall more environmentally friendly this 

reduces CO2 emissions and strives to make Todmorden a greener and carbon neutral space. This 

aligns with the zero-carbon target that must be attained by 2038. 

2.2.1.4 Demographics  

Underpinning the need for change and threatening the vitality and sustainability of the town, is its 

demographics. Todmorden’s population increased by 0.89% from 2015 to 2019. This modest, 

sustainable growth masks a significant decline in the working age population of Todmorden, 

particularly in younger age groups. This indicates that people either do not feel they can remain 

here or do not wish to stay.  
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Todmorden change in population estimates by age group (2015-2019) 

Therefore, there is a clear need to retain and attract people of working age to improve the 

economic stability and sustainability of the Town which this project will help achieve through the 

reasons listed above as well as improving the perceptions of Todmorden to incentivise young 

people to move to the area. The additional sports facilities and bandstand improvements will 

greatly improve the activities available in the area. 

2.2.1.5 Reduced Health Deprivation  

Modern urban lifestyle is associated with chronic stress, insufficient physical activity, and exposure 

to anthropogenic environmental hazards. Urban green spaces, such as parks, playgrounds, and 

residential greenery, can promote mental and physical health, and reduce morbidity and mortality 

in urban residents by providing psychological relaxation and stress alleviation, stimulating social 

cohesion, supporting physical activity, and reducing exposure to air pollutants, noise, and 

excessive heat. This is supported by many sources of research including Urban green space 

interventions and health: A review of impacts and effectiveness (2017) a report written by the 

World Health Organisation.  

Public Health England also found in their 2016 report investigating the economic cost impact that 

physical inactivity has on NHS clinical commissioning groups, that insufficient physical activity is 

among the ten most significant health risk factors for people in England. The results of this report 

state that physical inactivity is estimated to cost the NHS £455 million per year and as such 

remains a serious challenge for health services in the UK. Therefore, by the increased sports 

facilities that are available through this project it would look to reduce these costs and the negative 

health effects that are attributed with low physical activity. Health deprivation is especially 

prominent as Todmorden has a lower-than-average life expectancy to that of the rest of Calderdale 

so this will look to improve this.  
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It is not just physical health where there are serious challenges for Todmorden and Calderdale, but 

mental health too. The Calderdale Economic Strategy identifies this as an issue, with 68.5% of 

residents having mental health conditions. The suicide rate for Calderdale per 100,000 of the 

population is 14.8 which is the highest across West Yorkshire and higher than the Yorkshire & 

Humber and national averages. The British Medical Association has warned that Covid-19 could 

have a considerable impact on mental health, worsening these already worrying figures. Through 

the increased green spaces, walking routes and sports facilities that this project will provide will 

allow for greater chance for exercise. This has been scientifically proven to be beneficial to 

improving mental health and hence this project should reduce mental health conditions in 

Todmorden. 

2.2.1.6 Market Failure 

Towns Fund investment is required to overcome public goods and co-ordination failures: public 

space is a public good for which there is no market appetite with which to deliver improvements. 

This is because there are positive externalities associated with investment in public realm which 

does not directly benefit the private sector, hence the private sector will not provide the product. 

Also, as with all public goods there is a “free rider” issue which is that there is no way to prevent 

the public using the good and hence it cannot be charged for.  

There is also co-ordination failure between private sector organisations that could reduce their cost 

and realise benefits through collaboration. This leads to the need that this project to be funded by 

the town fund along with match funding instead of being offered to the private sector to provide 

 

2.2.1.7 Visitor economy and Destination 

The Bandstand Refurbishment would represent a major boost to the town’s visitor economy. 

Research by respected events/culture and tourism consultants has demonstrated that a 

hypothetical programme of 15 events per year at the bandstand could benefit the local economy by 

up £2.2m over three years. There would be additional benefit through the bandstand’s acting as an 

attraction in its own right and as one of the key elements of the whole park improvement plan. 

There would be benefit to the local economy through increased visitor numbers and footfall, 

especially sectors most damaged by COVID-19 (retail, accommodation, arts, hospitality, travel and 

tourism, public transport, self-care industry). Plus, the project will enhance the town’s status as a 

destination through the interest it provides as a unique cultural heritage asset. 



Calderdale Council  

Todmorden Centre Vale Park Project – Business Case 

Turner & Townsend 11 

Client Confidential 

The visitor economy is also boosted by the Conservatory Refurbishment project due to Bloom 

Town’s renowned throughout Lancashire and Yorkshire. The Park and conservatory attract a 

substantial number of visitors, therefore generating income for the town through their use of local 

facilities, businesses and transport services. Similarly, an extension for the Bowling Pavilion and 

improvements to the tennis courts increases awareness in the local area and beyond, once more 

bringing visitors to the town who will enjoy catering from the bowling pavilion, local outlets and 

throughout the town centre itself – while potentially paying to play on the tennis courts using the 

club’s “Pay and Play” scheme. 

With regards to Fielden Hall, the Grade II listed building provides the perfect setting for weddings, 

wedding fairs and a variety of other events. It also plays host to the Todmorden Book Festival, U3A 

Art and Crafts Groups and others. 

2.2.1.8 Health 

Through the provision of opportunities to spend time outdoors and take part in activities such as 

dance and physical performance, the Bandstand and events it could host encourage a healthy 

lifestyle for the town. The project will also increase social wellbeing and community cohesion by 

bringing people together. Already Todmorden Community Bandstand Group has undertaken liaison 

with local schools to encourage young peoples’ engagement with the Bandstand project and 

understanding of its potential benefits for the community in the future. 

Horticulture, craft activities, and a communal space to be used as an art gallery are all proposed 

activities within the Conservatory Refurbishment, available for people of all ages. Once more, this 

project acts as a hub for the community to get together in a green space, reducing social isolation.  

Similarly, improvements to both the Tennis Courts, Bowling Pavilion and MUGA encourage an 

active lifestyle and community cohesion by offering a space for residents to take part in sports and 

events. For example, the Tennis Club aim to have courts available to play on for up to 14 hours per 

day, with coaching available for all ages. This will be particularly beneficial to young people through 

the provision of afterschool activities and in-school lessons.  

Through its green space location and warm, secure well-maintained homes at affordable rates, 

Fielden Hall will have a positive impact on residents’ mental health. Plus, the variety of groups it 

hosts, such as the meditation group, improved wellbeing will be a core output of this elements of 

the project.  

2.2.1.9 Employment and Skills 

The COVID-19 pandemic has had a catastrophic effect on the UK’s world-class creative and 

entertainment industry. Todmorden has a relatively high proportion of residents employed in the 

arts and leisure sector, so this impact is likely to be especially severe in the town. Prior to COVID-

19, the cultural and arts economy had been one of the town’s most promising and important 

sectors. The Bandstand project should also offer the opportunity for local people to develop skills in 

venue and event management. 

The Conservatory Refurbishment may not directly affect employment, but it will provide 

volunteering opportunities for the three stakeholder groups, while also promoting work experience 

and skills development in horticulture.  

Upon project completion, the Bowling Pavilion will provide employment opportunities for greens 

maintenance, pavilion management and catering, while the Tennis Courts will be staffed by at least 

six fully qualified LTA coaches, ensuring further provision of paid employment opportunities. In 
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terms of skills, both these aspects of the Centre Vale Park project directly impact sporting prowess 

in both tennis and bowling.  

 Strategic Investment Objective 

2.3.1 SWOT Analysis 

In order to create the Strategic Investment Objectives, the project team completed a workshop. 

Within this, they were first tasked with carrying out a SWOT analysis of the current situation to 

solidify “where we are now”. The results of this exercise are below: 

Strengths Weaknesses Opportunities Threats 

Fielden Hall and 

affordable housing 

already achieved 

match funding 

Match funding difficult 

to access for other 

parts of the scheme 

Extended Bowling 

Pavilion provides 

ancillary income 

generating 

opportunity to enable 

future 

bar/lounge/catering 

Local competition for 

weddings 

Fielden Hall is a 

much-loved 

community asset 

Tennis courts aren’t 

up to LTA/competition 

standard 

Fielden Hall and the 

Bowls Pavilion could 

be brought together 

Planning permissions 

/ listed building 

consents 

The Park is a key 

asset, providing 

much-needed green 

space in Todmorden 

Bowling Pavilion isn’t 

sustainable in current 

delivery model 

Rationalisation of 

meeting room 

provision 

Permission for land 

(MUGA) and 4th tennis 

court 

The Band Stand is a 

unique heritage asset 

Limited space at 

Bowling Pavilion 

There’s the potential 

for the park to be a 

key destination with 

an opportunity to 

create a holistic 

approach to all 

element of the park 

with regard to 

marketing etc. 

 

The Park is the 

perfect location of 

outdoor events 

Fielden Hall’s 

energy/efficiency is 

poor, and its meeting 

rooms are 

unsatisfactory 

The Bandstand and 

park as a whole have 

huge potential as an 

outdoor event venue 
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Fielden Hall’s 

affordable housing 

provision 

The Bandstand is 

derelict and out of 

use, undermining the 

quality and public 

perceptions of the 

park 

The Tennis Courts 

could become a 

Centre of Excellence 

and increase 

participation 

 

 The Park has no 

multi-use games area 

provision 

Create MUGA and 

create wellbeing / 

health benefits to 

youth 

 

 

 

2.3.2 Scoping exercise 

From this point, it was important to define the overall goals of the project. Therefore, the group 

then completed a second exercise where each stakeholder gave their suggestions for the goals of 

the project, ensuring their desires were made clear. The exercise resulted in the following: 
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2.3.3 Strategic Investment Objectives 

It’s from the above goals that the SMART Objectives for the Centre Vale Park project were devised. 

IO no. Investment Objectives 

1 The first objective is to improve perceptions of place by residents, businesses & 

visitors, which can be measured via place perception surveys. This can be achieved by 

the investment into restoring and intensifying the use of Centre Vale Park, 

strengthening its role as a social and community hub, as well as continued investment 

into Todmorden in Bloom, which will be achieved by 2026/27 which marks three years 

following the end of the funding for this project. 

2 The second objective is to increase in visitors to arts, cultural & heritage events / 

venues. This can be achieved by the investment into restoring the bandstand, tennis 

courts and bowling pavilion, which will be achieved by 2026/27 which marks three 

years following the end of the funding for this project. 

3 The third objective is to support 200 veterans, which can be measured through 

ongoing engagement with Todmorden Military Veterans Group and will be achieved by 

improving the facilities available for mixed use meeting and workshop space for 

volunteers. Todmorden in Bloom is associated with the veterans by providing a joint 

base for activities for wellbeing but also place to simply meet and socially interact, 

which can be achieved by 2026/27 which marks three years following the end of the 

funding for this project. 

4 The fourth objective is to increase in participation in physical activity, which can be 

measured by extra visitors to sports areas. This can be achieved by the development 

of a multi-use games area, tennis courts and a new pavilion, which will be achieved 

by 2026/27 which marks three years following the end of the funding for this project. 

5 The fifth objective is reducing C02 emissions, which can be measuring the energy 

usage from the assets. This can be achieved via the work to improve the 

environmental performance of Fielden Hall, which will be achieved by 2026/27 which 

marks three years following the end of the funding for this project. 
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 Project Scope 

2.4.1 Bandstand 

To restore the bandstand to its former glory and enable this to be the principle outdoor venue in 

Todmorden for delivery of a range of performances covering a wide spectrum of art and culture. 

Alongside this, refurbishment will provide the community with performance space to enable local 

art/cultural groups to have a low-cost entry opportunity to develop and deliver their own 

events/shows using a combination of home-grown talent and external providers in order to 

encourage Todmorden resident to enjoy a varied cultural experience. 

2.4.2 Tennis Courts 

To restore and expand existing Tennis Courts provision within Centre Vale Park in order to deliver 

develop a future for Tennis provision within Todmorden through a combination of club tennis, 

development of youth involvement and general pay to play all within a professionally managed 

Centre of Excellence. The project involves restoring/regenerating the 3 existing tennis courts and 

introducing a 4th court, all to LTA competition standard.  

2.4.3 Bowling Pavilion 

To restore and expand the Bowling Pavilion whilst retaining both its historical frontage look with a 

sympathetic extension, to include additional space to enable a mix of ancillary income generating 

facilities and increased storage capacity. Alongside this, the aim is to develop the Todmorden Bowl 

Association to become a Centre of Excellence, using their unique position as the only club with 4 

crown greens to attract regional and national competitions.  

The Bowling Pavilion will also provide the Tennis Club also with a base from which to carry out their 

club business as part of their desire to operate using 4 tennis courts near to the bowling Pavilion.  

2.4.4 Conservatory Refurbishment 

To restore and bring back into use the Conservatory in the Garden of Remembrance in Centre Vale 

Park, and in doing so also providing a base for all three groups to use – both as individual groups 

and collective use. The public asset will be renovated, refurbished, and improved to provide a 

mixed-use meeting and workshop space for the volunteer groups identified and the wider public. 

The result will see: 

▪ A space for meeting and holding exhibitions, activity days, workshops and educational 

visits. 

▪ a purpose-built space for Veterans to develop skills and social interaction. 

▪ a greenhouse to help self-sufficiency. 

▪ home grown plants which would be used to improve neglected areas of the town. Thus, 

supporting the planting throughout the town.  

▪ additional usage for further groups outside of the initial three focussing on those linked to 

Horticulture, Heritage and Education and creating a multipurpose community space. 

2.4.5 MUGA 

To provide a new Multi use all weather area with free access to use. 

2.4.6 Fielden Hall 

The overall scope of this element of the project is to retrofit a listed building to achieve greater 

efficiency and reduce carbon emissions. Fielden Hall, given its age and construction method, is not 

energy efficient and provides an opportunity to retrofit environmental improvements to not only 
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reduce co2 emissions, but also assist with future financial viability by reducing energy usage and 

thereby costs. All options will deliver reduction in co2 emissions as required, but it is the balance 

between cost and impact that determines which cost will be selected to include on the Business 

Case submission.  

The construction nature of the building means that there is no single item fix but a combination of 

options that when all put in place could have significant impact through: 

▪ Insulation of roof and walls 

▪ Installing a more sophisticated ventilation system to ensure air quality 

▪ Heat recovery 

▪ Air source heat pump 

▪ New Floor covering over main hall space, as well as underfloor heating 

▪ Secondary glazing 

▪ Solar panel supply 

 

 Stakeholders 

Stakeholder Detail  Level of engagement   

Todmorden Town Council As partial landowners and 

project sponsor, Todmorden 

Town Council play a significant 

role in the development of the 

project.  

Todmorden Town Council are 

the project sponsor, and as a 

result are ultimately 

responsible for successful 

delivery.  

Friends of Centre Vale Park Charitable organisation 

heavily invested in the success 

of the project.  

As a key voice and contributor 

to the project, the Friends of 

Centre Vale Park will be 

included in all communications 

to wider stakeholders. 

Calder Valley Land Trust Landowner of Fielden Hall and 

sponsor of Fielden Hall 

aspects. 

Key Stakeholder to be 

engaged and consulted during 

all decision-making gateways 

throughout the entirety of the 

project. 

Todmorden Tennis Club Key group involved in the 

management of the project 

and facilities over the long-

term. 

Key Stakeholder to be 

engaged and consulted during 

all decision-making gateways 

throughout the entirety of the 

project. 
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Todmorden Bowls Club Key group involved in the 

management of the project 

and facilities over the long-

term. 

Key Stakeholder to be 

engaged and consulted during 

all decision-making gateways 

throughout the entirety of the 

project. 

Todmorden Military Veterans Charitable organisation 

working with the project to 

provide key outcomes. 

As a key voice and contributor 

to the project, the Todmorden 

Military Veterans group will be 

included in all communications 

to wider stakeholders. 

Calderdale Council Calderdale Council are a key 

stakeholder in the scheme as 

they own much of the land 

associated with the 

investment proposal and are 

the Accountable Body. 

Calderdale Council are the 

Accountable Body and are 

therefore ultimately 

responsible for successful 

delivery of the wider 

programme.  

Todmorden Town Deal Board Todmorden Town Deal Board 

is the organisation that 

incepted the project and has 

been the driving force behind 

its completion.  

Todmorden Town Deal Board 

created the Investment Plan; 

the foundation of this project, 

over the course of several 

years based on community 

engagement and regular 

meetings. Members of the 

Board have then participated 

in stakeholder workshops to 

help scope the project and 

have been in constant 

dialogue with all involved 

throughout. 

Todmorden Residents A variety of community 

representatives volunteered to 

be a part of the project and 

ensure the outputs and 

outcomes were in-line with the 

community’s desires 

Several workshops were held 

throughout the business case 

process, and community 

representatives were included 

in each. The Todmorden Town 

Deal Board also features 

representatives from the 

community who’ve been 

working on the project since 

its inception. 

Local SMEs These are Minor Stakeholders 

who have vested interests in 

making Todmorden Centre 

Numerous representatives 

from SMEs have been included 

in consultations throughout 
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Vale Park Project an attractive 

one for customers, visitors, 

and potential staff.  

the business case process, 

including the various 

workshops of the public realm 

projects. 

 

 Risks, Constraints and Dependencies 

Each project has its own set of risks to consider but identification of the key risks but broad risks 

facing the investment project and plans for mitigating these risks are as follows: - 

Risk Risk Mitigation 

Grant funding schemes may not be available 

for projects.    

Grant funding consultant appointed to initially 

determine availability of funding and indicates 

reasonable to good opportunity to obtain such 

grants.  

No grant funding is available for specific 

individual schemes 

Continuance will depend upon then funds being 

released from other projects that may 

underspend. 

Increase in construction cost of schemes post 

Covid/World events 

Updated cost has been provided and where 

feasible, elements of discretionary spend 

removed from project cost to tailor 

construction costs to meet budget 

requirements. 

Planning Permission not given Calderdale MBC as the Local Planning Authority 

have indicated willingness to work with 

Todmorden Town Council to obtain such 

permissions.   

Environment Agency Work Permit Whilst there is no proposed increase in 

mass/volume of construction and projects on 

edge of perimeter of Flood Alleviation Area, 

once outline scheme details available EA can 

be approached for view as to whether 

permission is required ahead of commissioning 

further project costs post business case 

approval.  

Fields in Trust Permission As part of overall land ownership Fields in 

Trust will need to provide permission for 

development in Centre Vale Park. Given recent 
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precedent with the Wheelspark, it is not 

anticipated that there will be any objection   

Transfer of land from Calderdale MBC “In principle” agreement given to Community 

Asset Transfer to Todmorden Town Council but 

details of lease and terms to be agreed but 

agreement to work along lines of recent 

Wheelspark lease agreement 

Todmorden Town Council not agreeing to 

assume Land Ownership or applying for grant 

funds  

Resolution passed at Full Council on 15th June 

2022 to assume land ownership responsibility 

through formal lease terms and to act as 

principal grant applicant if required. 

Groups withdraw from Projects before 

construction phase.  

Groups have been actively involved in the 

Business Case stage and are keen to present 

to their respective member on the 

opportunities arising  

Groups withdraw post-handover of premises Todmorden Town Council will seek to help 

build resilience and through direct land 

ownership and management agreement 

process will identify early warnings of group 

fatigue.   

Lack of project manager expertise to deliver 

overall project  

Commitment of existing project manager to 

continue Business Case subject to funding 

agreement with project costs.   

Project cost incurred at risk ahead of knowing 

when projects are fully funded. 

Each project will need to be considered on its 

merits and likely funding opportunity. Project 

by project agreement to move forward with to 

involve Town Deal Board given the risk of 

allocation of funds and insufficient  

 

Specific risks have been allocated to individual projects with mitigation strategies, all of which are 

included in the individual project business plans in Appendix 9 to 14. 
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3 Economic Case 

 Critical Success Factors 

The Critical Success Factors (CSFs) for this project have been developed following The Green Book 

2020 guidance. They are the five basic Critical Success Factors that apply to all proposals. 

Critical Success Factor Measure 

Strategic fit and meets 

business needs 

How well the option: 

▪ Meets the agreed spending objectives, related business 
needs, and service requirements 

▪ Provides holistic fit and synergy with other strategies, 
programmes and projects 

Potential Value for Money How well the option: 

▪ Optimises social value (social, economic and 

environmental), in terms of the potential costs, benefits 
and risks 

Supplier capacity and 

capability 

How well the option: 

▪ Matches the ability of potential suppliers to deliver the 
required services 

▪ Appeals to the supply side 

Potential affordability How well the option: 

▪ Can be financed from available funds 

▪ Aligns with sourcing constraints 

Potential achievability How well the option: 

▪ Is likely to be delivered given an organisation’s ability to 
respond to the changes required 

▪ Matches the level of available skills required for 
successful delivery 
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 Developing the preferred option 

In August 2021 the Department for Levelling Up, Housing and Communities confirmed £17.5m in 

capital expenditure had been made available for the Todmorden Town Deal. This was based on a 

Town Investment Plan which showed 12 individual projects and, all with specific outcomes, outputs 

and impacts.  

The £17.5m was a reduced offer from the initial ask of just under £25m, which created the 

requirement for a project re-prioritisation exercise, which took place between September and 

November 2021. 

The projects were taken through a stringent scoring process against the programme’s strategic 

investment objectives and the critical success factors. Following which, a final programme which 

came under the £17.5m budget was agreed, which fixed the budgets and outputs for each project. 

The full output of this can be seen in appendix 19. 

Whilst this process places a significant strain on the options appraisal opportunity for the Centre 

Vale Park project, there were still a number of decisions required within the project to ensure the 

preferred option developed was best placed to meet the outputs and provide value for money. 

3.2.1 Bandstand 

After careful consideration, it’s been decided that there is no other alternative site available to 

consider within Centre Vale Park. The Grade 2 listed status requires the Bandstand to be rebuilt as 

is. There is, however, the possibility to slightly increase the size at the rear to accommodate 

additional storage/accessible toilet provision, subject to Conservation officer approval. 

The existing hardstanding viewing area would benefit from refurbishment works as part of the 

construction project, although the potential to provide temporary canopy cover options and/or 

temporary seating is estimated at an overall cost £41,000 - but owing to budget constraints, this 

option is currently excluded from the funding level deemed necessary to deliver the core project. 

This will however be considered as part of future grant applications.    

3.2.2 Bowling Pavilion 

The existing Pavilion is adjacent to the Bowls Greens and therefore there is no option to consider 

any alternative site location. Two options of alternative layout have been considered with one taken 

to costings stage. It is likely that further iterations will be considered as the Bowls Association 

considers the flow of the building in terms of operational delivery. 

There is a discretionary element of £10,000 for equipment that has been excluded but will however 

be considered as part of future grant applications. 

3.2.3 Tennis Courts 

Given the existence of 3 courts already with ground works present, any other option would require 

extensive additional ground works estimated cost an additional £80,000. An option to re-orienteer 

the courts are discounted because of the sun and impact on play. An alternative site could be to 

use two of the Bowling Greens. That would require extensive and expensive new drainage 

solutions, impact on flooding as well as compromise the Bowls Association use, and has therefore 

been discounted. Different playing surfaces provide options, but in view of substantive increase 

cost for Artificial Grass £49,355 and Artificial Clay £73,083 currently an asphalt option is the only 

realistically financially viable option for business case submission. 

3.2.4 Conservatory 
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There is no alternative site to consider and its inclusion within the Memorial Garden is intrinsic to 

delivery of project outcomes. The very nature of it being a Conservatory means it requires glazing 

with the existing base and part-walled exterior defining the footprint. There is an option to consider 

by way of a slight change in footprint size to regularise the footprint, but this is documented for the 

current Business Case submission. There is the option to include a Solar Panel scheme to assist 

with reducing carbon emissions and energy costs at an estimated £XXX. If this cannot be delivered 

within budget, this will form the basis for seeking additional grant support.     

3.2.5 MUGA 

Consideration has been given to alternative locations:   

▪ Walled Coachhouse area: Restrictive in size and would require extensive utilities work, plus 

the removal of existing surface to bring into use.  

▪ Outdoor Gym Area and Cycle Track Area: Would require expensive relocation of both. 

▪ Use of Tennis Courts area: Comprises new scheme for this area 

▪ Two Bowling Greens: Comprises the unique offer of four greens. 

 

The only other location capable of fitting a reasonable sized MUGA is to extend into the hillside 

adjacent to the existing Tennis Courts, but in doing so it must not encroach upon the existing 

wildlife network and habitat area. A detailed feasibility report has been completed by specialist 

consultants, Labosport, see Appendix 8. 

3.2.6 Fielden Hall 

A detailed feasibility report has been completed by Prewett Bizley Architects, specialist consultants 

– see Appendix 5a from which they have considered four options. Please note, figures do not allow 

for inflationary costs or contingencies. 

3.2.6.1 Options appraisal 

Option A - The whole approach solution - £563,808 consists of  

▪ Roof upgrade (Whole building)  

▪ Roof-mounted photovoltaic (PV) panel array, plus battery storage  

▪ Mechanical Ventilation with Heat Recovery (hall only)  

▪ Air Source Heat Pump (ASHP) installation (hall only). Include direct electric hot water  

▪ Secondary Glazing installation (hall windows only)  

▪ Ground floor insulation (hall only)  

▪ Underfloor heating (hall only)  

▪ Wall insulation (hall only)  

▪ Photovoltaic (PV)panel array, mounted to boundary wall (facing bowling greens)  

Option A total Project costs £571,915 including other costs.  

 

Option B Excluding non-roof related items - £318,529 consists of  
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▪ Roof upgrade (Whole building)  

▪ Roof-mounted photovoltaic (PV) panel array, plus battery storage  

▪ Mechanical Ventilation with Heat Recovery (hall only)  

Option B total Project costs £326,636 including other costs  

Option C Minimum Minor improvement £118,053 consists of  

▪ Ground floor insulation (hall only)  

▪ Wall insulation (hall only)  

Option C total Project costs £126,161 - including other costs deliverable without any external 

grant support.  

Option C+ £228,907  

This solution is based on an expected success in obtaining external grants for renewable related 

initiatives and seek to maximise opportunity now within this window of overall funding. 5  

Further analysis will be required to ensure that all these options do complement each other.  

▪ Basic roof insulation  

▪ Roof-mounted photovoltaic (PV) panel array, plus battery storage  

▪ Mechanical Ventilation with Heat Recovery (hall only)  

▪ Air Source Heat Pump (ASHP) installation (hall only). Include direct electric hot water  

▪ Ground floor insulation (hall only)  

▪ Underfloor heating (hall only)  

▪ Wall insulation (hall only)  

▪ Photovoltaic (PV)panel array, mounted to boundary wall (facing bowling greens)  

Option C+ total with project costs £237,014 including other costs - deliverable external grant 

£87,014. Report Appendix E £228,907 plus other project costs £8,107.  

However, the selected option in terms of Business Case will be Option C the minimum minor 

improvement and following updated pricing by Turner Townsend to include all fees, contingencies 

and inflation is estimated at overall project cost £191,250.  

All options have a positive impact on reducing co2 emissions but clearly it is an all-embracing 

approach that delivers the most significant impact. 

Option  Cumulative Reduction in Carbon emissions  

A  86%  

B  35%  
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C  9%  

C+  30%  
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 Preferred option: Cost Profile 

The final output of the works described above is the allocation of budgeted cost across the key 

projects within the Centre Vale Park project. The costs below include all fees, prelims, overheads 

and profits, and Tender Price Inflation (TPI).  

Project Cost 

Bandstand £382,406 

Bowls Pavilion £646,259 

Tennis Courts £365,880 

Multi Use Games Area £191,466 

Conservatory £157,314 

Fielden Hall £191,250 

Total £1,934,575 
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 Value for Money exercise 

3.4.1 Towns Fund Themes and Objectives 

The Towns Fund was originally envisaged to address growth constraints in places that were in need 

of economic revitalisation. The overarching aim of the Towns Fund is to drive the sustainable 

economic regeneration of towns to deliver long term economic and productivity growth. This aim 

has become even more significant as the country tries to recover from the wide-ranging impacts of 

the Covid-19 epidemic. In economic terms some places may have seen benefit of people staying 

closer to home, but for the majority business interruptions, periods of closures and adapting to new 

ways of working also present very significant challenges.  

The Towns Fund aims to address these challenges through a series of project themes:  

3.4.1.1 Urban regeneration 

Ensuring towns are thriving places for people to live and work, including by:  

▪ Increasing density in town centres. 

▪ Strengthening local economic assets including local cultural assets.  

▪ Site acquisition, preparation, remediation, and/or development; and  

▪ Making full use of planning tools to bring strategic direction and change.  

3.4.1.2 Skills and enterprise infrastructure  

▪ Driving private sector investment and small business development; and  

▪ Ensuring towns have the space to support skills and small business development. 

3.4.1.3 Connectivity  

▪ Developing local transport schemes that complement regional and national networks; and  

▪ Supporting the delivery of improved digital connectivity. 

The Towns Fund prospectus notes –  

“Without a strong economy, leisure facilities, which bring people together and contribute to the 

quality of life, have been closing in recent times. It is crucial to grow the economy of towns to 

bring back these facilities back, and drive improvements in living standards.” 

The importance of green assets was also highlighted during the difficult periods of COVID 

lockdowns and travel restrictions with an increase in use of local green assets as indoor leisure was 

restricted and travel further afield and non-essential travel was curbed.  

The Centre Vale Park project will reinvigorate one of Todmorden existing green and leisure assets, 

developing its leisure offer including tennis, bowling and providing a new Bandstand to become an 

important cultural asset to the town.  

The Centre Vale Park & Fielden Hall Projects provide outputs and outcomes associated with the 

Urban Regeneration themes of the Towns Fund. It will provide significant investment to strengthen 

key local leisure assets, offering enhanced accessible surroundings and opportunities for the 

community.  

Refurbishment of the bandstand (Grade II Listed Building) and performance area as a focal point 

for open-air entertainment directly targets another key Towns Fund Outcome Indicator – an 
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increase in number of visitors to arts, cultural and heritage events and venues. New concerts and 

activities will bring leisure spend to the economy and ticket sales to the local economy.  

The project will also provide accommodation for a growing project involving veterans. 

3.4.2 Anticipated Benefits  

The successful Towns Investment Plan describes a number of potential benefits associated with the 

specific intervention: 

▪ Increase participation in physical activity 

▪ Improve access to sports and recreation for disabled people 

▪ Increase visitors to arts and cultural events 

▪ Improve perceptions by residents, businesses & visitors 

▪ Support protection of our heritage 

 

3.4.3 Benefits calculated  

The benefits that have been quantified for the Centre Vale Park & Fielden Hall projects are:  

▪ Cultural/Leisure GVA benefit - increase in GVA based upon the direct, indirect and 

induced spend of eventgoers.  

▪ Wellbeing – Participation in Sport – increases in participation in physical activity have 

been measure based on Green Book wellbeing and health guidance.  

▪ Reduction in Greenhouse gases – calculated based on BEIS carbon values for reduction 

in current and future emissions 

3.4.4 Current Use  

Centre Vale Park is already used for multiple leisure pursuits including by walkers and dogwalkers. 

There are a range of activities currently available. These include:  

▪ 5-a-side football pitches 

▪ bowling greens,  

▪ skate park,  

▪ a cycle way,  

▪ an outdoor gym,  

▪ animal house; and  

▪ children’s play area including zip wire, a space net, an inclusive climbing unit and a fully 

inclusive roundabout  

▪ statue of John Fielden MP, celebrated for improving the working conditions of women and 

children through the Factories Act (1847) “The Ten Hours Act” 

Friends of Centre Vale Park are active in promoting use of the park and looking after it through 

regular stewardship, enabling school visits, nature walks and a promoting its history through a 

heritage trail including the history of the Fieldens, including John’s son Sam who built the Centre 

Vale school which was ultimately left to Todmorden Borough Council. 
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Centre Vale Park also hosts the annual Country Fair which was recently held again after a hiatus for 

Covid  

3.4.5 Footfall  

Current use of the park is reasonably difficult to gauge. There are few available reference points to 

go by, however there are some that can be of use.  

Since 2019, there is a parkrun at Centre Vale Park, with runners, walkers, volunteers and followers 

taking part in an organised 5k event every Saturday morning. Parkrun across the UK was 

interrupted by Covid between March 2020 and July 2021. Attendance figures for the Centre Vale 

parkrun have fallen somewhat since the pandemic, now averaging approximately 100 runners and 

walkers every Saturday morning facilitated by around 20 volunteers.  

The works Centre Vale Park Project will lead to much improved facilities in the park, which can be 

enjoyed those already using the park as described above, whilst also attracting new visitors.  

Initially additional footfall will be through a purpose visit – what the individual elements will offer to 

member users plus destination visits for room hire and club-based events activity.  

The impact then of more activity in the area to observe activities is likely to increase general 

awareness of how the park has improved and lead to incremental growth in terms of ongoing 

patronage into the area. 

The work to the Bandstand, Tennis Courts and Conservatory will generate new footfall into the 

area. 

The Bowling Pavilion has existing use, but this will increase when extended facilities are built. 

The MUGA will attract under 18s and therefore any gain in footfall from this source has been 

discounted as unlikely to add other than nominal consumer spends. 

Fielden Hall is not expected to have increased footfall as is an internal environmental improvement 

only. 

3.4.5.1 Summary of expected gain in footfall 



Calderdale Council  

Todmorden Centre Vale Park Project – Business Case 

Turner & Townsend 29 

Client Confidential 

 

3.4.5.2 Assumptions 

Bandstand 

The Bandstand is based on a specialist piece of work carried out by GTS consultants based on 15 

events per annum. There is no current footfall generated. 

This model also incorporated financial values to ticket generated income which are not applied to 

the revenue forecasts as event will be delivered by third parties.  

Bowling Pavilion 

There is existing footfall generated by Membership play.  

Figures are derived from revenue forecasts regarding increase in Members, no of matches held, 

increased casual use, new room hire, and social events use following substantive improvement in 

facilities. 
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Tennis Courts 

In view of the current state of the court existing use is discounted. 

Figures are derived from revenue forecasts regarding increase in Members, no of matches held, 

increased pay and play new room hire and social events use following substantive improvement in 

the Bowling Pavilion facilities which will be shared with the Bowling Pavilion.  

Conservatory  

There is no current use of the Conservatory. Figures are derived from revenue forecasts regarding 

Membership use- room hire, workshop use. Use of the conservatory has not been quantified at this 

stage.  

3.4.6 Methodologies and Assumptions 

3.4.6.1 Participation in Sport and Activity in Green Space  

The increase in Participation in sport has been measured for the increases in bowling and tennis 

from the figures provided above. Although data for current use of the park is limited, an estimate 

for new daily participations in activities has also been included to capture the benefit more widely 

that just users of the new pavilion and bowling facilities.  

The approach taken to quantification is based on the Wellbeing Guidance for Appraisal: 

Supplementary Green Book Guidance (2021) which is focussed on the Office for National Statistics 

approaches to measuring wellbeing. The first of these is their approach to personal wellbeing 

through the quarterly ONS4, which asks four central questions:  

▪ “Overall, how satisfied are you with your life nowadays?”  

▪ “Overall, to what extent do you feel the things you do in your life are worthwhile?”  

▪ “Overall, how happy did you feel yesterday?”  

▪ “Overall, how anxious did you feel yesterday?” 

The Guidance also lays out on community wellbeing, which is based upon and national wellbeing. 

Personal wellbeing is one of the ten domains that makes up the ONSs Measures of Wellbeing 

Dashboard to help measure National Wellbeing.  

The quantification of benefit for participation in sport and activity in nature is concerned with 

personal wellbeing and builds on Willingness-to-Pay work carried out previously as well as current 

Green Book proxy values.  

The two points of reference have been used for measurement are the Quantifying and Valuing the 

Wellbeing Impacts of Culture and Sport, DCMS April 2014, Fujiwara et al. This work builds on the 

earlier Understanding Society which has identified the annual value of participation in Sport of 

£1,124 per annum. Taking a frequency of participation 2 times a week, they estimated an average 

per participation value for the individual of £10.84.  

In addition to this, the Treasury Green Book (2022) provides high and low-level estimates for 

Indicative health savings/benefits from every physically active visit to green space. Given the 

importance of green space to both the physical and mental health, particularly magnified in the 

dealing with the consequences of the pandemic, the Upper estimate has been used for this 

quantification. Some assurance can be taken from the identified value per participation in sport sits 

within the lower and upper estimate for physically active visits to green space.  
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The assumptions used for the Participation in Sport and Activity in Green Space are included below.  

Assumption  Value Source  

Annual increase in Tennis 

users 

1,736 Council estimate 

Annual increase in 

participation in Bowling 

1,665 Bowling Club estimate  

Wellbeing value of sporting 

activity 

£10.84 Quantifying and Valuing the 

Wellbeing 

Impacts of Culture and Sport 

(DCMS 2014) 

Indicative health 

savings/benefits from every 

physically active visit to green 

space 

£14.34 Green Book (Upper Estimate) 

Indicative health 

savings/benefits from every 

physically active visit to green 

space 

£3.36 Green Book (Lower Estimate) 

Increase in visits to Park for 

sport and leisure (additional to 

tennis/bowls)  

7,300 Per annum  

Annual growth in active visits 

to the park  

2%  Per annum for 5 years after 

intervention 

Discount rate 1.5% Per Green Book for wellbeing 

benefits 

 

Deadweight has been assumed to be zero – there would be no growth to visits to the park without 

investment. A small allowance of 5% has been made for displacement for visits that would have 

taken place at an alternative green asset.  

The discounted benefit produced by the increase in participation in sport and physically active visits 

to green space is £1,893,728 
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3.4.6.2 Economic Impact of restoration of Bandstand   

Todmorden Town Deal Board commissioned a report into the economic impact of the Bandstand for 

cultural events and this had been used to quantify the benefit for this Economic Case.  

The approach taken to use research compiled by experts from the events and tourism industry, 

complied a sample programme of the number, type and size of events that might be expected to 

be held at the bandstand, and estimated likely attendance figures. These were then fed into an 

economic impact modelling process operated by independent research company Global Tourism 

Solutions to produce an estimate of income from ticket sales and what the wider benefits would be 

for local businesses and employment over a 3-year business plan. For the purposes of the Business 

Case the 3-year turnover has been used for 25/26 onwards with flat turnover assumed after year 

3.  

The modelling is based on 15 events per year, including two where the whole park is closed for 

ticketed events. It has 4 categories of event: Popular classical; brass/concert bands; contemporary 

music; and ‘other’ which is an opportunity to try out alternative forms, e.g., spoken word, comedy, 

specific cultural programming. 

For the purposes of estimating the economic impact on Todmorden, the following additionality 

assumptions were applied. 

Item Assumption Rationale 

Turnover to GVA conversion 0.3 Based on average from Annual 

Business Survey data (ONS) 

Deadweight 0% No GVA increase if Bandstand 

unrestored 

Leakage 20% To allow for some leakage, 

especially from ticket 

sales/promoters from outside 

Calderdale.  

Displacement  10% Displacement not likely to be 

high as expect new events, 

but may some element of 

competition – choosing to play 

bandstand instead of other 

venue 

 

Further details of the report are available at the Todmorden Town Deal website:  

https://www.todmordentowndeal.co.uk/bandstand-economic-impact-report/  

3.4.6.3 Carbon and energy saving – Fielden Hall  

https://www.todmordentowndeal.co.uk/bandstand-economic-impact-report/
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The Carbon saving in tCO2e has been quantified using the BEIS tables that are provided in the 

‘Green Book supplementary guidance: valuation of energy use and greenhouse gas emissions for 

appraisal’ 

The BEIS values extend to 2050 and provide low, central and high values. The high values have 

been used in this case.  The high values have been used as they are more in line with other 

Northern European comparators. This produces a quantified benefit for the expected saving of 

1.37tCO2e of £17,389.  

There is an energy saving expected of approximately 9% under the scope being taken forward. The 

saving has been accounted for in the financial case.  

3.4.7 Non-quantified benefits 

In addition to the benefits that have been quantified, there are some other benefits that will result 

from the Centre Vale Park  

▪ Footfall – there will be a wider footfall associated with the upgraded in the facilities.  

▪ Conservatory – there are plans for membership for the conservatory as well providing 

spaces with potential for hire. As plans are developed for specification and space provided 

and ability to access are decided, it should be possible to provide estimates of economic 

impact.  

3.4.7.1 Improve access to sports and recreation for disabled people 

Accessibility will be improved as part of the works on the tennis pavilion and bowling facilities. As 

design develops there is an opportunity to work further with the Accessible Calderdale Sports 

Group to maximise the potential benefits.   

3.4.7.2 Positive perception of the town 

One common goal of the Todmorden projects is to increase the positive perceptions that residents, 

businesses and visitors have of the town. The significant improvement to Centre Vale Park and 

Fielden Hall can help contribute increasing citizens positive perception.  

Work undertaken to date by the Todmorden Community Bandstand Group identifies the following 

benefits:  

▪ Boost to town’s morale through preservation of a much-loved, historically important and 

architecturally unique piece of cultural heritage  

▪ Reduced isolation, increased social well-being and improved community cohesion through 

residents’ participation in, and attendance at, a wide range of cultural events and 

celebrations 

In order to measure such an improvement, a survey of key groups and stakeholder should be 

undertaken to establish a baseline level of perception of the town. 

Stakeholder work and comments from public consultation can be taken into account. The 

Community Bandstand Group note a number of social media polls have held, including by the local 

MP, with widespread support for bringing the Bandstand back into use. Another poll run be Storah 

Architecture also saw very high support with 94% supporting restoration.  

Future engagement with park users and wider citizen group should also be scheduled and carried 

to enable measurement of perception throughout the project and in the years afterwards, to judge 

the success of the projects.  
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3.4.7.3 Heritage Benefit  

One goal of the Towns Fund award to Todmorden is to increase the number of heritage visits and 

heritage activity in the town as a whole. There is a modest amount of investment for 

environmental performance of Grade II listed Fielden Hall, the profile of Park project and increase 

in footfall will offer the opportunity to market the heritage offer and rich social history contained 

within the park.  

3.4.7.4 Veterans  

The Centre Vale project brief identifies that the project will include accommodation for a growing 

project involving veterans.  

There is potentially a significant opportunity to quantify benefit through improvement to veterans, 

with the WELLBY measure contained in recent editions of the Green Book offering a methodology to 

achieve this. The impact could be significant if numbers described in the TIP (supporting 200 

veterans) can be achieved.  

3.4.8 Summary of Quantified Benefits  

A summary of the quantified benefits is included in the table below:  

Centre Vale and Fielden Hall £ Appraisal Period 

Participation in Sport or Activity in 

Green Space  

1,893,729 15 

GVA increase Bandstand events 1,643,183 15 

Carbon Saving  17,389 25 

Total  3,554,302 

 

These are also discounted to the base date of 1 April 2022.  

3.4.9 Budget/Economic Costs  

The capital budget currently allocated to the project is £1,934,576 with the spend occurring across 

Financial Years 23/24 to 25/26.  

Any revenue impacts are thought to be nominal and where the Council has responsibility will be 

dealt with from existing budgets.  

3.4.10 Benefit Cost Ratio – Value for Money Summary  

Per the Towns Fund Stage 2 guidance, the approach taken has been to collate evidence the vfm 

case using as robust data as was available. Although some specific There is scope for general 

footfall to be assessed for overall current use of the park, so that growth in use can be measured.  
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The NPSVs and BCRs have been compiled using Benefits that are ‘in scope’ per the Appendix A 

Intervention Framework from the Towns Fund: Further Guidance June 2020. 

▪ Number of visitors to arts, cultural and heritage events and venues  

▪ Perceptions of the place by residents/visitors 

 

No minimum value for money threshold is set for Towns Fund projects. However, to follow best 

practice, all business cases must contain robust value for money assessments. If value for money 

is low, then additional justification should be provided. 

For the purposes of comparison, a guide to the BCR values for DfT projects and for similar funds 

such as the FHSF were articulated as:  

For costs and impacts that can be monetised, the BCR measures how much benefit can be 

expected for each unit of cost (investment) for example for every £1 invested benefits [a BCR]: 

1 less than £1 indicate poor VfM 

2 between £1 and £1.50 indicate low VfM 

3 between £1.50 and £2 indicate medium VfM 

4 between £2 and £4 indicate high VfM 

5 greater than £4 indicate very high VfM 

 

The Towns Fund guidance also suggests that proportionality is applied to the vfm assessments, 

depending on the capital value of the projects. 

Both Costs and Benefits have been discounted to a Base Date of 1 April 2022.  

The discount rates applied vary depending on the nature of the benefit being quantifies. Where 

there is a ‘hard’ economic impact the Green Book Social Time Preference Rate of 3.5% is used. For 

health and wellbeing benefits, the discount rate applied is 1.5% (in line with wellbeing guidance 

removing the ‘wealth effect’ element of the SPR). 

 The results are summarised in the table below:  

Centre Vale Park & Fielden Hall £ 

Discounted Benefits  3,554,302 

Discounted Costs  1,652,391 

Net Present Social/Public Value (NPSV) 1,901,911 

BCR 2.15 
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The BCR for the project is 2.15 

This indicates the project is delivering High Value for Money for the client and for the public purse.  

3.4.11 Sensitivity testing  

Sensitivities were run for two scenarios within the park. The first sensitivity was test for 33% fewer 

new physically active visits to Green Space for Centre Vale Park  

The second sensitivity was a 20% reduction in spend projections from the Bandstand over the 10-

year appraisal period.  

The results of the sensitivity analysis and the effects on the NPSVs and BCRs are included below.  

 Base Case  33% fewer new 

physically active 

visits 

20% reduction 

Bandstand income 

NPSV 1,901,911 1,555,647 1,573,274 

BCR 2.15 1.94 1.95 

 

As both are significant downside sensitivities, they naturally reduce the BCR and the NPSV. In both 

cases the BCR calculated moves below 2 and down an increment in the VfM scale, representing 

medium VfM at that level. This indicates the importance of a successful launch of the refurbished 

bandstand and importance of the promotion of additional physical activity and sport within the 

park. 

 Risk, Contingency and Optimism Bias 

The Risk Management process described later in this document has been used to calculate the 

appropriate level of project contingency. The project contingency will be robustly and proactively 

managed by the project team and controlled through the Change Control process using the correct 

governance and approvals processes.  

Optimism Bias has been incorporated into the contingencies which are between 15 and 25% across 

the programme, which is further detailed in the Financial Case. The key reason behind OB across 

the programme is the limited project information and lack of approval of statutory obligations such 

as local authority planning and listed building consent, whilst there is not any significant innovation 

or complexity in the design.  
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4 Commercial Case 

 Market Analysis 

4.1.1 Competition 

Provision of a Bandstand is a highly localised service. There is only one park in Todmorden and 

therefore competition for outdoor event-based activity is currently limited. Indoor event space is 

well provided for with the Hippodrome, Town Hall and of late, the Community College. As other 

elements of the Town Deal proposal are bought forward this may include a Town Centre event 

space. The Bandstand offer is different and lends itself to a more relaxed leisure visit and more 

suited to performers of a traditional non-amplified nature with stage and performance area 

infrastructure already in place. It can also be adapted for larger stage construction should the 

opportunity for more “festival “type activity arises, whether as a standalone venue or part of a 

combined offer across the town featuring a combination of indoor and external venues. 

The Conservatory represents a unique provision of social space for the proposed uses and 

particularly to help with providing a tranquil area for reflection, relaxation and improving mental 

health. These uses include the growing of plants, park weeding and recycling projects for a 

dedicated workshop space. There may be alternate options for hire for meeting rooms, such as the 

proposed extension of the Bowling Pavilion, however non within a setting such as a Remembrance 

Garden.  

As for both the Bowling Pavilion and Tennis Courts, there is no effective public pay and play 

provision within Todmorden. 

CVLCT is not a commercial enterprise and does not seek to operate in competition with other 

affordable housing providers, but to complement other providers. Demand for affordable housing 

far outstrips supply and rental voids are rare, so Fielden Hall is a viable project within the market. 

Other activity elements for the Hall face local competition in terms of Wedding Venue use and/or 

meeting room hire, but with onsite parking and its unique setting, current expectations are that 

use will gradually build regardless of other local offers. In terms of its environmental improvement 

focus, CVCLT aims for Fielden Hall to be an example of good practice. 

4.1.2 Target Market 

Apart from the varied range of potential event providers, Todmorden already has a known audience 

for music, cultural and festival-type events, as evidenced by the varied and wide-ranging 

programme on offer by the Hippodrome and the Town Hall Hire for a range of events; many of 

which are also supported by grants from the Town Council. The offer for the Bandstand will be 

designed to appeal to all ages, but with an emphasis is to encourage greater younger audience 

participation, particularly through hiring the facility for youth performances. To encourage use, 

Todmorden Town Council will consider apportioning some of its grant award monies specifically 

towards hire and event costs for the Bandstand by local groups.  

Whilst initial use of the Conservatory will revolve around recruiting members from within the 

individual groups into an overall membership, it is also intended to widen the interest to the 

general public by offering some form of general membership. Through this, it is also hoped to 

attract the interest of young people to use this opportunity to volunteer to help with operational 

delivery and social interaction with veterans.  

Historically, Crown Green Bowling has tended to be a pastime enjoyed by the elderly and male. 

This trend may be reflected in the existing membership at the club, however great progress has 

been made in introducing a lady’s section and encouraging youth participation by developing links 

with schools. 
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Whilst there is a higher-than-average age level participating at the Tennis Courts, the current 

profile ranges from 5 to 75. The aim is to develop links with schools (high and primary) to 

encourage younger participation. The Todmorden Tennis Club will engage with Active Calderdale to 

encourage ethnic minority, mobility impaired and other disadvantaged groups to participate in 

Tennis activities in order to promote an active lifestyle towards improving wellbeing, both mental 

and physical. 

4.1.3 Pricing Strategy 

Whilst the initial financial forecast for the Bandstand assumes a minimum initial hire fee of £15 per 

hour, this will be reviewed against demand and flexed accordingly. Where demand is high, over 

time this will be increased. For some groups, assuming a four-hour hire time (set up, take down 

and performance) £60 could still represent a barrier, but at a subsidy potentially of 50% grant 

funded by Todmorden Town Council, the initial target of Year 1 of 20 events appears to be realistic 

and not too ambitious. 

If the Conservatory is not looking to compete with larger venue providers, a low pricing strategy 

for room hire can be adopted. A £15 price point for a three-hour room hire compares well with 

other providers who are often charging more. Membership subscription will be charged annually at 

just £25 – with this membership being more about support and availability to simply drop-in, as 

well as participate in any arranged activity taking place. This price is being kept deliberately low to 

encourage participation. 

Historically, Membership fee structures for both the Bowling Pavilion and Tennis Club have tended 

to be low – the Bowling Pavilion due to the availability of ancillary income to contribute to financial 

viability; and the Tennis Club reflecting the overall level of the facility. Todmorden has so far not 

had such an opportunity to enhance these locations, therefore increasing prices has been a 

challenge – and one which the current proposals seek to overcome by increasing demand.  

Whilst an all-inclusive rental has been paid for use of the limited size Bowling Pavilion and greens 

maintenance, the club has continued to rely on Calderdale MBC to effectively subsidise costs and at 

times have needed to seek another grant support to remain financially viable. With new facilities 

capable of more social use and generating ancillary income a more realistic pricing strategy can be 

introduced towards Adult Membership Fees, while development of the Academy for under 18 

Bowlers will require reduced pricing. There is little price/volume relationship to seriously consider, 

as growth is more likely to be incremental rather than sudden. At a proposed year 1 adult 

membership fee of £45, it is not anticipated to be price sensitive – and match fees are also payable 

and there is scope to increase this over time.   

With regards to the tennis courts, new facilities capable of more social use enable a more realistic 

pricing strategy to be introduced towards Adult Membership Fees, whilst maintaining reasonable 

low priced entrance levels for Juniors and Students. Pay and play usage pricing at £6 per hour 

session based on court use of up to 4 individuals ensures there is a low-cost entry price to general 

use. If access can be controlled to identify younger users, a lower price structure could be 

introduced just for Junior use. Match fees are also payable.  

In terms of Fielden Hall, pricing for its use as a wedding venue is kept under review. Demand is 

continually increasing, so it is deliberately not positioned as the cheapest option. Its unique setting 

lends itself to consider premium pricing and potentially to price up to the point of resistance. 

Despite this, pricing for occasional room hire is kept low. 

4.1.4 Marketing Plans 
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Given the strong support though online petition to save the Bandstand, it is anticipated that social 

media will be the main promotional route to attract interest to perform from the Bandstand, as well 

to promote use, in addition to any users also promoting their event. 

The Town Council will feature a page on its website for all Centre Vale Park Projects and will also 

feature on the Todmorden Information Centre website. 

The Centre Vale Park Projects represent a strong opportunity for local businesses to sponsor 

activity. 

Desktop research indicates that there are potentially 395 companies with registered offices in the 

Todmorden area including several Small Medium Enterprises. Within the town centre envelope are 

Lidl, Morrison, and Aldi. 

Focus on attracting sponsors again revolve around a physical project being delivered but potential 

motivations for companies to sponsor are: - 

▪ Music 

▪ Community 

▪ Heritage 

▪ Local Asset 

▪ Community minded businesses 

▪ Youth Development 

 

The opportunity to engage with this project for potential sponsors can be through: - 

▪ Employees 

▪ Corporate entertaining 

▪ Quality of local life 

▪ Advertising at events 

▪ Corporate use 

 Procurement Strategy 

4.2.1 Procurement Framework 

TTC has amended its Financial Regulations to enable them to procure through   

CMBC, using their suppler network and framework agreements, where the value of works will 

exceed TTC’s usual financial level in respect of purchasing requirements. 

The use through CMBC of their existing approved supplier base may shorten the need to enter a 

full tender process. However, in terms of value for money it is proposed that at least three 

potential suppliers are approached on every project and that full tender specifications are prepared 

for all. 

Defining the work required 
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To ensure projects are properly defined in terms of construction need, full tender specifications will 

be prepared to include: - 

▪ Specification of works 

▪ Construction details 

▪ Bills of quantity and schedule of works 

▪ Building contracts defined – likely JCT Standard Contract – possible minor works. 

▪ Conditions 

▪ Responsibilities 

▪ Design team and contractor 

 

This will also include: - 

▪ Preparing documents required for tendering purposes 

▪ Tendering the project up to four main contractors 

▪ Appraise tender responses  

▪ Prepare building contract 

▪ Provision of pre- construction information including Health and Safety File  

▪ CDM oversight 

▪ Review design work by any sub-contractors involved 

 

4.2.2 Opportunity for Economies of Scale 

There are two projects that will benefit from a joint procurement approach 

▪ Tennis courts refurbishment and extension 

▪ Multi Use Games Area 

Both proposed sites are located adjacent to each other and will require similar ground works in 

respect of the base and drainage solutions. 

There is a nearby car park used by the sports centre that may be available to use as the 

construction depot. By combining these projects, it will be out of use for less time than if carried 

out separately. 

Initial research into potential providers indicates that many constructs both types.     

4.2.3 Providers of Services to tender stage 

All the projects will require Architects and or other equivalents to be used to prepare design 

drawings, seek planning and building control approvals and to take forward all tenders to be 

prepared. 

Knowledge of the projects is essential and therefore it is proposed that those providing serves to 

tender level, are also appointed to project manage delivery, including certification of works. 
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            Selection of Architects/Specialists will be based on 

a Prior appointment for design works - Pavilion 

b Specialist knowledge of a specific project -bandstand 

c Opportunity to bulk remaining projects under one commission- MUGA /Tennis/Conservatory  

4.2.4 Payment Mechanisms 

A payment schedule will be developed with each contractor. 

Construction costs will be paid on receipt of Architects Certificates.  

Depending upon how and by who the contract is placed actual payment will be made by BACS by 

either Todmorden Town Council or Calderdale MBC. 

Records of payments made, and invoice records will be maintained by Todmorden Town Council. 

4.2.5 Government Commercial Operating Standards 

Todmorden Town Council does not have any in house Facilities Management / Architectural 

Services/Surveying Services expertise. Apart from small value C £25k and less, tender writing all 

works of a capital construction nature have been outsourced. 

Whilst Calderdale MBC has such services, there are resource issues in providing this level of service 

support to individual projects. It is therefore highly unlikely to be able to aid. 

It is proposed therefore that when commissioning Architects and the like they are also contracted 

to manage total project delivery with compliance to their own professional body requirements e.g., 

RIBA stages 1 to 7. 

By outsourcing in this way, we meet the primary components of commercial activity  

▪ Defining the requirements to meet the business need  

▪ Procuring those goods, works and services from the supply market  

▪ Managing the subsequent contracts and suppliers to deliver maximum benefit to the 

organisation. 

▪  

4.2.6 Risk apportionment 

Risk for the project will be retained within the Council up to the stage of appointing contractors to 

deliver specific work packages. Assessments of construction risk will be carried out prior to contract 

award and if appropriate, risk transferred to the appropriate contractor. 

Risk will be managed by the Programme Manager and will be reported at monthly intervals as part 

of the project governance. 

Upon completion of the procurement strategy, the detailed risk apportionment will be set out 

following methodology and contract route.  
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 Commercial Strategy 

4.3.1 Delivery Mechanism 

4.3.1.1 Bandstand 

There is currently no formally constituted group to enable these ambitions to be moved forward. 

Community support for restoring the bandstand was evidenced by a 2000 signature online petition 

that was used as evidence to enable the “Save the Bandstand Group” to protect it from demolition 

though the obtaining of Grade 2 listed status. 

Give this level of support and continued interest in what progress is being made, once funding has 

been approved, including potentially the need for external grant assistance in addition to Town 

Deals Funding, focus will then be given to formally establishing a group that will help facilitate 

running the bandstand by managing its use and keeping it in good operational order. 

The formal structure has yet to be established and may be dependent upon what structure 

potential funders would expect. Given the level of community support, it is proposed to explore the 

opportunity afforded by way of a Community Benefit Society, including an initial crowdfunding call 

to enable start-up funds to be generated. 

4.3.1.2 Tennis Courts 

There is currently a formally constituted group registered as a Community Amateur Sports Club to 
enable these ambitions to be moved forward but does not protect individual members from liability. 

The Club may benefit from becoming a Charitable Incorporated Society with individual members 
being protected from a personal liability point of view. Future structure has yet to be established 

and may be dependent upon what structure potential funders would expect.  

4.3.1.3 Bowling Pavilion 

There is currently a formally constituted group to enable these ambitions to be moved forward but 

does not protect individual members from liability. Support has in recent years dwindled but 

following new committee member appointments the club is experiencing a new lease of life with 

membership substantially increasing. The Association may benefit from becoming a Charitable 

Incorporated Society with individual members being protected from a personal liability point of 

view. Future structure has yet to be established and may be dependent upon what structure 

potential funders would expect.  

 

4.3.1.4 Conservatory 

There are currently formally constituted group for Todmorden in Bloom and Friends of Centre Vale 

Park but does not protect individual members from liability. The Veteran’s Association is affiliated 

through the British Legion. There will be a need to create an overarching group “Centre Vale Park 

Conservatory Group” to agree how each group will manage its use of the facility and financial 

contribution to meeting operational costs of the facility. The new group may benefit from becoming 

a Charitable Incorporated Society with individual members being protected from a personal liability 

point of view. Future structure has yet to be established and may be dependent upon what 

structure potential funders would expect.  

4.3.1.5 MUGA 

Todmorden Town Council will manage the facility but with an agreement for daily oversight to be 

carried out by the Calderdale MBC through the adjoining sports centre. 

4.3.1.6 Fielden Hall 
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The Calder Valley Community Land Trust (CVCLT)was formed in 2014 as a Community Benefit 

Society, incorporated under the Co- operative and Community Benefit Societies Act and is a 

Registered Provider of Social Housing (RP). The society’s objects are exclusively charitable under 

English charitable law. The objects are:  

▪ to promote for the benefit of the public the conservation protection and improvement of the 

physical and natural environment  

▪ to continue for the benefit of the community the business of providing housing and any 

associated amenities for persons in necessitous circumstances upon terms appropriate to 

their means.  

CVCLT is experienced in delivery of the day-to-day activities and capital-based projects and has 

already delivered two affordable properties under the Town Deal output requirements. 

4.3.1.7 Procurement Framework 

TTC has amended its Financial Regulations to enable them to procure through CMBC, using their 

supplier network and framework agreements, where the value of works will exceed TTC’s usual 

financial level in respect of purchasing requirements. 

The use through CMBC of their existing approved supplier base may reduce the need to enter into 

a full tender process, however in terms of value for money it is proposed that at least three 

potential suppliers are approached on every project and that full tender specifications are prepared 

for all. 
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 Operational Management 

4.4.1.1 Structures 

The “vehicles” through which the groups operate are likely to be determined by what Grant funders 

require. In practical groups will need to adopt the best structure to adopt in order to maximise the 

opportunity to secure such grants. 

Based on the Grant Finders report the likely structure will be as follows. 

Todmorden Town Council will also give consideration as to how it may be able to assist groups with 

finding the right accounting and membership systems to improve their administrative capability.   

Before commitment is made by any of the groups, Todmorden Town Council will commission 

professional advice to ensure all groups are fully aware of their obligations and receive guidance on 

how to set up their new constitutions.  

4.4.2 Bandstand 

Monthly meeting to take place to update all members re: 

▪ Finances, accounts 
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▪ Bandstand bookings. 

▪ Volunteer assignments 

▪ Event Safety 

▪ Promotional activity 

▪ Social Media 

▪ Website (when in place) 

All members will bring their own areas of specialism as volunteers to help promote the use of the 

Bandstand and to consider whether they wish to organise events on their own behalf. The Group 

will encourage use of the space to promote arts, heritage and culture and where possible provide 

educational opportunities with partner schools and groups.  

4.4.2.1 Premises Management 

The facility should be relatively low maintenance given it is not anticipated as continual use and 

structurally post construction should last for around 10 years before any major refurbishment is 

necessary. 

4.4.2.2 Events Management 

The ambition is for the Bandstand Group is to act as the oversight for letting out the facility and to 

formally agree to hiring out the Bandstand for use and charging for such use. 

The Bandstand Group will be responsible for enabling access and closing down of the facility after 

each use.   

At this stage it is envisaged that event users will need to still approach Calderdale MBC to use the 

facility as entrance /egress will need to pass through Centre Vale Park. 

As such a requirement of Calderdale MBC is for an Event Safety plan to be submitted including 

confirmation of Public Liability Insurance cover in place. 

To aid this process it may that a Premises Licence is sought by either Todmorden Town Council or a 

Personal Premises Licence holder for the Bandstand Group. 

The nature of overall ownership of the park by Calderdale, but with separate land ownership of 

parts will require all parties to collectively work together to enable use of the Bandstand to be 

maximised.  

4.4.2.3 Staffing plans  

The Bandstand Group is voluntary and therefore no formal staffing requirement is needed. In 

practice it is recognised that a core volunteer group of 20 active volunteers will be required. 

Training and Instruction will be developed to ensure that all volunteers are provided with the right 

level of training needed to ensure that all volunteers are competent in what they are asked to do, 

including Risk Assessments and Method Statement for all activities carried out.  

For further information on the Operational Management of the Bandstand, please see Appendix 9. 
 

4.4.3 Conservatory 
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The members of the three groups will in their own specialism organise educational lectures, 

discussion groups and meetings on the history of the garden and the war memorials, parkland, and 

woodland. They’ll also: 

▪ Hold sessions on planting, propagation and maintaining of plants, flowers, and herbs. 

▪ Grow a variety of plants to use in area of the Town Centre, keeping the carbon footprint to 

a minimum 

▪ Promote and encourage public engagement within the three groups. 

▪ Encourage use of the space to promote arts, heritage, local military history and culture. 

▪ Provide educational opportunities with partner schools and groups 

▪ Provide a practical opportunity for veterans to engage in the workshop which will provide 

social, craft and horticultural opportunities. Rental of workshop/meeting space to local 

groups. 

Monthly meeting to take place to update all members re: 

▪ Finances, accounts 

▪ Room bookings  

▪ Volunteer assignments 

▪ Safety 

▪ Promotional activity 

▪ Social media 

▪ Website (when in place) 

The facility will require regular maintenance as use is expected to grow. Structurally post 

construction should last for around 10 years before any major refurbishment is necessary. 

Use of the existing facility will expand and therefore there will be a need to manage use of the 

facility and particularly that of energy cost given heating costs for winter growing of plants. 

Within the groups are individuals with practical knowledge. From a building perspective Todmorden 

Town Council as landowner will have the experience to call on supplier support for service if 

needed.   

4.4.3.1 Staffing plans  

The three individual groups are all voluntary and therefore no formal staffing requirement is 

needed for the wide Conservatory Group. 

With a total membership expected of over 200 members, it is not unreasonable to count on 20 

volunteers to help deliver the groups practical requirements.   

Training and Instruction will be developed to ensure that all volunteers are provided with the right 

level of training needed to ensure that all volunteers are competent in what they are asked to do, 

including Risk Assessments and Method Statement for all activities carried out. 

For further information on the Operational Management of the Conservatory, please see Appendix 

10. 
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4.4.4 Bowling Pavilion 

Monthly meetings to take place to update all members re: 

▪ Finances, accounts 

▪ Pavilion bookings. 

▪ Volunteer assignments 

▪ Event Safety 

▪ Promotional activity 

▪ Social media 

▪ Website (when in place) 

All members will bring their own areas of specialism as volunteers to help promote the use of the 

Pavilion and to consider whether they wish to organise events on their own behalf. The Group will 

encourage use of the space to promote bowling and where possible provide educational 

opportunities with partner schools and groups. For further information on the Operational 

Management of the Bowling Pavilion, please see Appendix 13. 

4.4.4.1 Premises Management 

The facility will require regular maintenance as use is expected to grow. Structurally post 

construction should last for around 10 years before any major refurbishment is necessary. 

4.4.4.2 Events/Facility Management 

Use of the existing facility will expand and therefore there will be a need to no longer just “turn up 

and play” but more, into the running of sports and social club, with potentially all week use, 

especially during peak season for both the Bowls and Tennis activities. 

Wintertime evening use of the Tennis Courts plus the likelihood of more social type events being 

held will require a wider range of volunteers to keep the venue operational, clean, and the bar and 

kitchen area serviced. 

The potential to develop as a small café will also require some “food safety” registration/training 

alongside a formal Personal Premises Licence holder for sale of alcohol.     

The nature of overall ownership of the park by Calderdale, but with separate land ownership of 

parts will require all parties to collectively work together to enable use of the Pavilion to be 

maximised.  

4.4.4.3 Staffing plans  

The Todmorden Bowls Association is voluntary and therefore no formal staffing requirement is 

needed.  

In practice it is recognised that a core volunteer group of 20 active volunteers will be required, split 

between the Bowling Association and Tennis club  

Training and Instruction will be developed to ensure that all volunteers are provided with the right 

level of training needed to ensure that all volunteers are competent in what they are asked to do, 

including Risk Assessments and Method Statement for all activities carried out.  

4.4.5 Tennis Courts 
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Monthly meeting to take place to update all members re: 

▪ Finances, accounts 

▪ Court bookings. 

▪ Volunteer assignments 

▪ Court Safety 

▪ Promotional activity 

▪ Social media 

▪ Website (when in place) 

All members will bring their own areas of specialism as volunteers to help promote the use of the 

Pavilion and to consider whether they wish to organise events on their own behalf. The Group will 

encourage use of the space to promote bowling and where possible provide educational 

opportunities with partner schools and groups. For further information on the Operational 

Management of the Tennis Courts, please see Appendix 14. 

4.4.5.1 Courts Management 

The facility will require regular maintenance as use is expected to grow. Structurally post 

construction should last for around 10 years before any major refurbishment is necessary. 

4.4.5.2 Facility Management 

Use of the existing facility will expand and therefore there will be a need to no longer just “turn up 

and play” but more, into the running of coaching programmes, club use and development of public 

“pay and play” with potentially all year-round use subject to weather restrictions. 

4.4.5.3 Staffing plans  

The Todmorden Tennis Club is voluntary and therefore no formal staffing requirement is needed.  

There is already in existence a committee of ten members. With a total membership of over 100 

members, and expected to double over time, it is not unreasonable to count on 20 volunteers to 

help deliver the club’s practical requirements. Use of the LTA’s Clubspark facility linked into access 

and floodlighting use will enable remote options to aid accessibility without physical presence.  

Training and Instruction will be developed to ensure that all volunteers are provided with the right 

level of training needed to ensure that all volunteers are competent in what they are asked to do, 

including Risk Assessments and Method Statement for all activities carried out.  

4.4.6 MUGA 

4.4.6.1 Premises Management  

New additions should be relatively low maintenance post construction. Equipment should last 

between 10 to 25 years before any major replacement is necessary. Calderdale MBC will take on 

operational delivery. 

4.4.6.2 Event use  

Use is predicted to be random with little or no formally arranged use, however, there is the 

possibility for formally agreed use by schools. 

4.4.6.3 Staffing Plans 
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The facility will be managed by Calderdale MBC. 

4.4.7 Fielden Hall 

There are two elements that require management attention:  

▪ Premises Management  

▪ Energy Efficiency Management  

New additions should be relatively low maintenance and structurally post construction, equipment 

should last between 10 to 25 years before any major replacement is necessary.  

CVCLT already has experience in managing facilities and will increase their knowledge base to 

understand the impact of the additions and how to maximize their effectiveness. 

4.4.7.1 Staffing Plans 

CVLCT has an Executive Manager reporting to a highly skilled board of Trustees who all contribute 

their time and expertise on a voluntary basis. The Hall itself is managed Fielden Centre Association, 

a local charity charged with the responsibility of managing Fielden Hall through volunteers. No 

formal staffing requirement is needed. In practice a core volunteer group of around eight active 

volunteers help run Fielden Hall. Training and Instruction will be developed to ensure that all 

volunteers are provided with the right level of training needed to ensure that all volunteers are 

competent in what they are asked to do, including Risk Assessments and Method Statement for all 

activities carried out. 

 VAT Implications 

TTC claim vat under VAT126 rules – the general principle is for the benefit of the community. 

Where ownership of assets is involved, VAT can reclaim as part of TTC normal course of business 

incurring expenditure in relation to assets owned. 

Fielden Hall is not owned by TTC and therefore clarification will be required before moving to 

procurement stage. 

The Multi Use Games Area can either be procured directly by CMBC using Town Funds or by TTC, 

but as property owners, - albeit with back-to-back arrangements for CMBC to in practice manage 

the facility – using VAT126 rules. 

 TUPE 

There are no implications in respect of TUPE. All projects are volunteer led; no employees are 

involved.  

 Ownership of Assets 

4.7.1.1 Bandstand 

Legal ownership of the Bandstand is proposed to rest with Todmorden Town Council by way of 

formal lease from Calderdale MBC as it is expected that any Grant application, if made will be by 

Todmorden Town Council. Through a formal Management Agreement, operational responsibilities 

will be agreed between Todmorden Town Council and the Bandstand Group, including financial 

obligations. 
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Should however it be necessary to devolve title to the Bandstand Group to enable grant funding to 

be obtained, allowance will be made in negotiations with Calderdale MBC to enable this to happen.  

4.7.1.2 Tennis Courts 

The Todmorden Tennis Club, subject to land sale, has agreed to contribute up to £95,000 towards 

project costs. Legal ownership of the Tennis Courts is proposed to rest with the Club itself if 

contributing this sum, through a long lease of 50 years. Depending upon Calderdale MBC 

requirements and or Fields in Trust, potentially Todmorden Town Council may need to be the 

leaseholder and to grant an underlease to the club. 

If no financial contribution, then some form of licence/management agreement will be entered into 

to provide the Todmorden Tennis Club with stability of occupation through which to develop their 

future ambitions. It is expected that any Grant application, if made will be by Todmorden Town 

Council.   

Through a formal Management Agreement, operational and financial responsibilities will be agreed 

between Todmorden Town Council and the Todmorden Tennis Club. This may potentially also 

include the Todmorden Tennis Club by way of contribution towards Pavilion running costs.  

4.7.1.3 Bowling Pavilion 

There is currently a formally constituted group to enable these ambitions to be moved forward but 

does not protect individual members from liability. Support has in recent years dwindled but 

following new committee member appointments the club is experiencing a new lease of life with 

membership substantially increasing. The Association may benefit from becoming a Charitable 

Incorporated Society with individual members being protected from a personal liability point of 

view. Future structure has yet to be established and may be dependent upon what structure 

potential funders would expect.  

4.7.1.4 Conservatory 

Legal ownership of the Conservatory is proposed to rest with Todmorden Town Council with then a 

management agreement entered into with the newly formed group for recharge of costs.  

4.7.1.5 MUGA 

The proposed area of land is owned by Calderdale MBC. Legal ownership of the MUGA is proposed 

to rest with Todmorden Town Council by way of a formal lease from Calderdale MBC, as it is 

expected that any Grant application, if made will be by Todmorden Town Council. Through a formal 

Management Agreement, operational responsibilities will be agreed between Todmorden Town 

Council and Calderdale MBC, including financial obligations. 

4.7.1.6 Fielden Hall 

CVCLT already own Fielden Hall having been gifted the freehold ownership of the Hall in 2015. 

There are no restrictions to prevent the environmental improvements proposed subject to Planning 

Permission and Listed Building Consent being obtained. 

 Planning Permission  

The Bandstand and Conservatory are unlikely to require planning permissions (same footprint) 

albeit may require some Building Control permissions. Listed Building Consent will be required for 

the Bandstand 

Fielden Hall environmental improvement proposals will require Listed Building Consent. Should they 

also seek to implement a ground source heat pump Planning Permission will also be required. 
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The Tennis Courts, MUGA and Pavilion will require Planning Permission given either extending 

footprints or creating a new footprint. The MUGA could encroach into an area adjoining a wildlife 

area. Site visits have been undertaken with the countryside officer indicating the MUGA can fit in 

without disturbance to where the wildlife area starts from.  

 Commercial Risk Appraisal 

4.9.1 Risk Analysis:  

Any permissions for development by way of extension into other existing sites and or new sites 

approval will require approval by CMBC as landowner and Fields in Trust. However, given recent 

precedent, it isn’t anticipated that there will be any objection. 

Within Centre Vale Park is also a designated flood alleviation area and therefore depending upon 

where development takes place the permission of the Environment Agency may be required, so 

once the outline scheme details are available, we intend to approach the Environmental Agency for 

permission. 

Property ownership for each of these projects except Fielden Hall which is already separately 

owned, will be by way of Community Asset Transfer into the name of Todmorden Town Council by 

way of formal lease at a peppercorn rent. Heads of terms are yet to be agree but there is strong 

intent to do so from Members at political level to Senior Management at operation level.  

Todmorden Town Council have successfully delivered a Wheelspark project requiring permissions 

from both Fields in Trust (FIT) and the Environment Agency (EA) both of which supported the 

enhancement /improvement of activity-based space in the park. Similarly, a transfer of land from 

Calderdale MBC is required, however an ‘in principle’ agreement has been given to Todmorden 

Town Council, with details of lease and terms to follow. The agreement will work along the same 

lines as the Wheelspark lease agreement.  

The Wheelspark project also involved the granting of a lease to TTC and difficult drainage solutions 

requiring an EA Permit to be given. Experience would indicate that there is a precedent set for 

similar lease terms and none of these projects present the same level of engineering challenge to 

satisfy the EA. Formal permissions for FIT and or EA cannot be pursued further until the projects 

are more developed with detailed drawings and land transfer Heads of Terms agreed.  

Another risk is the potential for planning permission not being given, however under schedule 12, 

regarding “permitted development”, planning permission is likely to be granted. 

The is also the potential for an increase in construction cost of the schemes due to the post-covid 

inflationary landscape, but we intend to mitigate this risk through early intervention to seek 

updated costs where feasible, while also considering elements of discretionary spend that can be 

removed from the project to tailor construction costs to meet budget requirements. 
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5 Financial Case 

 Funding availability 

5.1.1 Capital profile 

5.1.1.1 Capital Requirement 

Whilst it is anticipated that Tender processes will tighten down these costs it is nevertheless felt 

prudent to restate costs to deliver initial ambitions prior to making any reduction in offer. 

The initial project breakdown for capital costs as submitted with the Town Improvement Plan was 

as follows: - 

Project Estimate Cost Town Deal Funding 
Grant Funding 

Needed 

Bandstand  £500,000 £250,000 £250,000 

Bowling Pavilion £295,000 £195,000 £100,000 

Tennis Courts £150,000 £75,000 £75,000 

Multi-use Games Area £160,000 £80,000 £80,000 

Fielden Hall £150,000 £150,000 Nil* 

Conservatory £125,000 £80,000 £45,000 

Totals £1,380,000 £830,000 £550,000 

 

Following the options appraisal process and the development of the cost plan, the final estimated 

figures for the preferred scheme across all projects is as follows: 

Project Cost 

Bandstand £382,406 

Bowls Pavilion £646,259 

Tennis Courts £365,880 
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Multi Use Games Area £191,466 

Conservatory £157,314 

Fielden Hall £191,250 

Total £1,934,575 

 

Following this, a further review of the split funding split was undertaken which, following further 

understanding of match funding availability (as shown in the next section), allocates Town’s Fund 

Funding and match funding through grants per project.  

Project Cost 
Town Deal 

Funding 

Match 

Funding 

Tennis Club 

Contribution 

Total 

Bandstand £382,406 £112,406 £270,000  £382,406 

Bowls 

Pavilion 

£646,259 £546,259 £100,000  £646,259 

Tennis Courts £365,880 £140,555 £100,325 £125,000 £365,880 

Multi Use 

Games Area 

£191,466 £111,466 £80,000  £191,466 

Conservatory £157,314 £77,314 £80,000  £157,314 

Fielden Hall £191,250 £150,000 £41,250  £191,250 

Total £1,934,575 £1,138,000 £671,575 £125,000 £1,934,575 
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5.1.2 Financial Appraisal 

Table 1: Assumptions  

Project Fees 
Risk allowance 

(inc. OB)  
Prelims 

Overheads & 

Profits 

Bandstand 12.5% 15% 20% 10% 

Bowls Pavilion 12.5% 15% 15% 10% 

Tennis Courts 12.5% 10% £12,600 Included* 

Multi Use Games 

Area 

12.5% 10% £10,800 Included* 

Conservatory 12.5% 15% 25% 10% 

Fielden Hall 30%+ 20% 12% Included* 

 

*Contractors profits assumed included in budget estimate as this is based on average construction 

costs received from tenders.  

Further to this, the budget estimate has been calculated to the anticipated midpoint of the works 

on site (Q2 2024) with the project inflation level included. The percentage increase in costs 

following this methodology in terms of Tender Price Inflation is estimated at approximately 8.31%. 

5.1.3 Funding Plan 

Following to the £830,000 specifically identified, there is also a contingency figure of £308,000 

making overall Town Deal funding of £1,138,000 available for Centre Vale Projects. The purpose of 

this contingency was to recognize that individual projects depend on securing further grant funding 

and that some flexibility between projects. That principle also applies to the original Town Deal 

Funds allocated against Centre Vale Park projects at the outset. Where the likelihood of grant 

support is high, this can release further funds into the contingency for reallocation. 

Once the Business Case is approved and work commences in terms of formal project delivery, 

planning permission, design stage and tender stage ready, there is a physical project that can then 

lead to a Sponsorship and Membership drive. It is anticipated that this commences within 6 months 

of business case approval or earlier. Whilst not included in any income projections, the whole 

Centre Vale Park project lends itself to either individual or a collective crowdfunding opportunity.  

 Part of seeking revenue grant funding for capacity building, could be the appointment of a 

“Development Officer” to help volunteers deliver on each project, assist with membership drives, 

assist with marketing and promotion and to seek further lower- level grant opportunities to support 

individual group equipment needs. 
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5.1.3.1 Grant Availability and Likelihood of success 

Given that there is high reliance on obtaining additional grant funding to that of the Town Deal 

Fund, Todmorden Town Council sought quotations from several Grant Finder providers. 

Following presentations to the Project Group, “Action Planning” was commissioned to identify grant 

funders, assess likelihood of success and indicate likely maximum grant awards that could be 

secured. 

Whilst their detailed report is included in APPENDIX XXX the top line summary is as follows: - 

Project 
Low 

Value 

Medium 

Value 

High 

Value 
Total 

Potential 

total aims 

Min expected 

% 

Contribution 

Preferred 

‘Vehicle’ 

Bandstand 1 6 3 10 £300,000 50% TC, CBC 

Bowling 

Pavilion 

0 4 3 7 £100,000 30% CIO / 

CASC  

MUGA 0 2 4 6 £100,000 50% TC 

Conservatory 1.5 1.5 5 8 £50,000 0% CIO 

Tennis Courts 0.5 4.5 3 8 £100,000 0% CIO / 

CASC 

Fielden Hall 0.5 3.5 3 7 £200,000 30% CLT 

 

With 46 possible funding opportunities of which 21 are rated as high, the likelihood of securing 

additional grant funding is realistic and further supported by a table of matches in overall project 

outputs relating to the main providers’ overall project outputs. This table can be found in Appendix 

5. 
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 Income & Expenditure 

The intention of all projects is to be self-sufficient over time through income generation, however 

Todmorden Town Council have agreed to underwrite any shortfall, as per the funding model below. 

 

 

 

5.2.1 Income & Expenditure forecast  

It is anticipated that a fair proportion of revenue expenditure will be activity related e.g., as more 

activity takes place, costs will be directly related to such use e.g., utility costs. In arriving at initial 

estimates, assumptions have to be made about initial activity and a cautious approach made, 

including income generated. 

A three-year forecast for the Centre Vale Park programme is produced below, adopting this 

cautious approach. For a more detailed breakdown of income and expenditure across the individual 

projects, please find Appendices 9 to 14. 

 

5.2.1.1 Year one forecast 

Facility Expenditure Income 
Surplus / 

Deficit 

Underwritte

n by TDC 

Margin of 

Error 
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Bandstand £9,690 £9,777 £87 £6,100 £6,187 

Tennis £29,025 £25,058 -£3,967 £7,840 £3,873 

Bowling 

Pavilion 

£27,275 £25,058 -£2,217 £7,850 £5,633 

Conservatory £12,938 £11,000 -£1,938 £6,950 £5,013 

Totals £78,928 £70,893 -£8,035 £28,740 £20,706 

 

5.2.1.2 Year two forecast 

Facility Expenditure Income 
Surplus / 

Deficit 

Underwritte

n by TDC 

Margin of 

Error 

Bandstand £9,389 £10,527 £1,138 £6,457 £7,595 

Tennis £30,691 £30,385 -£306 £8,389 £8,083 

Bowling 

Pavilion 

£28,724 £28,914 £190 £8,400 £8,590 

Conservatory £14,315 £14,740 £425 £7,437 £7,862 

Totals £83,119 £84,566 £1,447 £30,682 £32,129 

 

5.2.1.3 Year 3 forecast 

Facility Expenditure Income 
Surplus / 

Deficit 

Underwritte

n by TDC 

Margin of 

Error 

Bandstand £10,726 £10,527 -£199 £6,839 £6,640 

Tennis £33,459 £35,991 £2,532 £8,976 £11,508 
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Bowling 

Pavilion 

£31,288 £31,814 £526 £8,987 £9,514 

Conservatory £16,495 £17,700 £1,205 £7,957 £9,162 

Totals £91,968 £96,032 £4,064 £32,760 £36,823 

 

5.2.1.4 TTC Revenue Support 

Todmorden Town council revenue support is limited to £25,000 in any one financial year. All 

charges met by TTC will be recharged to respective groups and it is not anticipated that all will fail 

to achieve their anticipated incomes. At £25,000, this is felt sufficient to act as a buffer as each 

group becomes more established and generated increased income levels. 

11. 

5.2.2 Risk profile 

The key financial risks in terms of capital investment are centred around the availability of match 

funding, which is yet to be fully confirmed with potential grant organisations, and the rising costs 

of construction through increased cost of materials and overall tender price inflation. The first risk 

is being mitigated through works completed and on-going to support the Town Council in accessing 

grant funding, which includes a grant finders report and allocation within the budget to support 

grant finder submissions for funding. The second risk has been incorporated into the wider budget 

for the programme, where TPI has been included at 8.1% to the mid-point of the Todmorden Town 

Deal. 

In terms of revenue affordability, the key risk is associated with the lack of evidence to support the 

capability of new groups, set-up to manage income and expenditure, to ensure that each 

component of the project is independently financially sustainable. This is being mitigated through 

the arrangements made between Todmorden Town Council and each group, alongside the 

assurance provided by the Town Council that support will be given throughout the programme and 

beyond, both in terms of experienced expertise and financial cover. 
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6 Management Case 

 Project Management Methodology 

6.1.1 Strategy 

6.1.1.1 Design Management 

The Council have engaged a multi-disciplinary commercial and design team to progress the project 

through to RIBA Stage 4.  

At time of writing, the project has been designed up to RIBA Stage 2: Concept Design.  

Figure 1: RIBA Work Stages 

 

Table 2: RIBA Work Stages 

Stage Name Description 

Stage 0  Strategic 

Definition/    

Pre-Feasibility 

▪ Identify business case and brief and other core project 

requirements. 

Stage 1  Preparation 

and Brief 

▪ Develop project objectives; including quality, project 

outcomes, sustainability aspirations, project budget, other 

parameters or constraints and develop initial project brief.  

▪ Undertake feasibility studies and review site information. 

▪ Review / update business case and brief, and other core 

project requirements. 

Stage 2  Concept 

Design 

▪ Prepare concept design, including outline proposals for 

structural design, building services, outline specifications 
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and preliminary cost information along with relevant 

project strategies in accordance with design programme. 

▪ Agree alterations to brief and issue final project brief. 

▪ Review / update business case and brief, and other core 

project requirements. 

Stage 3  Spatial 

Coordination 

▪ Prepare developed design including coordinated and 

updated proposals for structural, building services, outline 

specifications, cost information and project strategies in 

accordance with the design programme. 

▪ Review / update business case and brief, and other core 

project requirements. 

Stage 4  Technical 

Design 

▪ Prepare technical design in accordance with the design 

responsibility matrix and project strategies to include 

architectural, structural, building services information, 

specialist subcontractor design and specifications in 

accordance with the design programme. 

▪ Review / update business case and brief, and other core 

project requirements. 

Stage 5  Manufacturing 

and 

Construction 

▪ Offsite manufacture and onsite construction in accordance 

with the construction programme and resolution of design 

queries from site as they arise. 

Stage 6  Handover and 

Close Out 

▪ Handover building and conclusion of building contract. 

Stage 7  In Use ▪ Undertake 'in use' services and conclude activities within 

the handover strategy, including post occupancy 

evaluation, review of project performance and project 

outcomes. 

 

For this project, the design management will be undertaken by the external Project Manager and 

lead consultant on the external team. The role of the Project Manager in managing the design will 

include:  

▪ Design Management Plan / planning  

▪ Design Program, and progress monitoring and reporting  

▪ Oversee management and control processes including scope; cost & value management; 

QSE; design resources; communications; reporting; approvals; information & 

documentation management; and risk management  

▪ Oversee consultation and engagement with stakeholders, authorities, and utilities  

▪ Oversee the preparation and submission of design & documentation deliverables (that they 

are timely and complete) 

Design coordination will be led by the lead architect on the scheme up to RIBA Stage 4. 

Responsibilities of the design coordinator are as follows: 

▪ Conformance with the Brief, Codes, Standards, etc.  
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▪ Coordination of the design and documentation between design disciplines  

▪ Coordination of the design input of Design Consultants and Specialist Consultants  

▪ Conformance with the requirements of stakeholders, authorities, and utilities  

▪ Conformance with the approved cost plan and the Project Budget  

▪ Safe Design  

▪ Production and submission of deliverables  

The Design Coordinator is responsible for timely and complete liaison and consultation with 

stakeholders, authorities, and utilities, ensuring outcomes are incorporated into the design and 

technical documentation, whereas the Design Manager will oversee and monitor liaison and 

consultations with stakeholders.  

6.1.2 Change control 

The Council are responsible for ensuring that projects remain compliant with the Business Case 

submitted to and approved by the Todmorden Town Deal Board.  However, to facilitate flexibility in 

the delivery of projects and timely decisions, variations against Full Business Cases within certain 

tolerances will be permitted, as follows: 

Item Variation Permitted Tolerance 

Cost Towns Fund Funding None 

Cost Match Funding +/-10%  

Cost Total Project Cost +/-10% but only where variation 

impacts Match Funding 

Outputs & Impacts Project outputs, outcomes and 

impacts as stated in the FBC 

No tolerance – all changes to be 

agreed by the Town Board and 

subsequently DLUHC 

Time Key project milestones, as 

stated within FBC 

+/- 1 month, so long as project 

completion is before 31/03/2026 

 

6.1.3 Cost control 

Cost Control is the process of proactively, monitoring and controlling the expenditure on a project 

or programme to ensure that the costs do not exceed the agreed budget. Cost control includes 

estimating project costs, setting an agreed budget, and managing actual and forecast costs against 

that budget. 

Cost control is the joint responsibility of all members of the project team; however, the Cost 

Manager (CM) has specific responsibilities to manage, monitor and report on cost status throughout 

the project cycle including but not limited to: 
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▪ Agreeing the baseline budget with the Council and Project Manager 

▪ Preparing and issuing to the Project Manager, the monthly cost report including cash flow 

and cost forecast of the total final cost 

▪ Preparation of cost plans at each stage of the project 

The cost control process will support the change control procedure throughout the lifecycle of the 

project by:  

▪ Monitoring and reporting changes in the cost plan to the Project Manager and The Council 

and recommending control measures to be implemented to secure cost objectives 

▪ Advising the Project Manager of financial commitments and financial liabilities 

▪ Advising and reporting on procurement strategy and options 

▪ Advising on suitable tenderers for the building contract. Preparing recommendations for the 

client’s approval 

▪ Preparing tender pricing documents 

▪ Collating and issuing the tender documents 

▪ Checking tender submissions for errors, omissions, exclusions, qualifications and 

inconsistencies 

▪ Comparison of the budget with tender prices 

▪ Liaising with The Council, its legal advisers and the wider professional team to prepare the 

contract documents 

▪ Advising on the cost of variations prior to the issue of instructions under the Building 

Contract 

▪ Preparing valuation certificates for interim payments 

▪ Completing the final account 

6.1.4 Schedule Management 

Good schedule management gives confidence to The Council, Todmorden Town Deal Board and 

DLUHC that the time allowed for design, procurement and implementation of the project is realistic 

and viable, and that progress reports and forecasts are reliable. Schedule management is a critical 

element of NEC project delivery. It is important that the contract requirements clearly define the 

requirements relating to schedule structure, content and the information required for progress 

measurement. 

The integration with Performance Management and Reporting, and Cost Control and Change 

Control information leads to more reliable expenditure forecasts for our clients. 

6.1.5 Programme Board Approvals 

Where tolerances exceed those stated in section 6.1.2, they must be escalated to Programme 

Board for approval.  Programme Board will have authority to approve variations up to 20% from 

FBC, or variations in time of up to 3 months. 

6.1.6 Todmorden Town Deal Board Approvals 

Should projects be outside a 20% tolerance (or 3 months for time) then a new approval will be 

required from the Town Board and Accountable Body.  Requests for such approvals shall be 

informed by an updated Business Case. 
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6.1.7 Business Case Addendum 

All changes must be fully described within the business case addendum set out in the ‘Plan Project 

Management’ section of this business case. Evidence of the approval of all changes which exceed 

the above tolerances must be detailed within the business case addendum, including:  

▪ Signed approval from the programme board 

▪ Signed approval from the Todmorden Town Deal Board Chair and Sub-Chair 

▪ Evidence of approval from DLUHC in cases of Project Adjustment 

The approvals must detail the date of the change, the reasoning and the impact on project 

objectives, outputs, and outcomes.  

6.1.8 Management of Changes  

Changes will be managed in the following stages:  

▪ Stage 1 – Change Identification – The person requesting a change to advise Project 

Manager, who will issue a Change Control Form (CCF).  The Project Manager will need to be 

advised of the definition of the change and the reason for change before issuing a CCF form.  

▪ Stage 2 – Change Assessment (Post Contract Award Stage) – The CCF form will be assessed 

and reviewed.  Input from the Contractor will be collated by The Project Manager and the 

completed form sent through the approval process described above for approval/ 

rejection/comment.   

6.1.8.1 Approvals management 

As part of the next phase of development, an approvals management register will be developed. 

The approvals management register will capture and track approvals for the project, including: 

▪ Council (Programme Board) Approvals 

▪ DLUHC Approvals 

▪ Todmorden Town Deal Board Approvals 

▪ Council Service Approvals (e.g., FM, Finance, Legal) 

The purpose of the approval’s management register is to ensure that all approvals are identified, 

applied for, and received in a timely manner, so as not to affect the delivery of the project within 

the programme deadlines.  

The process for developing the approvals management register will be as follows:  

▪ Identify Scope: Review the business case, business case assurance report, and all 

statutory requirements. Consider all other Council approvals or other authority approvals 

(e.g., highways, environment agency).  

▪ Prepare the register: What the approval is, who is responsible to prepare documentation, 

timings required for approval, what is the status of the approval and the current action 

related to the approval. 

▪ Liaison and Monitoring: Issue the approvals register to the project team to ensure 

members are aware of their responsibilities, track the register and update as the project 

progresses including any conditions of approvals.  
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6.1.8.2 Current Status and Business Case Addendum requirements  

The Current status of the Todmorden Centre Vale Park project is as follows: 

 

Where Green is currently approved, Orange is yet to be approved.  

Whilst this document highlights the strategic case supporting the project, and determines good 

value for public money, it is essential that during the further development of project designs that 

the Council and the Todmorden Town Deal Board are given another opportunity to submit final 

approvals before any construction takes place.  

This is primarily due to: 

▪ Uncertain funding affordability based on current designs 

▪ Uncertain procurement strategy 

▪ Uncertain prices due to tender price inflation 

▪ Uncertain conditions due to there being significant surveys still to be completed 

There is a healthy contingency and optimism bias placed on the capital costs of the scheme, and as 

the project designs and knowledge develop this can be reduced significantly, making the project 

more viable for the Council.  

However, the final cost of the scheme to deliver the Town’s Fund outputs cannot be fully 

determined until the construction market is engaged during RIBA Stages 3 and 4.  

As a result of all this, it is essential that an update to the business case is programmed to take 

place twice, initially following final RIBA 3 designs, which will: 

▪ Prepare for the procurement following the Council approved procurement strategy 

▪ Confirm the funding and affordability based on the preferred option  

▪ The detailed management plan for delivery 

Following the successful approval of the RIBA Stage 3 designs, supported by the business case 

addendum described above, a subsequent approval must take place following completion of RIBA 

Stage 4 designs, which can: 



Calderdale Council  

Todmorden Centre Vale Park Project – Business Case 

Turner & Townsend 65 

Client Confidential 

▪ Set-out the outcome of the procurement process 

▪ Set out the detailed ownership and long-term operational management structure 

▪ Provide a final check on affordability and Value for Money 

▪ Set-out the full contract details to outline specifically the apportionment of risk and 

payment mechanisms 

▪ To provide a comprehensive understanding of the baseline (in terms of impacts and 

outcomes) to support a full benefits realisation plan 

The RIBA Stage 3 and 4 Business Case Addendums will require formal approval from Calderdale 

Council, however key outputs will be presented to the Town Board for feedback via the Programme 

Manager.  

It will be the recommendation of this document that the Todmorden Town Deal Board and 

Calderdale Council approve the next stage of design, under the condition that both a RIBA Stage 3 

Business Case Addendum and RIBA Stage 4 Business Case Addendum are brought forward for 

approval alongside the designs.  

6.1.9 Framework 

6.1.9.1 Governance framework pre-delivery 

Central to the delivery of the scheme is a robust governance framework. The management, 

governance, and monitoring arrangements will ensure the scheme continues to receive support at 

a senior level and the momentum required to deliver as planned. The governance is predominantly 

delivered as part of the wider Council project management structures.   

Project Management Framework 

Todmorden Town Council in agreeing to be the Sponsor have in place existing financial project 

management expertise to oversee the receipt of funds (Town Deal as well as additional grants and 

defrayment of expenditure for these projects and already has a fully transparent process in place 

for existing Town Council expenditure.  

TTC has existing Financial Regulation in place which have been amended to incorporate 

procurement through Calderdale MBC. The Procurement Policy that will apply to these projects is 

detailed in Appendix 4. 

In agreeing to take ownership of land TTC has precedent in securing favourable lease terms when 

taking forward the construction, including not only financial management, but also procurement 

and construction delivery. 



Calderdale Council  

Todmorden Centre Vale Park Project – Business Case 

Turner & Townsend 66 

Client Confidential 

TTC does not intend to manage these facilities post construction but intend to remain with some 

oversight through the following structure including an overarching “not for profit” Delivery Group.  

  

Further information for the governance of each specific project and facility management 

arrangements can be found in the appendices 9 to 14. 

Todmorden Town Deal Board 

The Town Deal Board will oversee the delivery of the Town Deal for Todmorden.  It will provide 

strategic oversight of the delivery of the Town Deal. Specific tasks it will undertake will include:  

▪ Approve the prioritisation of projects within the Town Deal funding limits  

▪ Agree the Assurance Framework (this document) that will govern the delivery of the Town 

Deal  

▪ Approve all projects, via the review of Final Business Cases  

▪ Review and approve the project evaluation reports (projects and programme wide)  

▪ Receive reports on the progress of the Town Deal implementation, review these and make 

requests via the Programme Board for further information or suggest actions.  

 

Programme Board  

The Programme Board for the Todmorden Town Deal (the Programme Board) is an operational 

group of accountable body officers charged with overseeing the delivery of the Todmorden Centre 

Vale Park programme.  
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The Programme Board will meet one week in advanced of each Todmorden Town Deal Board 

meeting, more frequently if required.  These meetings will be recorded with the minutes logging 

decisions.  The minutes and papers for these meetings will not, by default, be sent to the 

Todmorden Town Deal Board members but would be made available upon request.  

Specific tasks to be undertaken by the Programme Board include:  

▪ Making recommendations to the Todmorden Town Deal Board regarding the approval of 

Final Business Cases.  

▪ Overseeing the issuing of grant contracts to project sponsors  

▪ Reviewing all papers (including decisions and recommendations made) from the Programme 

Office to the Todmorden Town Deal Board  

▪ Reviewing all monthly reports and making requests of Project Sponsors to address issues as 

they arise  

▪ Overseeing Highlight report production for the Todmorden Town Deal Board, and escalating 

important issues for the consideration of the Todmorden Town Deal Board  

▪ Ensuring the programme’s MHCLG reporting requirements are met  

▪ Ensuring the Todmorden Town Deal projects proceed in accordance with the accountable 

body’s own standing-orders  

 

Membership of the Programme Board will as a minimum include:  

▪ Nominated service lead from the Council (Chair)  

▪ Capital Programme Manager, the Council  

▪ Todmorden Town Deal programme manager  

▪ Financial officer  

▪ Other officers involved in the delivery of the projects, including external sponsors, will be 

asked to attend as the need arises.  

▪ The Programme Board meetings will be one week prior the Todmorden Town Deal Board, 

this will ensure papers and information reviewed is as up to date as possible for the 

Todmorden Town Deal Board.  

Programme Manager    

A Todmorden Centre Vale Park Project Programme Manager will be provided by the Council.  Their 

role will be to ensure the smooth running of the Todmorden Town Deal Board and Programme 

Board (including provision of secretariat duties), appoint an independent Business Case Advisor, 

appoint a Programme Evaluator, coordinate receipt of all monitoring reports from project 

managers, complete all financial returns and monitoring submissions to MHCLG, and maintain 

programme level monitoring information (programme, budget, risk register etc).  The Programme 

Manager will be the day-to-day contact for the Todmorden Town Deal Board chair, Programme 

Board chair, project managers and MHCLG officers.  

Project Sponsors  

Each project will have a nominated project sponsor (which will be an organisation rather than an 

individual).  The project sponsor, Todmorden Town Council, will be responsible for the completion 
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of the project business case, dependent on procurement decision (if the sponsor is to procure their 

own services or act as advisory to Council’s own procurement) they will sign the grant funding 

agreement to be issued by the Council, receive grant, and defray project expenditure, and 

complete all monitoring and evaluation requirements of the Council. They will be the day-to-day 

contact with for the Programme Manager and attend Programme Board Meetings and Todmorden 

Town Deal Board Meetings if requested.  
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Figure 2: Pre-delivery governance structure 
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6.1.9.2 Governance Framework: During Delivery 

During delivery, meaning following the final approval of the scheme following the relevant 

submissions of planning documentation, tender documentation and business case addendum 

documentation, there will be a more focussed governance structure to enable the Council as lead 

sponsor to deliver the scheme successfully against programme and budget.  

 

Figure 3: Governance Structure during delivery 

6.1.9.3 Use of external consultants 

Todmorden Town Council have already procured, via Calderdale Council’s own framework and other 

public sector frameworks, the following services to develop the business case: 

▪ Project Management 

▪ Cost Management 

▪ Landscape Architecture 

▪ Architecture 

As the project progresses through to the detailed design phase, a further procurement exercise will 

be required, which will build a multi-disciplinary team working on behalf of the Project Sponsor.  
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Figure 4: Delivery Team Governance 

 

6.1.10 Plans 

TTC will be responsible as “Sponsor” for ensuring all aspect of these projects are delivered on time 

and in budget. 

Milestone Detail Expected Completion 

Heads of Terms TTC to be responsible for 

negotiating Heads of Terms to 

arrive at Agreement to Lease 

to enable construction activity 

to commence and Lease 

Terms to be entered into post-

construction.  

December 2022 

Procurement of professional 

teams 

TTC responsible for developing 

specification and leading on 

procurement of architects, 

project managers, surveys 

etc. 

December 2022 

Design programme  March 2023 
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Planning submissions TTC responsible for 

submission of all planning 

applications to the Local 

Authority and other agencies 

March 2023 

Grant submission TTC responsible for appointing 

grant finder and bid 

submissions 

March 2023 

Planning approval  July 2023 

Tender specification TTC responsible for all 

procurement activities 

July 2023 

Tender Submission As above August 2023 

Evaluation As above September 2023 

Appointment As above September 2023 

Mobilisation As above August 2023 

Construction programme 

(across all projects) 

 July 2024 

 

Further programme activities for each individual project are including the Centre Vale Park Project 

Overview Plan included in Appendix 1. 
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 Change Management Methodology 

Change management is the process, tools, and techniques to enable an organisation, its people, 

and its partners to achieve their desired state and business outcome.  

6.2.1 Strategy 

The change management approach for this project and all projects across the Todmorden Town 

Deal Board will follow a three-step process: 

▪ Assess 

▪ Develop 

▪ Deliver 

6.2.1.1 Assess 

The Assess step requires an assessment of the project, its change impacts, its stakeholders, and 

the readiness of the organisation. It should identify any significant risks from the outset which the 

change process should mitigate.  

Project / Programme impacts 

The following are the expected impacts to the area that can be attributed to this project: 

▪ Reduction in % of population with long-term health or disabilities 

▪ Reduction in suicide rate per 100,000 

▪ Increase in visitor numbers from outside of Calderdale 

▪ Increase in working age population 

▪ Increase in spend from visitors 

Stakeholder analysis 

At a high level, the following key stakeholders have been assessed in terms of interest and 

influence:  

▪ Todmorden Town Deal Board 

▪ Programme Board (Calderdale Council)  

▪ Calderdale Council Services (e.g., FM, Finance, Legal) 

▪ Todmorden Residents 

High Influence / Low Interest (Keep 

Satisfied) 

High Influence / High Interest (Engage 

closely and influence actively) 

▪ Calderdale Council Services 

▪ Tennis Club 

▪ Bowling Club 

▪ Friends of Centre Vale Park 

▪ Todmorden Military Veterans 

▪ Todmorden Town Council 

▪ Programme Board 

▪ Todmorden Town Deal Board 
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Low Influence / Low Interest (Monitor) Low Influence / High Interest (Keep 

informed) 

 ▪ Todmorden Residents (inc. Youth 
Panel, Sustainability Panel) 

 

6.2.1.2 Develop 

The develop stage of change management relates to setting out the organisational readiness plan, 

the communication plan, and the stakeholder engagement and management plan. 

The Centre Vale Park Group will seek to build on the positive support it already receives as 

individual groups from the public and through a combination of web site, social media and face to 

face to encourage use of the facilities and sign up for memberships. 

The Bandstand group will seek to build on the positive support it achieved as a lobbying group to 

save the Bandstand resulting in not being given Grade 2 listed status. 

The Centre Vale Conservatory Group will seek to build on the positive support it already receives as 

individual groups from the public and through a combination of web site, social media and face to 

face encourage use of the facility and sign up for membership. 

The Todmorden Bowls Association will seek to build on the positive support it is receiving from the 

public and to capitalise on interest expressed as casual user take the opportunity to experience. 

The Todmorden Tennis Club will seek to build on the positive support it is receiving from the public 

and to capitalise on interest expressed as casual users take the opportunity to experience. 

Community engagement activities to date 

Several public meetings of the “Save The Bandstand Group” were held in 2019 which resulted in a 

2000 signature petition (written and online support) with the local MP support also obtained. Once 

the Business Case is approved and more detailed plans are available it is proposed to hold an initial 

open public meeting about the Town Deal Funded Centre Vale Park Project plans including the 

Conservatory, Bowling Pavilion and Tennis Courts projects where each respective group will have 

the opportunity to present their own ideas and encourage recruitment to their group. 

On-going communication with Todmorden Town Board 

As set out in the project management plan, both the Todmorden Town Deal Board and the 

Programme Board will continue to meet monthly throughout the lifecycle of the project. At each of 

these meetings, the Programme Manager and, when appropriate, members of the delivery team 

such as the Project Manager and Landscape Architect (Design Coordinator) will attend meetings to 

inform on progress or escalate any key risks.  

End of Stage and other key gateways 

As part of the project management plan, key gateways have been set out to ensure that the High 

Influence and High Interest stakeholders are kept well informed and have an ability to feed into the 

project at key stages. Several the gateways, included below in bold, will give stakeholders the 
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ability to approve or reject the outcomes, whilst the RIBA Stage gateways will enable the 

Todmorden Town Deal Board to inform the designs and feedback on the outcomes from the 

construction.  

▪ End of RIBA 3 

▪ Procurement Strategy 

▪ Submission of Business Case Addendum 

▪ End of RIBA 4 

▪ End of RIBA 5 Construction Programme 

 

Public Engagement 

The engagement with Todmorden Residents will be key to the project’s success. As with all 

construction projects which require planning approval, residents will be consulted through the 

statutory planning consultation process.  

The principles of public consultation are: 

▪ Make it timely 

▪ Make it inclusive 

▪ Make it community-focussed 

▪ Make it interactive and deliberative 

▪ Make it effective 

▪ Make it matter 

The Todmorden Town Deal Board features representatives from the community who’ve been 

working on the project since its inception. Alongside this, several community events have taken 

place, led by either the Todmorden Town Deal Board or Calderdale Council as lead sponsor and 

accountable body on the programme.  

It will be a key priority throughout the development of the project that the Todmorden Residents 

are regularly kept informed and subsequently bought-in to the process, enabling a perception of 

interest and influence in the long-term ambition of the project.  

6.2.1.3 Deliver 

The deliver stage of the change management strategy is to set-out the approach to sustaining the 

change. Generally, it is a crucial stage within the transformation as the organisations people and 
processes can revert to old ways of working. 

Given that the change impacts for this project in terms of organisational readiness have been set 

from the outset as limited, it is not necessary to fully define at this stage the methods of sustaining 

the change.  

6.2.2 Framework 

The Programme Manager will assume full accountability for the delivery of the change management 

strategy.  
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The Programme Manager will feed in to both the Programme Board and the Todmorden Town Deal 

Board at each opportunity to update on progress and highlight any risks in terms of management 

of stakeholders and communications.  

The responsibility for delivering the communications and engagement strategy will sit with the 

Project Manager, with specific communications to be undertaken by relevant design team members 

where appropriate.    

6.2.3 Plans 

Milestone Responsibility Date of Completion 

Monitoring and Evaluation 

workshop 

Programme Manager 02/09/2022 

Todmorden Town Deal Board Chair of the Todmorden Town 

Deal Board 

Monthly 

Programme Board Programme Manager Monthly 

Public Planning Consultation Project Manager  

 

 Risk Management Methodology 

6.3.1 Strategy 

This section of the Management Case covers the risk management strategy and its associated 

processes. Within the context of this scheme, a risk is defined as an event that poses a significant 

threat or opportunity to the project’s delivery, in terms of cost and time. The risk management 

strategy describes the specific risk management techniques and standards to be applied and the 

responsibilities for achieving an effective risk management procedure. The strategy follows the 

principles given in the HM Treasury Orange Book. 

For the Towns Fund works, a systematic approach has been adopted to risk management, to 

understand the scale and likelihood of each identified risk, and to put a strategy in place to manage 

them through each project stage. This methodology is in line with the Council’s Corporate Risk 

Management Policy and adopting it will help to achieve the scheme’s overall objectives. 

The Programme Manager will develop the Risk Register and identify those elements of the project 

plan that require immediate attention. The risk register will also allocate risks when the main 

Contractor tender is being prepared and reviewed. The residual risk can then be correctly allocated 

to the Council or the contractor. 

The key project risks are outlined in the risk register as attached within Appendix N, identifying the 

likelihood and impact of each risk. Risks are to be managed through regular reviews of the risk 

register and identification of potential risks to the project. The project will implement a hierarchy of 

risk management that aims to eliminate risks where possible, then mitigate any impacts of 

foreseeable risks. This will be done formally at project site meetings and Project Board meetings.  
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Updating the risk register will be an ongoing process, requiring the following steps: 

Initiate: The initiation stage defines the project context and the objectives of the risk management 

process. It establishes what level of risk management is appropriate and the approaches that 

should be taken. A key output of this stage is this Risk Management Strategy, which details how 

risk will be managed throughout the project lifecycle. 

Identify: The early identification of potential risks is critical in providing for its effective 

management. Risks will be identified using the following tools and techniques: 

▪ Risk workshops, which will be held quarterly (as a minimum) throughout the project 

▪ At regular client and project meetings, through a standing “risk” agenda item  

▪ Through early warning notifications made by any member of the project team to the Project 

Manager 

When a risk is identified, its cause and effect must also be stated, using the terminology: 

“There is a risk of x, as a result of y, which will lead to z” 

Where “x” is the risk, “y” is its cause, and “z” the effect. 

Once a risk has been identified it will be recorded on the Programme or Project Risk Register. 

Each risk will be assigned an owner. A risk owner is the person or organisation responsible for 

management of a specific risk and implementing any mitigation actions or contingency plans. Risk 

owners will also be responsible for reporting on risk and mitigation updates in risk workshops.  

Assess: The relative significance of identified risks is assessed using qualitative techniques to 

enable them to be prioritised for further attention. The qualitative assessment of risk allows for 

easy identification of which risks are more likely to have the greatest impact on project 

deliverables, and therefore help to focus resource on appropriate mitigation measures. 

Each risk will be scored twice: for the probability of the risk materialising and its impact on 

programme and cost. A score of low, medium, or high will be assigned to each. 

Probability and impact scores are then multiplied to provide an overall RAG risk rating. These 

scores will allow risks to be prioritised, noting the higher the rating the greater the risk is perceived 

to be. 

Plan Responses: The following responses should be considered in terms of managing identified 

risks: 

▪ Avoid – where risks are beyond acceptable tolerances, the specific activity that the risk 

relates to may be terminated. 

▪ Reduce – mitigation actions are taken to reduce the likelihood of the risk, or the effect of 

the risk. 

Cause Risk Effect
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▪ Transfer – transfer ownership of the risk to another party.  An example would be through an 

insurance policy. 

▪ Accept – the risk is tolerated if the likelihood of a risk occurring is assessed as very low 

and/or the assessed impacts are small. The risk should continue to be monitored to ensure 

any such assessment does not change. 

Implement Responses: A residual risk is what remains after risk responses and mitigations have 

been implemented.  

At the end of each key project stage the team will review residual risks and agree appropriate 

contingencies that should be held. The size of any contingencies must be relevant to the qualitative 

assessment of risk. Such contingencies will be recorded in the project cost plan or programme, as 

appropriate. 

Where there is no residual risk, a risk can be closed. Records of closed risks will be maintained on 

the project risk register, and the project manager will review periodically to ensure that the risk 

status remains closed. 

Risks will be communicated using the following project management products:  

▪ Highlight Reports  

▪ End Stage / Project Reports 

6.3.1.1 Risk Management Tools  

Risk Registers: Risks are identified and documented in the risk register. The Current Risk Register 

for the programme is included in APPPENDIX XX. 

Project Sponsors and the Programme Manager will maintain the live Risk Registers for the projects 

and overall programme, formally updating its monthly and issued as part of the regular reporting 

cycle. This register will be created through risk workshops to highlight the potential risks 

throughout the project and will be updated and monitored regularly. Mitigation measures will be 

identified and logged with the associated risks.  

For residual risks, any appropriate contingencies will also be recorded on the risk register, which 

could include financial, time or quality contingencies. 

6.3.2 Framework 

The Programme Manager will be accountable for the risk management across the Calderdale 

Council projects, with the Project Manager leading in responsibility for maintaining and 

communicating risks.  

Significant risks, alongside mitigation strategies, residual impact assessments and suggested 

responses will be escalated to the Programme Board for approval. 

Where a risk response is acceptance and the impact creates a change greater than the tolerances 

set out in the project management strategy, then changes must be reported to the Todmorden 

Town Deal Board and subsequently approved by DLUHC.   

6.3.3 Plans 

Risk workshops will be held monthly to review the risk register, which is to be updated regularly 

and will be the responsibility of the Project Manager to maintain. Significant risks for escalation will 

be reported at the next available programme board meeting.  
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 Benefits realisation, Monitoring and Evaluation 

6.4.1 Strategy 

Towns Fund Monitoring and Evaluation Guidance states: 

“Monitoring and evaluation (M&E) are closely related, and a typical evaluation 
will rely heavily on monitoring data. Evaluation is a systematic assessment of the 

design, implementation, and outcomes of an intervention (e.g., programme or 
project). It involves understanding how an intervention is being, or has been, 

implemented and what effects it has, for whom and why. It identifies what can 

be improved and estimates its overall impacts and cost-effectiveness.” 

The Town’s Fund overall approach for M&E is that it will:  

▪ Allow an impact evaluation, as well as assessing how and why those impacts were achieved 

▪ Produce an integrated picture of both Towns Fund Project and Future High Streets Fund 

results, whilst enabling comparison and learning from the differences. 

▪ Allow evaluation and learning to be shared throughout the programme and at programme 

end, as well as ongoing monitoring and learning.  

▪ Use a mixture of methods, including quasi-experimental design and contribution analysis as 

well as being grounded in an overarching theory of change.  

▪ Include some standardisation and fixed requirements, to enable comparison and 

aggregation, while allowing for flexibility.  

6.4.1.1 Approach 

Town’s Fund Theory of Change 

Figure 5: Town's Fund Theory of Change 
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The Town’s Fund Theory of Change (ToC) sets out causal pathways to achieving the fund’s 

objectives, as well as the underlying assumptions. It includes five levels from: 

▪ Activities undertaken (Level 1) 

▪ Through to outputs they deliver (Level 2) 

▪ The outcomes achieved (both intermediate and longer term – Levels 3 and 4) 

▪ The targeted impact (Level 5).  

Each level includes assumptions underpinning success at different points.  

The Programme Manager, with support of Project Sponsors and the wider external support, will be 

responsible for collecting data at Levels 1-4:  

The Programme Manager will be required to report on Levels 1 and 2 every six months and Levels 

3 and 4 once per annum via the monitoring form. The initial draft of this form which has been 

submitted to DLUHC is included in Appendix 18. 

6.4.1.2 Post-project evaluation 

It is essential that reviews of projects are undertaken to identify best practice, capture lessons 

learnt and most importantly to address those areas of underperformance, whether it be our people, 

our processes, or our systems. 

The key aims can be defined as follows: 

▪ To help deliver continuous improvement 

▪ To Identify best practice across the project team and areas of improvement 

▪ To capture where innovation has been delivered 

▪ To capture where tangible benefits have been delivered 

▪ To promote collaborative working 

▪ To capture lessons learnt 

6.4.2 Framework 

The Programme Manager will be ultimately accountable for the monitoring and evaluation across 

the Todmorden Centre Vale Park Project.  

For this project, responsibility for regular and timely reporting will fall to the Project Manager. 

DLUHC issued reports will be drafted and submitted by the Project Sponsor to an external 

Monitoring and Evaluation lead, who will collate and submit to the Programme Board via the 

Programme Manager.  
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6.4.3 Plans 

6.4.3.1 Town’s Fund reporting requirements 

ToC Level The Programme Manager will report 

on: 

When 

Level 1 

Inputs & Activities 

▪ The amount spent directly on 

project delivery (either local 

authority or implementation 

partners) 

▪ The amount of co-funding spent on 

project delivery (private and public) 

▪ The amount of co-funding 

committed (private and public)  

▪ The percentage of projects starting 

on time according to contract 

Semi-Annually through the 

monitoring form 

Level 2 

Outputs 

▪ The number of temporary full-time 

jobs supported during project 

implementation 

▪ The number of projects successfully 

completed 

▪ The percentage of projects 

completed within budget 

▪ The percentage of projects 

completed on time 

Semi-Annually through the 

monitoring form 

▪ The number of staff in the 

regeneration team at the local 

authority 

▪ The amount budgeted for economic 

development teams and functions 

▪ Project specific output indicators* 

Annually through the 

monitoring form 

Level 3 

Intermediate 

Outcomes 

Self-assessment on: 

▪ Leadership and Vision 

▪ Delivery capacity and capability 

▪ Financial viability and ability to 

attract investment 

▪ Accountability, collaboration, and 

responsive governance. 

Please note that the collection of qualitative 

data is for learning purposes only and will 

not be used for performance management. 

Annually through the 

monitoring form 
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Level 4 

Outcomes 

▪ The number of full-time equivalent 

(FTE) permanent jobs created 

through the projects 

▪ The number of full-time equivalent 

(FTE) permanent jobs safeguarded 

through the projects 

▪ Year on Year monthly percentage 

change in footfall 

Annually through the 

monitoring form 

 

6.4.4 Project outcomes 

The following outcomes are expected through the delivery of the project, and will be tracked using 

the following methods: 

6.4.4.1 Improved perceptions of place by residents, businesses & visitors  

Perceptions of Place surveys will be collected annually both at the park and across the wider town, 

providing a baseline in 2022/23 and continuing until completion of the full programme in 2025/26. 

6.4.4.2 Increase in visitors to arts, cultural & heritage events / venues 

The Project Sponsor will, within its agreements with park groups (e.g., Tennis Club, Bowls Club, 

Friends of Centre Vale Park and Todmorden Military Veterans) to agree on a full baseline of pre-

works footfall to the park. This can also be supported by placing footfall counters on key entrances 

between the park and the town centre. A baseline will be provided in 2022/23 and annual collation 

of data will take place until the final programme completion in 2025/26. 

6.4.4.3 200 veterans supported 

The Project Sponsor will work with Todmorden Military Veterans to track the numbers of veterans 

attending meetings and other events within the conservatory and across the wider park. As this a 

new service, no baseline will be required, and tracking will begin following completion of the works.  

6.4.4.4 Increase in participation in physical activity 

As set out in the economic case, increases in physical activity can have a direct impact on 

wellbeing. In order to track activity, the Project Sponsor will collate responses through a simple 

template from the key groups (Tennis, Bowls). Due to the difficulty in tracking usage of the MUGA, 

a proxy could be used against footfall figures, however the likelihood of accuracy is low.    

6.4.4.5 Reduced C02 emissions  

Working with Calder Valley Land Trust, the operators of Fielden Hall, the project sponsor will 

submit annual kWh used figures from Fielden Hall. As part of the development of the feasibility for 

energy reduction interventions, a baseline has already been developed.  

6.4.4.6 Reduced housing inequality 

As the affordable housing provision has already been completed successfully, it would be 

unnecessary to implement any monitoring or benefits realisation processes for this objective.  
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7 Summary and recommendation 

The strategic case shows the projects alignment with local, regional and national policy. It 

highlighted that there was significant case for change on the Canalside and Thornton Square, 

where the local environment is proving to be a serious limitation for the town to realise its cultural, 

historic and commercial identity.  

The economic case proved high value for public money, creating significant benefits for the local 

community through GVA benefit from culture and leisure activities, Wellbeing through participation 

in sport, and a reduction in greenhouse gases. 

Whilst the preferred option has been estimated to cost more than initially anticipated, the project 

has a lot of scope to achieve grant funding to meet the shortfall. 

The commercial and management cases have set out a viable delivery strategy, and through the 

continuous development of project information during RIBA 3 and RIBA 4 designs, there will be 

further opportunities for the Council to engage with the project and provide assurance that the 

long-term deliverability and sustainability of Centre Vale Park is guaranteed.  
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8 Appendices 

ID Document title Link 

1 Centre Vale Park Project Overview Plan 

1. Centre Vale Park 

Project Overview Plan.pdf
 

2 Fielden Hall Energy Report 

2. Fielden Hall 

Energy Report.xlsx  

3 Fielden Hall Feasibility Study 

3. Fielden Hall 

Feasibility Study 22 06 20.pdf 

4 Centre Vale Park Project Procurement 

4. Centre Vale Park 

Project Procurement.docx 

5 Centre Vale Park Grant Finder 

5. Centre Vale Park 

Grant Finder Report.docx

6. Centre Vale Park 

Grant Finder Report.docx 

6 Bandstand Options Appraisal 

7. Bandstand 

options appraisal.pdf 

7 Bowls Pavilion Feasibility Report 

8. Bowls Pavilion 

Feasibility Report.pdf 

9. Bowls Pavilion 

Feasibility Report.pdf 
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8 Tennis Courts and MUGA Design Feasibility 

10. LSUK 22 0323 01 

Survey on OS.pdf

11. LSUK 22 0323 02 

Block Plan on OS.pdf

12. LSUK 22 0323 03 

Tennis NE Elevation.pdf 

13. LSUK 22 0323 04 

MUGA SW Elevation.pdf

14. 

LSUK.22-0323_FES_MUGA.pdf

15. 

LSUK.22-0323_FES_Tennis Courts.pdf 

9 Bandstand Business Plan 

16. Bandstand 

Business Plan.pdf  

10 Conservatory Business Plan 

17. Conservatory 

Business Plan.pdf  

11 Fielden Hall Business Plan 

18. Fielden Hall 

Business Plan.pdf  

12 MUGA Business Plan 

19. MUGA Business 

Plan.pdf  

13 Bowling Pavilion Business Plan 

20. Bowling Pavilion  

Business Plan.pdf  
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14 Tennis Courts Business Plan 

21. Tennis Courts 

Business Plan.pdf  

15 Logic Model  

16 Equalities Impact Assessment  

17 Centre Vale Park full project budget 

estimate 

 

18 Monitoring & Evaluation Plan  

 

 

 


