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1
Introduction

1.1 Purpose of the document

The Project Initiation Document (Lite) consolidates information required regarding the  fundamental aspects of the project and is the basis against which the project is evaluated and prioritised.
1.2 Executive Summary

1.2.1
In recent years the garage stock across the District has been refurbished and upgraded on a phased basis. Of the 1250 garages in the stock there are around 330 that are left unrefurbished. Previously it is thought these refurbishments were paid for by a series of individual capital bids, in order to keep each refurbishment phase within manageable proportions, as advised by the then TRDC Finance Director. It is considered that the garages should now be all covered by a single bid, with spending split over 2 years in order to a) keep decanting to a manageable and less disruptive level and b) to alleviate the need for a further bid in future years. These remaining garages would then be brought up to a good standard. 
1.2.2
It is proposed that 165 garages are refurbished in 2018 at an estimated cost of £400K with the remainder carried out in the following financial year at a similar cost. The garages will then be returned in a good secure state. This will be of significant benefit to the existing tenants and will hopefully attract new tenants, in turn bringing increased revenue to TRDC. In addition the refurbished garages will bring a much improved aesthetic benefits to the local communities.
1.2.3
The works will be planned and managed throughout by the in-house Building Surveyor with support from other Property Services staff, This will bring a not insubstantial saving on previous phases due to these elements having been outsourced.
1.3 Project Objectives

1.3.1
To provide good quality, secure garage accommodation for existing tenants. Some of the existing garages have fallen into decline and their refurbishment will be of considerable benefit to the tenants. If left these garages will further decline with the possibility that they become beyond economical repair in some cases; at best they will necessitate increased funding to restore  Also, completion of the works this year and next will alleviate any concerns held over why some garages and not others had been refurbished to date.
1.3.2
Some garages have fallen into decline to the point where they cannot be re-let. Refurbishment of these garages will allow these garages to be rented once again, which will bring increased income to TRDC.

1.3.3
Refurbishment of these garages will provide much improved aesthetic benefits to their local communities.
1.4 Current issues and priorities

1.4.1
The Strategic Themes and Aims to which this project will contribute include the following:
1)  Better neighbourhoods – we want to:
· maintain high quality neighbourhoods;

1.1.1 Maintain high quality local neighbourhoods and streets. 
· create access to good quality jobs and employment support businesses and the local economy.

1.2.2 Champion the local economy
Local contractors would be able to bid for these works at tender stage.

2) Healthier Communities – we want to:

· provide a healthy and safe environment;
1.5 Implications of project not being complete

1.5.1
If the garages are not refurbished then further decline in their condition is likely. The number that are not in use due to their poor condition will increase. This will result in a lack of garage facilities being available for those wishing to rent them and also a loss of income from rental receipts for TRDC. It will also likely follow that a disproportionate amount of monies is spent on maintaining the integrity and security of those that remain in use.
1.5.2 Some of the garages that have been left unrefurbished are in poor condition and are detrimental to the appearance of their communities. If left this situation will likely worsen which will not only be aesthetically displeasing but may lead to a lack of confidence in TRDC from residents.
2 Business Case

The business case for the project is about supporting strategic objectives relating to organisational efficiency and effectiveness and use of resources.  

Why should this project be undertaken?
· To ensure the TRDC garage stock remains in safe, secure and adequate condition suitable for use by tenants
· To restore the garages not suitable to be let to good condition and to restore those approaching that stage, in order to maximise rental income

· To remove the unsightliness of declined garage buildings from the TRDC communities
· To maintain the confidence in TRDC, of residents 

How will project success be measured?

· Feedback from garage users and other residents and observers
· Completion of project to satisfactory quality
· Completion of project within budget
· Completion of project within predicted timeframe
· Take up rate of vacant newly refurbished garages
· Decreased expenditure on ongoing maintenance 
2.1 Project Definition
2.2 Outputs and Outcomes

Outputs
· Direct outputs for this project are for the planning, procurement and management (in-house) of the refurbishment (outsourced) of approx 330 garages over 2 financial years. The extent of works on each garage or garage block will vary. Some will require structural stabilising works, some will require new doors and/or roof coverings, others will need timber, and render repairs. Many will require a combination of all of these elements. This will be finalised for each area at planning stage.
· It is anticipated that garages will be refurbished on a block by block basis across the District with sequences and locations to be decided, though fully planned well in advance of works commencing  
· Each block of garages will be fully completed before the next scheduled block is started.
Outcomes

· Newly refurbished garages, providing a safe, secure, improved environment for garage users and hence improved customer satisfaction.. 
· More garage tenants. Hopefully potential tenants will be attracted by the appeal of the newly refurbished garages, which will generate more income for TRDC.
· Financial savings on ongoing maintenance works
· Much improved appearances of the garages which should benefit their local communities
· By carrying out the works on a block by block basis the disruptions caused should only affect relatively few in number at any stage. 
2.3 Benefits

The benefits of the refurbishment of the garage stock are outlined in the Outcomes section above.
Some garages in the District have endured a lack of investment for many years. A few are unusable, some are barely adequate. Some have become an eyesore. Completion of these final proposed 2 phases should eradicate these problems. 

3
Project Costs

3.1,  All planning, procurement and contract management throughout will be carried out in-house.
The refurbishment costs are estimated at: 
2018/19
£400, 000






2019/20
£400,000

Total over 2 financial years




£800,000

These costs are based on pro rata calculations from costs of previous refurbishment phases carried out. Allowances have been made for inflation and for the extensive nature of some of the works required for some of the remaining unrefurbished stock.

3.2 Revenue Implications

Of the 1250 garages available there are currently around 100 untenanted. The majority of these have not been refurbished. There are a number of occupied garages – estimated at around 250 - which have not been refurbished. The aim is to achieve 100% occupancy for all garages. However it is appreciated that this will be an unlikely outcome. The current occupancy rate is around 90%, and though difficult to predict, it is hoped that this will increase to around 92% to 95%. If achieved this would generate additional income of around £26k to £64K per annum. These figures are somewhat based on the following assumptions: i) The Head of Major Projects has correctly predicted the increase in occupancy take up (which was based on his considerable experience of working on similar scale previous refurbishments), ii) New tenants will be attracted to the newly refurbished garages, which will vastly improve the condition and appearance of many that are currently untenanted, and iii) There will not be a substantial rent increase concomitant with the timing of the completed refurbishments.
Works on previous phases suggest that each garage takes on average 2 weeks to complete. Therefore if there are 330 garages left to be refurbished including say 60% of the 100 untenanted there will be 270 to be vacated for 2 weeks. As the proposal is to split the project over 2 years this will equate to a loss of rental income on 135 garages per year. That is 135 x £20 (average weekly rent) x 2 weeks, equalling a total loss of £5400 per year, whilst refurbishment works are carried out.
It is hoped that refurbished garages will encourage new tenants to come forward. 
It is thought unlikely that the unlet garages that have not been refurbished will see increased occupation to any significant extent. Indeed it is thought probable that as all of the unrefurbished garages further age and deteriorate rental numbers and thus income, will gradually decrease. 
3.3  Resources and skills

All of the planning, procurement and contract management resources and skills will be provided in-house and will therefore be cost neutral in terms of the bidding process.

The on-site construction costs will be outsourced via a competitive tendering process. Estimated coats are as stated above.

Has the project been agreed by the Head of ICT?

	Yes
	

	No
	X


3.4 Equalities

Is this project responding to an Equality Impact Assessment?

	Yes
	

	No
	X


If yes, please provide brief details of the EIA… ______________________________________________________________________________________________________________________________________________________

Has an Equality Impact Assessment been undertaken for this project?

	Yes
	

	No
	X


If yes, what are the outcomes and how do these link to the project?
______________________________________________________________________________________________________________________________________________________
3.5 Risks

Initial Risk Log
Likelihood and Probability Key
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