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CABINET
Date of Meeting Tuesday, 19" November 2019
Report Subject Denbighshire and Flintshire Joint Archive Project
Cabinet Member Leader of the Council and Cabinet Member for Education
Report Author Chief Officer (Education & Youth)
Type of Report Strategic

EXECUTIVE SUMMARY

The purpose of this report is to seek Cabinet approval to create an innovative and
sustainable archive service in partnership with Denbighshire County Council and
develop a state of the art archive facility. The intention is that the Council will be
able to maintain its strong and proud track record in curating and preserving
important historical documents, fulfilling its statutory requirements in relation to
records management and, at the same time, modernise and expand its offer to the
public through the use of digital technology and enhanced facilities and activities.

The project also aims to extend and enhance the role of archive services in
delivering key objectives of the Social Services and Well-Being (Wales) Act 2014
and the Well-being of Future Generations (Wales) Act 2015. It will achieve this by
using its unique resources in a ground-breaking way to engage and support all
sections of the local community from the youngest to the oldest, for those who may
need support for their health and wellbeing, for those who undertake professional
research, for those who dabble in local or family history and for those who may
never have considered that an archive has something to offer them. The intention
of this project is that it will lead the way nationally on how audiences engage with
archive material.

The ground-breaking feature of this project is the development of a new, 215t
century and environmentally friendly archive facility on the County Hall campus,
co-located with our nationally important producing theatre in a joint service
arrangement with Denbighshire County Council who also have historically
important collections and have been looking for similar solutions to protect and
enhance their archive service.

The proposal is to create a cultural hub for the region that is Wales and UK
renowned for its building design, collection curation and enhanced offer to the
public.




RECOMMENDATIONS

1

Cabinet to approve the proposal to:

i.  Create a single shared and sustainable Archive Service with
Denbighshire County Council

ii.  Deliver a ‘state of the art’ Archive building, co-located with
Theatr Clwyd, with an extensive digital archive network across
both counties and an innovative public engagement and support
programme.

That Cabinet commits to allocate £3,027,782 of Council funds, £2,979,782
in National Lottery Heritage Fund match funding and £48,000 in project
management funding, to deliver the Denbighshire and Flintshire Joint
Archive Project.

REPORT DETAILS

1.00 | EXPLAINING THE DENBIGHSHIRE AND FLINTSHIRE JOINT ARCHIVE
PROJECT
1.01 | Both Flintshire and Denbighshire County Councils are facing significant

challenges in the accommodation where their archive collections are
currently housed. There is a lack of sufficient and suitable storage facilities
that meet statutory industry accreditation standards — Flintshire has
already run out of storage space and Denbighshire will in the near future.
This means that neither current facility can meet future demand. There are
also issues for both archive services in how their resources are made
accessible and relevant to their local communities.

This project aims to provide a sustainable and improved archive service for
Denbighshire & Flintshire via:

i. the creation of a single shared service.

ii.  the construction of a new purpose built Passivhaus building
adjacent to Theatr Clwyd, Mold, to house both the physical
archives and the new service operations

iii.  an associated 3-year activity plan which will deliver a
revolutionary and radical archive offer to the public.

It is proposed element (i) will be delivered even if element (ii) and (iii) are
not delivered exactly in the format outlined in this report. This is because
elements (ii) and (iii) are dependent on National Lottery Heritage Fund
(NLHF) funding, topped up with capital investment by both Councils.

If NLHF funding is not achieved, an alternative capital solution will need to
be developed.




1.02

The project is being developed in collaboration with Denbighshire County
Council (DCC) and a Memorandum of Understanding has been signed by
both Councils.

1.03

Both Flintshire and Denbighshire Councils have rich archive collections in
both Welsh and English which tell the stories of local individuals,
communities, families, estates, businesses, local government and
churches spreading over 900 years. These materials reflect local, regional
and national history and identity.

1.04

Both services currently have a narrow user base and low public profile with
little capacity to change. They occupy old listed buildings, unfit for purpose,
expensive to maintain and with little scope for adaptation. They are
intimidating, provide poor disabled access, lack suitable public facilities or
spaces, have storage deficiencies and insufficient space to accept new
collections. In these times of public service austerity, archive services in
both councils are at risk of financial inefficiency, poor workforce resilience
and long term sustainability. This can only be addressed through a radical
approach and the development of a different delivery model.

1.05

Merging Flintshire and Denbighshire’s archive services will bring
economies of scale, enhance the workforce by sharing skills and
experience and pool resources, resulting in a more flexible, sustainable
and resilient model that is better able to adapt and deliver a more
meaningful and modern service to the wider community. Both Councils
have a strong track record in successful partnership working.

1.06

An options appraisal to identify a suitable site for a new archive building
considered several sites across both Flintshire and Denbighshire. The land
adjacent to Theatr Clwyd was considered to be the most suitable site
because of its potential to develop a unique cultural hub that combines the
historically important collections of both counties alongside a creative
partner who has significant skills and experience in engaging audiences.

Members will be aware that it is anticipated that the theatre will also be a
beneficiary of major investment to update its facilities and while the archive
project is further behind in its development, the two projects can be
managed successfully alongside each other if the funding is secured for
both. This will also then compliment the development of the masterplan for
the whole of the County Hall campus.

This co-location provides a unique opportunity for the development of an
archive offer that enables the best use of the rich historical collections in
innovative ways to not just meet the needs of traditional archive users but
to expand its reach to those who may not ever have considered what
archive materials can offer them. Local market research has shown that
there are gaps in the users of archive services e.g. children and young
people, people with mental ill health, people with dementia, LGBT+
groups, low income groups, prisoners and probationers.

Supporting all aspects of our local communities is a key requirement of all
public service bodies and these plans for a new archive service have the
potential to make a significant impact on our contribution to the Social




Services and Well-Being (Wales) Act 2014 and the Well-being of Future
Generations (Wales) Act 2015.

1.07

Extensive research into the potential construction method for a new
building has concluded that a ‘Passivhaus’ approach is the most cost and
energy efficient and ideally suited to an archive facility which needs
temperature and environmentally controlled spaces to preserve delicate
historical materials.

The building will be designed to include state of the art storage facilities, a
conservation studio, a digital lab, research rooms for quiet researchers and
noisy explorers, open access/local history spaces, exhibition spaces, and
spaces for learning and creative activities. Co-location with the theatre also
enables access to quality refreshment facilities, outdoor public spaces and
so helps to reduce costs. It also provides income generation opportunities
for the theatre during the daytime when their customer base is usually
lower.

1.08

The new building, if achieved, is only part of the revised customer offer for
archive services. It is envisaged that the new building will act as the central
hub for the archive service but that, through the use of digital technology
and a carefully planned outreach programme, there will be many ‘spokes’
emanating out from the hub, reaching out in to the major towns and
settlements of Flintshire and Denbighshire making archive materials more
accessible to individuals and communities.

1.09

A joint project group was established of senior Council officers and
Cabinet Members from both Flintshire and Denbighshire to develop a
combined service model and a solution to the accommodation challenges
facing both archives. Welsh Government provided some expert
consultancy through their Museums and Library Division to this group.

The potential for a new facility delivering an innovative, ambitious and
unique archive offer to the public through its co-location with Theatre
Clwyd has attracted the attention of the National Lottery Heritage Fund
who have invited us to make a formal expression of interest to their
national Heritage Horizons Grant Fund. If successful, the grant funding
would provide 70% of the funding needed to construct a new archive
building and develop the public offer.

1.10

Key milestones in the project include:

e October 2019 - Expression of interest submitted to NLHF

e November 2019 — Decision on expression of interest to be received
and possible invitation to move to next bidding stage.

e December 2019 — Possible Stage 1 bid to NLHF

e December 2019 — Appointment of Temporary Joint Service
Manager for the Archives

e April 2020 - Launch of Single Shared Service for Archive

e September 2020 — Possible Stage 2 bid to NLHF

e December 2020 — Final decision on outcome of funding bid

If the funding bid is successful:




January to August 2021 - Development Phase of project
December 2021 to January 2024 - Delivery Phase of Construction
Project

2022 to 2024 - Delivery of 3-year activity plan to develop and
expand Archive Services.

111

The benefits to Flintshire County Council and its residents through this
large scale project will be significant and secure archive services for many
years to come by delivering:

A new archive service and bespoke building (c.3000m2), delivering
a service “hub” in a new building adjacent to Theatr Clwyd in Mold
and “spoke” service delivery through a mix of permanent and
temporary community outreach provision.

Permanent outreach provision of Archive Services within the 6
libraries across Flintshire. (See Appendix A for a visual of Archive
locations currently compared to post project state across Flintshire).
These Archive library points provide a service 6 days a week across
the County compared to the current service’s 4 days a week
opening in one location. An injection of funds via the NLHF Activity
Plan will revolutionise our purpose and reach by taking collections
and services directly into Flintshire communities e.g. schools,
community centres and care homes, leveraging new partnerships
and digital technologies. This will enable the service to diversify its
visitor base, increasing the number of volunteers, increasing its
digitalisation and outreach and in doing so future proofs the
services relevance now and in the future.

The delivery of an accommodation solution to the issue of no more
repository space in the Old Rectory and cost avoidance of having to
increase our use of commercial storage annually and the one off
cost in relation to cost of upgrading the Environmental Management
equipment at The Old Rectory which comes to the end of its life at
various points over next 25 years. It also meets the cost of ensuring
100% of storage space meets PD5454 standards (currently at
88%), the cost of converting more of the current building to BS
compliant archive storage and the cost of upgrading public facilities
to an acceptable standard. The building at Mold will be future
proofed in terms of repository size and 80% cheaper to run due to
its Passivhaus design providing a simplified and lower carbon
solution to deliver strict environmental condition standards.

A higher quality facility archive building within which national
treasures relating to Flintshire can be conserved and showcased via
specialised and secure exhibition space e.g The Mold Cape,
currently held in The National Museum in London.

A flexible and learning focused archive building based in Mold
within which Flintshire schools, higher education colleges, children
and adult services and volunteers can receive bespoke outreach
activities to deliver outcomes in education, skills, wellbeing and
mental health.




vi. A state-of-the-art conservation suite in the new building ensuring
Flintshire’s collections of local, regional and national significance
are conserved alongside a purpose built repository of BSI and
Accreditation standard, ensuring we discharge our statutory duties
effectively.

vii.  The ability for Flintshire to access additional expert workforce
resources through the joint service arrangement which will bring
four more members of staff from Denbighshire into the joint service
team. This additional resource brings an expertise in digitalising
archives, currently limited in Flintshire. This will enable us to deliver
on our statutory duty as well as our ambitions for increased
digitalisation and outreach. In addition, more staff provides the
ability to increase opening hours at the new archive centre

viii.  Co-location of the new building with Theatr Clwyd will maximise the
opportunity to support both buildings’ business models e.g. the
increased use of café/restaurant/bar within Theatr Clwyd during day
time hours by archive users and for the use of additional flexible
spaces within the theatre for archive related events/activities. Users
of the theatre will be encouraged to engage with Archive services.
Architectural designs which may enable the ‘linkage’ of the two
buildings could reduce the need to replicate some facilities and
reduce building costs within the archive project.

ix.  Co-location and joint working with the theatre, which also has its
own community outreach programme would provide exciting
opportunities to develop a joint programme, maximising the skills
and expertise of both organisations and the use of artefacts &
historical documents to engage the public.

1.12

Whilst we are hopeful that we will receive a positive response to our
National Lottery Heritage Fund bid, both Councils are committed to
developing a single archive service from April 2020 as this is the only way
to ensure resilience and sustainability. Work to develop a suitable service
model is well underway with positive engagement from both service teams
and appropriate support and advice from Human Resource and Legal
services within both Councils.

1.13

If the NLHF bid is unsuccessful, both Councils will have to revisit the
accommodation issues to find an alternative solution that is affordable and
maintains the integrity of the collections and enables the ongoing delivery
of a public archive offer.

2.00

RESOURCE IMPLICATIONS

2.01

The project is based on the principal that no local authority should be
financially disadvantaged from the merger.

2.02

The proposed funding model for the service is based on population size.
This currently equates to 60-40 split between Flintshire and Denbighshire




respectively. In conjunction with statement 6.1, for the cost of operating the
single shared service, the organisation currently paying the least will
represent the common denominator and the corresponding percentage
contribution calculated from that. For example, DCC has the lowest current
operating budget of £154,488 (as at 2019/20) and therefore represents
40%. FCC contribution calculated as follows: 154,488/40*60 = £231,732. If
this is less than what FCC is currently paying, that Party may choose to
contribute more to the single shared service but they would not be obliged
to. Equally FCC may choose to reduce its contribution to the £231,732
level on a gradual basis or/and only once the joint service has moved into
the new building.

2.03

It is proposed that this cost allocation model will be used for the match
funding contribution and both the service delivery costs and the building
running costs. By joining the 2 services together, any new developments
and expenditure (e.g. ICT cataloguing system) would be split 60/40, with
FCC contributing 60%- instead of 100% as it would need to currently.

2.04

The bid to NLHF will be on a 70:30 ratio — 70% funded from NLHF and
30% from DCC and FCC match. The match funding will be split based on
population size- with FCC funding 60% of the 30% match requirement.
This means that for every £1.80 FCC contributes it would be leveraging in
£8.80 of external funding (£7 NLHF and £1.20 FCC match).

2.05

The estimated cost of delivering this project is £16,650,344. Of which FCC
is being asked to contribute £3,027,782 (18%). The project will only go
ahead if £11,588,041 (70%) NLHF Heritage Horizons grant monies is
secured.

2.06

The overall revenue impact is an estimated saving of £11,647 per annum
once the new building in open (2023/24).

2.07

There are further potential revenue savings that could be achieved through
the number of FTE staff that FCC contribute to the joint service
arrangement. Whilst no reductions are immediately planned this is a factor
that will remain constantly under review as the service develops and is
managed dynamically.

2.08

By vacating the Old Rectory there is a potential opportunity for FCC to
generate a capital receipt from disposing of this site.

2.09

The total estimated figure of cost avoidance is £2,000 per annum from
2021/22 moving to £15,000 per annum (commercial storage, including
retrieval) and one off cost of >£718,000 (avoiding need to replace end of
life environmental management system and retrofitting existing spaces to
meet environmental standard).

2.10

Project expenditure will be over 2021/22 — 2024/25 with most of the
spend in 2022/23 and 2023/24.

2.11

Prudential borrowing (@3.04%) has been explored for FCC’s £3,027,782
contribution and estimated at £211,945 per annum (average) over 25
years (£5,298,619) or at £151,389 per annum (average) over 50 years
(E7,569,455).




2.12

There is a 7 kWp solar PV installation on the roof of the Flintshire Records
Office, installed in 2013 and the feed in tariff is guaranteed/secured for 20
years. If the building is to be sold following Archive’s vacation, then the
panels should be sold with the property and the loss of income to FCC
Energy Unit be factored into the selling price. Based on the solar PV
generation in 2018-19 (7296 kwh) and assuming the Records Office is
sold in 2023, FCC Energy Unit will lose the final 10 years of income- a total
of £10,849.

2.13

During the life of the building it is proposed that FCC to retain freehold for
the land and the building and DCC will enter into a lease with FCC
outlining clearly the terms of the shared occupation of the building (e.g.
expectations around building management, maintenance and compliance).
This lease would be for 25 years to begin with, pepper corn rate, and
review periods and the opportunity to renew at the end of 25 years or
expire. Cost sharing will be done based on population- currently 60/40 and
reviewed in light of any new census data.

2.14

Considering the end of life of the building, it is proposed that DCC would
not seek any return from sale or otherwise of the asset as the initial
investment of capital by DCC, over the 25 years of operation, would have
delivered a benefit to the organisation over and above any sort of return
from sale.

2.15

Impact on other services:

i. Legal — support required in drawing up legal documentation relating
to the creation of a single shared service.

ii.  HR-support required in creation of a single shared service.

iii.  Finance — support to merge the two services into a single operating
budget

iv.  Archive - engagement with the design process and working across
2 counties to continue to deliver the service during a period of
transition

v. Capital Assets — the requirement to consider alternative
uses/dispose of the Old Rectory in Hawarden once vacated.

3.00

IMPACT ASSESSMENT AND RISK MANAGEMENT

3.01

Please see Appendix 7 — Project Risk Register.

The risks associated with the implementation of the post inspection action
plan will be incorporated into the risk register for the Education and Youth
Portfolio.

3.02

The top 5 risks for the project are outlined in Appendix 2.

3.03

Impact on Biodiversity and the environment include:

i.  The concept designs incorporate up to 600m2 of garden areas
which will be used to “rewild” the landscape creating biodiversity
rich spaces. The plans for the gardens will also complement the
drainage and attenuation strategy for the site, creating channels




that hold water and thus provide a more diverse plant and animal
habitat.

Opportunities to incorporate features for biodiversity into the new
building will also be maximised. For example, in built bat and bird
boxes that will complement the landscaping and provide homes for
species already on site.

It is estimated this project will generate a carbon saving of 13.5
tonnes would contribute towards FCC’s commitment to reducing its
carbon emissions by 60% by 2021 and the move to becoming a
carbon neutral Council in line with Welsh Government’s ambition for
a carbon neutral public sector by 2030.

This project supports the Council’s “Green Council” priority by
reducing carbon emissions, via its Passivhaus design, and increase
the amount of energy generated by renewables, via installation of
solar PV on the roof and consideration of inclusion of a small
ground source heat pump to provide space heating and cooling
requirements.

3.04

Anti-Poverty impact include:

Consideration will be given to providing supportive rates on any
fees and charges activity undertaken by the Joint Archive Service
(e.g. search room bookings).

3.05

Equalities impact include:

The new building will be fully DDA compliant and accessible for all
users which the current sites are not.

The new building will be purposely designed as an archive facilities
and therefore designed with health and safety of staff and
customers in mind.

The Joint Archive Service delivery model is that of a hub and spoke.
The hub being the new building in Mold and the spokes being
permanent and temporary outreach activity across the 2 counties.
Permanent archive access points with libraries for example for
digitalised records and temporary initiatives out in communities and
with partners on specific topics.

3.06

Under the five delivery principles of the Well-being of Future Generations
Act this project scored 3 out of 4 stars (actual score 24/30). Implications of
the score include:

Ways of Working (Sustainable Development) Principles Impact

Long-term The business case does evidence a
. long term view, particularly on the

Prevention iImpact and outcomes it aims to

Integration achieve from the delivery of its

Collaboration

Activity Plan.

The business case can be improved

Involvement

by considering in greater detail the
legacy for the vacated spaces in
Ruthin and Hawarden, and plans for
transport and travel to the new site in
Mold (particularly from the bus station




in central Mold up onto the hill)
including active travel options.

3.07 | Against the seven well-being goals of the Act, the potential impact of the
report is evaluated as follows: -
Well-being Goals Impact
Prosperous Wales Positive
Resilient Wales Neutral
Healthier Wales Positive
More Equal Wales Positive
Cohesive Wales Positive
Vibrant Wales Positive
Globally Responsible Neutral
Wales
3.08 | Please see Appendix 8 for the full Wellbeing Impact Assessment report
compiled following a workshop on 11th September, including detail on
impact.
4.00 | CONSULTATIONS REQUIRED / CARRIED OUT
4.01 | Formal reports have been presented to the following groups:
i.  Informal Cabinet (November 2018)
ii. Capital and Assets Programme Board (July 2019)
iii. Special COT (September 2019)
iv.  COT Business (October 2019).
4.02 | Specific engagement meetings have been had with the following internal
stakeholders within Flintshire:
e Political: Lead Members and ward Members
e Operational: CEO, Chief Officers Team, Flintshire Record Office
(archive service), Legal Services, Financial Services, Biodiversity
Officer, Carbon Officer, Health and Safety Officer, Strategic Assets.
4.03 | Externally the following have been engaged with:

e Denbighshire County Council

Wrexham County Borough Council

Theatr Clwyd

The National Archive (TNA)

The National Lottery Heritage Fund (NLHF)




Further consultation is required with Theatr Clwyd and Cadw in particular.
Along with FCC Housing and Assets with regard to the County Hall Campus
master plan and FCC Planning officers.

4.04

Consultation and engagement with our key funder NLHF, archive users and

traditionally non users and activity plan delivery partners will be ongoing. So

far the public have been engaged as follows:

e Stand and questionnaire at the Flint and Denbigh Show (August 2019)

e Public Briefing and online questionnaire launched via social media
(September 2019).

4.05

Consultation with elected members, especially Cabinet and Hawarden ward
members, will be ongoing.

4.06

Consultation with local stakeholders and key partners will also be
undertaken e.g. local history groups, Gladstone Library, Aura Libraries and
Leisure etc.

4.07

A report on the project was supported by Education & Youth Scrutiny
Committee on 7th November and Cabinet on 19th November 2019.

5.00

APPENDICES

5.01

Appendix 1 — Current Archive Sites

Appendix 2 - Locations of sites considered within options appraisal and
the chosen site at Theatr Clwyd

Appendix 3 - Draft NLHF Expression of Interest Project Impact Description

Appendix 4 - Cashable and Non-Cashable benefits of the project

Appendix 5 - Concept Designs

Appendix 6 — Current access points to Archive Service compared to
number of access points created by the project

Appendix 7 - Project Risk Register

Appendix 8 - Wellbeing Impact Assessment Report

6.00

LIST OF ACCESSIBLE BACKGROUND DOCUMENTS

6.01

Denbighshire and Flintshire Joint Archive Project Full Business Case.

7.00

CONTACT OFFICER DETAILS

7.01

Contact Officer: Helen Vaughan-Evans, Project Manager
Telephone: 01824 706204
E-mail: helen.vaughan-evans@denbighshire.gov.uk



mailto:helen.vaughan-evans@denbighshire.gov.uk

8.00

GLOSSARY OF TERMS

8.01

Service delivery model — how the archive service will go about its
business including how members of the public can access the service.

Single Shared Archive Service — there will be 1 archive service covering
Denbighshire and Flintshire together. At the minute there are 2 Archive
Services- 1 covering just Denbighshire and 1 covering just Flintshire

Hub and spoke service delivery model- this is how the archive service
will go about its business and how members of the public can access the
service. “Hub and spoke” is a turn of phrase using the imagery of a bike
wheel. The hub (the centre of the wheel) will be the new archive centre in
Mold and the spokes (the wires coming out from the centre of the wheel to
the tyre) will be the digital access points within libraries and also the
activity the service will deliver in communities (e.g. talks, workshops etc).

Outreach- this is where the archive service is taken out to where the
public are (e.g. in communities) instead of the public coming to where the
archive service is (e.g. in Mold, Hawarden, Ruthin).




