Brighton & Hove Allotments Strategy

Steering Group Meeting

1.30 pm Tuesday, 2 July 2013

Ante Room, Brighton Town Hall

Present:


Allan Brown – Secretary, Brighton & Hove Allotment Federation

Mark Carroll – Publicity Officer, Brighton & Hove Allotment Federation

Anne Glow - Brighton & Hove Allotment Federation

Alan Phillips – Chair, Brighton & Hove Organic Gardening Group

Simon Powell – Whitehawk Food Project, Brighton & Hove Allotment Federation

Vic Borrill – Director, Brighton & Hove Food Partnership
David Cooper – Allotments Officer, Cityparks, Brighton & Hove City Council

Gillian Marston – Head of City Infrastructure, Brighton & Hove City Council

Paul Neary – Allotment Development Mentor, National Allotment Society
Graeme Rolf – Operations Manager, Cityparks, Brighton & Hove City Council

Emily Gardiner – Treasurer, Brighton & Hove Allotment Federation

Apologies:

Russ Howarth – Roedale Allotment Gardens Society

Robert Walker – Head of Operations, Cityparks, Brighton & Hove City Council

Barbara Hardcastle – Public Health Specialist, Brighton & Hove City Council

Fiona Hare – Senior Administrator, Cityparks, Brighton & Hove City Council

Welcome & Introductions

AP welcomed everyone present and introduced Emily Gardiner, BHAF Treasurer, who is joining us for the first time.  AP thanked PN for attending and for agreeing to give a Power Point presentation on ‘Self Management.’

2. Minutes of the Previous Meeting 

2.1 Approval

2.2 Matters Arising

DC had not yet provided a structure chart for WG1 (Governance).

( DC to produce Allotments Service structure chart.

GM said a demographic map (social map) was in existence and wondered whether this was the map we were after?  VB said she’d spoken to BH about this. VB said she would follow this up with BH, map tracking post codes/ waiting lists/ areas of deprivation.  VB said she’d spoken to BH about this. VB said she would follow this up with BH, map tracking post codes/ waiting lists/ areas of deprivation.

( GR & VB to contact BH about demographic mapping request.
AP had suggested the creation of specific ‘leisure gardens’ on the South Downs and in public parks (AP wondered whether if this discussion had been more nuanced than had been minuted). GM concurred with RW's view it would be highly unlikely the Council would consider creating specific ‘leisure gardens’ on allotment sites.  GM felt we should refer to the Biosphere Bid.  VB felt we should go back and see whether this is actually a problem and submit the question of leisure space on allotments to survey.  AP agreed that we should await the results of the survey.
( VB to direct the strategy's author to Rich Howorth, Biosphere Reserve Officer, for a report for inclusion within the recommendations.
In light of recent increases in allotment vandalism an theft, allotment security was an important issue that AP believed should be an agenda item for the next meeting.  AP stressed strong community ownership of sites – as in public parks – would help with security issues.
3. Site Self Management Presentation (refer to Appendix I)
PN gave a Power Point presentation on the subject of site self management.  He invited questions throughout.
Partnership: devolved management is achieved through partnership between the Council, the Federation and self f managed associations  - either a formal agreement or an ad hoc less formal arrangement - whereby large sites stand alone.  In the case of smaller sites, wishing to self manage but lacking necessary infrastructure, the Federation might possibly assume responsibility.

Financial implications & costs: most devolved sites have rent revenue and additional revenue streams.  Some devolved groups might have the capacity to obtain loans but would need to be able to guarantee servicing that debt.  Devolved sites should consider staffing, administration, legal, maintenance costs, debts and unforeseen events that might occur, e.g. one devolved group in Cheshire had become involved in litigation arising from an unforeseen event, site devolvement had collapsed and control returned to the local authority. 

The Council: has critical mass that provides effective and cost efficient services, e.g. an independent solicitor might cost as much as £150 per hour.  The Council's services also provide continuity.
Allotment Associations: essential criteria in establishing associations and their role in self management.  Devolvement requires a framework/infrastructure which an association can provide.
Self Management Models 1-3:

Model 1:  AP asked about the reference to site representatives - who are they?  PN explained it was not specific but the National Allotment Society defines site representatives are appointed by the landowner (council) whereas site stewards are elected by the site plot holders.

GM suggested small sites lacking associations could annexe to larger sites or that the BHAF could take a collective responsibility for smaller sites.

Model 2:  PN emphasised the risks involved by adopting Model 2, principally the rent collection, concession processing and debt retrieval which could be very time consuming.

Model 3:  whereby the association takes full responsibility/liability for the site.  Typically, lease on Model 3 sites run for seven years. 

Pros & Cons: for both tenants and the Council.

Sustainability:  the personalities involved, their commitment and continuity are crucial.
External Funding:  only available to federations, associations, etc.
Rents:  Wyevale had created deluxe allotment sites - where every 100m₂ plot included a shed and greenhouse - and were charging £50 p.c.m.
AP suggested that financial issues would probably need to be discussed later.
PN referred to the RHS garden at Rosemoor, Devon, where 80m₂ plots were available for amateur allotment gardeners.  These were intended as a testing ground for RHS members wishing to take on an allotment.  The cost of £50 p.a. (in addition to £39 RHS membership) included tuition and training.  The National Trust operate a similar scheme but for approved gardeners with previous experience.
In Newcastle, site associations ran gardening clubs charging £25 per quarter for a six month course.  PN suggested this as a viable revenue stream.  AP cited BHOGG as a similar example specializing in teaching organic gardening principles.
SP felt that those new to allotment gardening lacked growing skills and need to learn where to focus their efforts; it was not lack of available time caused people to relinquish plots at the Whitehawk Hill site, but inexperience.  PN explained that at Rosemoor lifestyle demands were factored into the coursework.
4. Discussion on Self-Management

Discussion returned to the three management models outlined in PN’s presentation (pages 9 & 10).  AP highlighted financial constraints on Councils, which came up in discussions with all the major parties in discussions last year.  All parties are committed to encourage greater degrees of self management; with tighter budgets a change in the dynamics to greater voluntary participation in managing the Service is crucial.
MC suggested currently B&H is "Model 0" and Model 1 had yet to be attained.  All existing associations were individual and without a standardised structure with the majority of maintenance is undertaken by the Allotments Service.
GM asked which model should be aspired to, taking the current financial context into account.  It was necessary to identify the ideal option, allowing for variance where preferred so as not to impose an undesirable model on anyone.

AB believed it necessary to achieve Model 1 status before Models 2 or 3 could be attained.  If a greater number of associations - that are working well and self supporting - could be established in the next five years it would be an achievement.  Both BHAF and the Allotments Service were encouraging the formation of new associations.  BHAF had published example constitutions on their website.
MC believed most associations would prefer to be removed from the rent collection and eviction processes but that maintenance and repairs are likely to be something they would take on.

GM felt that we could arrive at our own model with the council retaining the more onerous aspects.  Most strategists present felt that evictions and rent collection etc. should be undertaken by central council.  GM stressed the council did not want the Allotments Service to collapse and were keen to encourage self management; she was keen for us to consider all options. 

AB expressed the importance of fostering and nurturing the community spirit on sites and cited RAGS as having a great sense of ownership and community.  AB questioned whether sites undertaking their own maintenance would have a corresponding reduction in rents.  SP asked whether tenants would have the additional time required to maintain sites available.

With 3,050 allotment holders paying into the overall budget, VB asked if smaller sites might suffer as a result of larger sites becoming self managing.  She suggested a pilot self managed site.
AP invited suggestions for a pilot site.  AB stated Roedale Valley would like greater involvement in the inspection process and decisions about rent.  to run as model so we can break down the elements of costs and apportion them.  In considering a pilot scheme, AP asked how one would breakdown the elements of cost apportioned to one individual site and what elements of site management they would be most interested in becoming involved with.
Gerry Nevill, site representative at Coldean, joined the group.  GN referred to the self-management model practised at Eastbourne and suggested the group should look at the way in which allotments are run there.
AB reported Birmingham allotments federation had considered self management but that plot holders there had been less enthusiastic.  AB believed that to approach self management to rapidly could result in any scheme imploding and, ultimately, costing the local authority more.  AB suggested later rather than sooner.
GN was questioned about his own experience.  GN reported that self management had been considered by Coldean tenants in 2000 but had been decided against.  Since 2000 the number of plots (potential tenants) had risen from 27 to 40.

AP summarised by saying that two things had been agreed upon: 

· Costs for Roedale Valley/ Lower Roedale.  The Allotments Service would produce a costs report to inform RAGS decision making process.  GM had suggested a small delegation from RAGS convene prior to open discussions with the wider RAGS management team.
( DC to produce costs report for Roedale Valley & Lower Roedale sites.

· Examine comparable scenarios, e.g. Eastbourne.
5. Strategy Report

AP asked for a schedule for the survey.  Within the following two weeks, VB would go through the minutes of various WG’s to identify an subjects and issues for the survey.  Once research was conflated, WG4 (Consultation & Engagement) would agree the questions for consultation.  VB would be sending requests to academic contacts and interested parties asking for their input in phrasing survey questions; she wished this to include input from consulting plot-holders and people on waiting lists.  Surveys to start before and continue throughout the summer holiday period.  This with a view to producing a 'green paper' discussion document in October.
6. Financing of Allotments

AP produced a list of financial questions, ‘Financing of Allotments’.  As time was limited these questions were flagged for further discussion by WG3 (Research & Resources) but PN answered those that he was in a position to comment on.

What rental incomes are other councils planning for the future?

PN said the general trend is rents to go up between 2-3% per annum.  GM explained the 2-3% figure is based on inflation.  Due to central government pressures - budgets cut by a third - the long term trend will be to increase rents/fees over a wide range of services to raise revenue.

VB asked whether allotment rents would be 'ring fenced' – so allotment rents will be kept within the Allotment Service?  GM replied that whilst there is no legal obligation to do this,  BHCC will endeavour to maintain this policy. 

What are seen as affordable rentals for allotment tenants?
PN was asked what was considered to be affordable.  PN couln't comment as rents vary so widely from 25p to 75p per m₂ and people pay them, e.g. Wyevales' £50 per 100m₂.  Traditionally, allotment rents are quoted per m₂.  DC clarified B&H rents are 28p per m₂.
Does any authority charge more than 50% for half plots of the rental of full plots due to same cost of administering of both?

Yes.

Is 25 % concession a good figure , who should receive concessions?

AB asked about the continuation of the 25% concessionary rates.  This was a council commitment to make allotments affordable to all including those on lowest incomes: pensioners, students, the unemployed or incapacitated.  There was no intention to do away with concessionary rates.

How can we make use of lottery funding to support allotments, sponsorship from companies (eg. seed suppliers,  etc.)? 

EG asked PN if he was aware of any partnerships with businesses to obtain sponsorship.  PN was not aware of any business sponsorship.  EG referenced the Corporate Responsibility Partnership but this was no longer trading.

PN cited the example of Telscombe Cliffs where the parish council were in the early stages of establishing an allotment site.  Local farmland belonging to the Boreham Trust was being used for the site and the Trust had agreed to match the Council's investment in the project.
Are there any new technologies (eg. water harvesting) that could contribute to a new site - particularly if water supply is an issue?
DC explained that two new sites to be constructed shortly were to feature water harvesting stations rather than having access to mains water.
PN provided a document with the following links:

Water Regulations Advisory Scheme
http://www.wras.co.uk
Polypipe

http://www.polypipe.com/civils/news-article?id=50057d063dd23a7005000000

Can low cost Local Authority borrowing facilities help?

The possibility of low cost capital borrowing from the Council exists – but that capital needs to be repaid..  Being responsible for City Clean services, GM was able to advise that money borrowed to purchase dustcarts incurred 4% interest.  However, it was unlikely to be as low as 4% for organisations outside BHCC.
Further questions for WG3 (Research & Resources) to discuss:
· Is it worth considering charging all tenants a deposit on taking up their allotment as security against future rubbish removal?

· Concessions – should they be universal or not?

· What Examples are there of Income and expenditure budgets city wide, site specific? 

· What Opportunities are there for additional income streams city wide ,or  site specific? 

· How can groups like Harvest and the Food Partnership etc. contribute more to allotments?

· Could external income be used to finance new sites?

· Are there good examples of the Capital required for new allotment sites? 

7. Any Other Business
AP announced that, regrettably, the NAS had decided to discontinue PN's involvement in the B&H allotment strategy process due to other pressing commitments.  PN was thanked for all his constructive input and, particularly, his informative presentation that day.

VB mentioned the consultation that is on-going at Stanmer Park with food production as the central objective. There would be a consultation meeting at Stanmer House on Monday, 22 July for all interested parties. There is a survey on the consultation page of the website.

AP raised the issue of security and the level of vandalism most sites are suffering from at the moment.  GM suggested a specific meeting on security at the next Strategy meeting.

The meeting concluded at 4.15pm.

8. Date of Next meeting: 
10.00am, Tuesday, 6 August
APPENDIX I

Paul Neary, NAS, Presentation - Allotment Site Self Management


[image: image1.emf]Working towards a future vision for 

Brighton’s allotments management.

A partnership between the council , the 

federation and self managed allotment 

associations

Paul Neary NAS mentor



[image: image2.emf]Devolved management for large and established allotment sites

Sites administered by volunteers of the Association by a formal 

agreement with the council.

All of the other sites administered under a devolved 

management agreement between the federation and the council.

The federation will establish a business model that is acceptable

to its members, non member tenants, and the council.

Devolved sites and federation managed sites will purchase

Services from the council. 



[image: image3.emf]Financial implications for devolved management structures

1 Capital resources  from shareholdings or endowments

2 Revenue streams from rental and fund raising activity

3 Fund raising is a critical success factor

4 Debt servicing and borrowing arrangements

Cost implications

1 Staff and office administration costs

2 Legal and compliance costs

3 Grounds maintenance costs

4 Bad debt and income collection costs

5 Un-forseen events



[image: image4.emf]The business  model is totally dependent on people

What can volunteers achieve

The need for paid staff and office arrangements

Executive and management for the business

Continuity and sustainability



[image: image5.emf]The council has critical mass that provides effective and 

Cost efficient services to all of its users in the area.

The allotment service has access to legal advice, financial 

Services, Planning and estates services and many others

The council provides continuity of staff to administer and 

Oversee allotment services

The council promotes devolved management in whole or in part

The council requires a cost neutral arrangement for this

Service. 



[image: image6.emf]Allotment Associations and their role in management of sites

• Devolved or self -management is the practice of devolving a share of 

the responsibility for managing allotment sites to the allotment

gardeners themselves. The gardeners are usually organised as a 

constituted association with an elected committee but may be 

incorporated as a Company Limited by Guarantee or an Industrial and 

Providential Society.

• There are several levels of self management and it is important that an 

association starts off at a point at which they can manage effectively 

and confidently with a view to progressing in stages.

• There are many examples around the UK of successful self-

management of sites. 

Blackpool Federation http://eastbourneallotments.blogspot.co.uk/



[image: image7.emf]How to form and run an allotment association

Essentials

•Constitution

•Rules

•Committee – Chair, Secretary, Treasurer 

•Committed members willing to get involved

•Regular meetings

Responsibilities of the committee will vary depending upon the level 

of self management

; 

the next three slides show three basic models 

but there any number of variations that have developed to suit local 

conditions.



[image: image8.emf]Model 1

• There is a site representative who liaises with the allotment authority and the 

association/plot-holders informally accept responsibility for minor 

maintenance works.

• The association promotes good gardening and sustainable use of plots on  

the site, they may administer the waiting list.

• There might be a mechanism by which the association/

plot-holders or site representatives can be consulted on 

capital expenditure and repairs by the allotment authority.

• There is no written devolved management agreement 

between the association/plot-holder and the allotment 

authority and no financial responsibilities.
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• The association accepts formal responsibility for a range of duties, which are 

likely to include.

• Collecting rents on behalf of the landlord

• Administering the waiting list, allocate plots 

and support new tenants

• To raise funds and administer the finance allocated by the landlord

• Routine maintenance and to take responsibility for water bills

• Financial agreements release a proportion of rental income for this purpose, 

but leave the local authority to carry out major works and undertake all legal 

formalities.

• A written devolved management agreement or license between the 

association and the allotment authority is held.

• This model requires a formal constitution to establish responsibilities and 

obligations it will also require a bank account and proper system of cash 

control and management.



[image: image10.emf]Model 3

• The allotment association leases the site from the council, arranges tenancy 

agreements, collects rents and reinvests revenue (which it 

manages) on maintenance, repair and capital items.

• Depending upon the term of the lease, plot-holders may become the tenants of 

the association rather than of the local authority. The local authority retains 

defined oversight and strategic functions.

• A written devolved management agreement between the association and the 

allotment authority is held.

• This model needs a substantial investment from the council initially, as it is 

unlikely that the rental income will be sufficient to fund all future eventualities, 

especially if sites have become rundown.

• Another option would be for the landlord to provide a support grant possibly in 

the form of a 25 year endowment.  This is an expensive option to set up but 

can be an effective way to secure a good site for the future.



[image: image11.emf]Pros and Cons for Tenants/Association

• Pride in achievements – sense of 

community and friendship on site 

promoted

• Improved relations with local authority

• Increases morale on the site

• Prompt decision making

• Maintenance work is carried out more 

quickly when undertaken by the 

people who care most about the site

• Access to other funds – extra 

resources for investment e.g. rent, 

grant funding

• Improved sites raise profile –

leads to greater take up of plots

• Is dependence on commitment 

and capabilities of volunteers

• Enforcing rules

• Risk of conflicts

• Legal liabilities – health and 

safety, adequate insurance 

essential 

• Understanding rights and 

responsibilities

• Balancing finances

• People moan at you – you become 

the local authority.

• Can be hard work and time 

consuming unless responsibilities 

are shared



[image: image12.emf]Pros and Cons for the Landlord (Local Authority)

• Empowerment of local people

• Lower cost of service provision

• Improves image of council

• Easier to deal with an association 

than individual plot-holders

• Can attract external funding

• Problems dealt with promptly-on site

• Better public relations

• Better community spirit

• Future of sites more sustainable

• Risk of mismanagement (either 

through fraud or incapacity) – council 

left to pick up the pieces, land is still a 

council asset

• Could increase demand for plots that 

council can’t meet

• Less control over demise of site

• Disempowerment

• Loss of income from rents – offset 

against less management costs etc.



[image: image13.emf]Example Budget

Period Year 1  Year 2 Year 3 Year 4 

Income sources

Plot rental 0000

Subs 0000

Plant sales 0000

Key security  0000

Compost  0000

Other income 0000

Total income 0000

Expenditure

Site rental 0000

Water expenses 0000

Hedge maintenance 0000

Machine maintenance 0000

Telephone costs 0000

Administration costs 0000

Total expenditure 0000

Parish support grant 0000



[image: image14.emf]The land lord shall be responsible for the 

following

•Public liability Insurance for the site

•Perimeter Security for the site

•All money payable to the authorities

•Provision of water and electricity to the site 

but not necessarily to each plot

•Approval of annual budget and rental 

including support grant

The tenants association shall be 

responsible for the following

•Tenants access controls

•Plot letting and administration of rental

•Promoting good gardening practices

• Rental income collection and 

accounting

• Payment of site rental to the landlord

• Accounting for grant support 

expenditure

• Day to day administration and 

supervision of the site

• All telephone and administration costs

• Annual budget and rental 

• Payment of water dues

• Payment of hedge and site 

maintenance dues.

Example Service Level Agreement

The land owner shall lease to the association the allotment site for the duration on 

terms set out below.



[image: image15.emf]Sustainability – keeping it going



Commitment of the devolved managers and the council



Forward planning and shared aims, anticipating problems



Keeping plot-holders informed – notice board, meeting room etc



Good budget management



Good local politics and community involvement



Accessible Committee members



Inclusion of new members – new blood and ideas



Ongoing encouragement for volunteers. Celebrate  achievements!



[image: image16.emf]Further Help and Support

www.nsalg.org.uk

The National Allotments Society

http://ari.farmgarden.org.uk/resources/library

The legacy website of the Allotments 

Regeneration Initiative contains many useful 

resources and model documents

http://www.rvs.org.uk/

Their role in the community is to help and 

support any voluntary or community group 

working in the borough of Rushmoor.



[image: image17.emf]A financial model for allotment site

Period

Year 1 Year 2 Year 3

Source of income

Annual plot rental based on 0.50p per sq meter{40 plots]

Gross income assuming all plots are fully let for 

the year

2600

Association subs based on annual cost £7.50 includes NAS membership.

Gross income assuming all tenants are paid up

475

Key security sales each tenant gets one free key against a deposit of £10

duplicates charged at £10 each

250

Tools and equipment hire petrol tiller and brush cutter and ???

£15 per hour plus fuel

375

Plant sales

Net profit

325

Compost sales

Net profit

250

Shop sales

Net profit

975

Social fund surplus open days and competitions organised by social committee.

450

Table top /veggie donations

250

Spring auction raffle surplus

120

Autumn harvest raffle surplus

175

Other income

20

Total income

6265

Expenditure and costs

Annual plot rental discount allowances eg UB40 

Actual amount allowed against regular plot 

costs

350

Water and utility costs for toilet and community hut only [no free water to plots]

1500

Grounds security and maintenance [direct costs that cannot be recovered from landowner] 

520

Equipment maintenance

100

Communications costs to cover website and postage

250

Plot administration costs tenancy agreements 

100

Competition and judging costs

120

AGM and association administration costs

120

Insurance and legal costs

200

Un-let plots that are vacant for more than 12 months.

20

Total expenditure

3280
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[image: image20.emf]Hi Paul I can give you some additional info to answer one of those 

questions. · Does any authority charge more than 50% for Half plots of the 

rental of full plots due to same cost of administering of both?

Yes- Bristol charges a premium on small plots on the basis that they take as 

much administration as a full plot and has increased rents on small plots by a 

much larger percentage than it has full plots, rents in 15/16 will



[image: image21.emf]A 250m2 plot will cost 30p m2

A 125m2 plot will cost 36p m2

It’s not very popular with the people who have two half plots – Bristol also 

has a policy now of only letting half plots and if you are a good tenant and 

have put your name back on the waiting list you can get another plot. 

So we have a situation on my site where someone has two halves (next to 

one another but not on the same plot - if that makes sense) who pays a 

higher rate than other people who started off with a whole plot.



[image: image22.emf]Questions and answers

Future plans for rental incomes…..  most councils appear to be increasing 

rents by 2 or 3%  …… waiting lists have fallen to low or very low levels

Affordability …. Depends on who you ask…….  private sites provide

Tenants with many facilities and charge accordingly

Public sites are generally low cost and aim to meet social needs

rather than raise income.  Income collection schemes help affordability

Concessions not as wide spread due to high demand this may

Change. Traditionally the working poor were the beneficiaries who

Were able to claim discounts

Associations need to raise funds from members not the public at large
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