Interview
Fraser Explores the importance of employing lateral thinking to ensure the approach best supports the parameters of the project.
Hi, my name is Fraser Stone and I'm the community coordinator for Cumnock. This section explores the importance of employing lateral thinking to ensure the approach best supports the parameters of the project. As you've heard, 39 Bar Hill Road will be home to The shed and The nest and will provide a creative well-being space at the heart of the community.

This project helps celebrate local people and will encourage a better sense of togetherness as well as offering a platform to address some of the key challenges and barriers local people face. The space offers a fitting home for this exciting project, both the building and the well-being programmes delivered are very much built around people's strengths interests needs and aspirations, which will help create a greater sense of hope for many members of the community.

The space will also play a key role in strengthening the voice of local people and help encourage better, pathways to services offering an opportunity for staff to meet people in a community run space. 
Let's talk a little bit about the back story for this project.
Cumnock & District Men’s Shed secured the building via Community asset transfer in April 2022, with a 20-year lease agreed on the asset. Now, I use the term asset in the very loosest of ways given the condition of the building, but like many communities, there's a lack of available space locally, so the group decided to take the space on an ‘as is’ basis in order to start developing their idea for change.

This building had lain empty for several years and Mother nature was certainly claiming this back. In fact, after a significant Community effort cleaning the outside of the building, we soon decided to get the diggers in to clear the rest of the foliage. 
In terms of the preliminary marks, there was a focus around encouraging community members to take that ‘hands-on’ approach, we thought this would help people feel a greater sense of ownership over the project.

First, we had to ensure the building was safe and this included stripping out the electrics and asbestos being removed after it being identified in asbestos report. Once this had been done it offered the reassurance that the building was safe and we invited the community members in to participate in the strip out of this space. This was done through positive destruction sessions where folk were able to let off a bit of steam and take the frustrations out on internal walls. This was great fun and a fantastic way for people to get involved and contribute to their own well-being as well as save money for the project. You can hear more about this when I catch up with Natalie later on in this report,

The group received some funding from Corra in order to develop the vision for the space and worked with a local architect who created a beautiful design based on some consultation with the group. A costings report estimated this design would come with a hefty price tag of almost 1 million pounds. The group had to decide if they were going to commit to finding and spending 1 million pounds on this project. Given the building was granted on a lease basis understandably, the group were unwilling to commit to this. So, to achieve something in keeping with the design, they would have to think outside the box in their approach. They ask the question, how do we create something similar to this design for under half the original cost? (450 000 pounds to be precise.)

The phrase, how do you eat an elephant comes to mind. 

So, how did we approach this? We broke the project down into two, key manageable stages with further steps included in each of these stages. 
Stage 1A Wind & Watertight - here we replaced the roof, the doors and windows installed, a composite cladding to finish off the look of the building.
Stage 1B Accessibility - we will make the building fully accessible, especially if we want to promote this as an inclusive space.

Stage 2A addresses systems and internal layout, with a focus on green energy. 
Stays 2B looks at fixtures and final finishings to complete the renovation works.
In terms of the funding, the project was awarded £90,000 pounds from Place Based investment Programme investment program, other funds were also secured, including Renewable Energy Fund. Securing these funds ensured there was enough money to support Stage 1A and the Board agreed to commit up to £150. 000 pounds for this stage. Some of the initial costings were over the £150 000 mark. So again, we had to look at our approach further and ask ourselves another question. What if we took more responsibility for things with this save any more money?

So we explored this and implemented key changes. We changed our local architect and explored materials to save costs. We opened accounts for materials and farmed up quotes using local suppliers. We project managed the stage, acting like a linchpin that helped to tie everything together and we hired in local specialists carry out different aspects of the works but we had a firm grasp on cost per hour and day and kept timesheets.

Now using this approach we ensured best value for money and we knew that we had enough funds to support 70-days of specialist input on site. Stage 1A started in July and finished early November and I'm delighted to report that using the approach highlighted, we managed to deliver the project stage within budget and within the allocate time. However, this approach certainly isn't for everyone and it's been a bit of a roller coaster of learning, but it's made our attempt at the original design possible. I feel we're pretty close with this, which has been really encouraging to see 
So, let's leave it there and I hope that’s been of benefit and offered a small snapshot into the approach that was used. 
