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Executive summary This report provides an update of the current position in 
respect of Project Admiral with particular reference to the 
need to consider Leaseholder Representations following 
section 20 consultation. It makes recommendations in respect 
of the position of leaseholders following the consultation.  

Recommendations It is RECOMMENDED that Cabinet: 

 (a) Approves the recommendations set out in the 
confidential report; and 

(b) Offers to repurchase a limited number of properties 
as set out in Option 4, and delegates authority to 
the Director of Housing in consultation with the 
Monitoring Officer and Section 151 Officer to decide 
which properties will be repurchased further to this 
decision. 

 

Reason for 
recommendations 

In respect of recommendation (a) the reasons are set out in 
the confidential report. 

In respect of recommendation (b), the option to repurchase a 
limited number of properties would allow the Council to obtain 
some much needed social housing stock within this area, 
while linking this to current demand.  The use of the 
prioritisation approach would allow this approach to be 
targeted at those leaseholders most in need of support. 

 



Portfolio Holder(s): Councillor Kieron Wilson (Portfolio Holder for Housing) 

Corporate Director Kate Ryan 

Contributors Su Spence, Chief Executive PHP  

Lorraine Mealings, Director of Housing 

Wards Old Town  

Classification For Decision 
Title:  

Background  

1. Project Admiral refers to the major maintenance programme being delivered by 
Poole Housing Partnership (PHP) in the Old Town of Poole. The programme will 
refurbish the 4 council owned tower blocks in the Old Town and ensure that they 
are fit for purpose for at least the next 30 years.  The overall programme was 
approved by the Borough of Poole Council in February 2019 and will see the 
following works completed – 

 Roofing replacement 

 Façade removal and refit 

 Removal and refit of balconies 

 Supply and fit of windows 

 Main entrance lobby structures 

 Electrical works 

 Refit of heating and hot water systems 

 Fitting of sprinkler systems and other fire safety enhancements 

 General works 

2. The works will cost approximately £20m in total and will be delivered over the 
next 4 years.  They are funded predominantly from the BCP Housing Revenue 
Account (HRA) (Poole Neighbourhood) alongside contributions from the 
leaseholders who own properties within the tower blocks.  

3. The nature of the buildings means that a major maintenance programme is 
required approximately every 30 years alongside regular day to day 
maintenance.  Major works were last completed in 1990 and this programme will 
ensure that the buildings are fit for purpose for at least another 30 years.  The 
programme has been designed to take account of the seaside location and the 
impact that this has on the concrete structure.  It is also reflective of the current 
change in standards around fire safety and will deliver the retro fitting of a 
sprinkler system along with improvements in fire alarms and ventilation systems, 
all adding to the current high standards of safety throughout the building.  It is 
expected that the programme will also have a positive impact on the sense of 
“place” within the area and improve the standard of accommodation offered to 
current and future residents, addressing issues such as fuel poverty, space 
standards and mitigating damp and mould within the buildings. 

4. The contract to deliver this programme was advertised under European 
procurement rules and was awarded to United Living.  Work has now started 
with United Living to mobilise the contract and to plan the sequencing of works.  



There have been a number of resident meetings over the course of the planning 
of the works and United Living attended a “Meet the Contractor” session on 1st 
July 2019.  Ongoing resident liaison is now in place with dedicated officers in 
both United Living and PHP overseeing this process. 

5. There are 33 leaseholders who own properties within the 249 flats across the 4 
tower blocks, some of whom may privately rent these.  The total cost of the 
programme is funded by the Housing Revenue Account (HRA) (Poole 
Neighbourhood) and is therefore paid for from the rental income received from 
residents across the whole Poole housing stock.  For the 33 leaseholders there 
is a legal requirement set out in their lease to meet the ongoing costs of 
maintaining and improving the structure of the building and therefore contributing 
to the overall cost of the works, both on a day to day basis and for major works.  
The legal framework for the discussions with the leaseholders for any 
maintenance programme where financial charges are sought to be recovered is 
known as “section 20”, with any disputes subject to arbitration at the First Tier 
Tribunal Service (Property Chamber) (FTT). 

Discussion with Leaseholders 

6. Under the terms of section 20 requirements, PHP issued estimated charges to 
the Project Admiral leaseholders in March 2019.  These charges set out the 
estimated costs of the works and the charge that each leaseholder will be 
expected to pay when the works are completed.  The charges are determined by 
the clauses within each lease which are to a large extent similar across each 
property but do vary in nature in some areas. Leaseholders have received 
estimated charges that vary in value from £45,791 to £55,858 with the average 
charge being £52k. 

7. The charges have been calculated based on the total cost of the work that will be 
undertaken, less any charges where it is believed a First Tier Tribunal would not 
uphold the charge being passed onto leaseholders.  This adjustment has been 
made due to precedent in other tribunal cases or approaches considered as 
general practice by councils.   The main areas of work not included in the charge 
to leaseholders are as follows – 

 Measures to improve fire safety – including new sprinkler systems and 
upgrades to automatic vents 

 Upgrade of heating and hot water systems 

 Construction of a new main entrance lobby 

 Reduction of balcony costs to include replacement but not 
enhancement costs 

8. The section 20 process includes a consultation period following the issuing of 
estimated charges and leaseholders are invited to set out their thoughts and 
concerns regarding the approach being undertaken.  This process took place 
across March and April 2019 and leaseholders responded via written responses 
and verbally at a series of public meetings held by PHP.  PHP received 
responses from 17 of the 33 leaseholders and the main issues raised were as 
follows – 

 
 
 
 



Objection to the overall cost of the project 
 
9. Leaseholders made very clear objections to the overall cost of the works that 

they were expected to fund.  While many accepted that the work was necessary 
they did not believe that the cost was reasonable given the overall value of the 
property.  They considered many of the charges to relate to “improvements” and 
cited a recent tribunal case against Oxford City Council where the charges to 
leaseholders were considerably reduced as evidence that they should not pay 
for improvements, only repairs.  Leaseholders are also mindful of the work that 
was undertaken at Sterte Court 5 years ago, and that the overall charge was 
approximately £30k per leaseholder.  The work schedule was different for Sterte 
Court so is not directly comparable, but many stated that they were expecting 
charges to be of a similar level.  

10. PHP do not accept this assessment of the charges and all leaseholders are 
required to pay for improvements under the terms of their leases.  The overall 
scope of the work has been designed to give the most effective economic benefit 
over the next 30 years with the capital investment being offset with future 
revenue savings in maintenance charges both to the council and leaseholders.  
It is noted that the costs are high but this reflects the specific issues that are 
being dealt with across the project which include water ingress from the seaside 
location and a concrete structure that requires enhancement to manage damp 
and mould issues as well as the general refurbishment. 

 
Objection to the use of cladding rather than replacement render 
 
11. Leaseholders identified that one of the largest elements of cost was the non 

combustible cladding that will be fitted to the outside of the building.  A number 
of leaseholders stated that their preference was for new render to be applied to 
the building as this attracted a much lower capital cost. 

12. The options for the façade of the tower blocks were considered during the 
options appraisal process of the project and looked at a variety of render and 
cladding solutions.  The proposal to use cladding was determined by the overall 
economic cost across 30 years with cladding attracting much lower maintenance 
costs over its lifetime.  Render is also deemed to be problematic in seaside 
locations, leading to staining and water ingress as currently experienced on the 
tower blocks and requiring a more significant maintenance programme when 
compared to cladding.  It is also believed that the impact on the look and feel of 
the building can be significantly enhanced with the cladding options although this 
did not influence the final choice. 

13. Further information on the options appraisal that concluded that cladding would 
be preferable has been made available to the leaseholders.  It should be noted 
however that on the basis of initial capital cost, the objection to the use of 
cladding remains across a significant number of leaseholders. 

Request for Buy Back of Properties 

14. A number of leaseholders have requested that the council simply purchase their 
property and bring it back into the overall council owned stock for social rent.  
This reflects the view that this will ease the impact on the private home owner 
and enable a clean break within discussions.  The housing register does have 
need for 1 and 2 bedroom properties within this area of Poole but each potential 



purchase would need to be considered in terms of value for money compared 
with new build options, as well as considering the wider spending priorities within 
the HRA. 

 
Request for the Council to Place a Charge on the Property 
 
15. The use of a charge on the property is part of the hardship policy offered, that if 

residents can demonstrate that they cannot raise the funds to pay the amount 
due, the council will place a secondary charge on the property and defer 
receiving the money until the property is sold. 

 
Request for extension of the current lease back to 125 years 
 
16. Several leaseholders requested that the current lease is extended back to 125 

years at no additional cost.  The leaseholders believed that this reflected the 
length of time that it will take for the financial benefits of the scheme to be 
realised by the leaseholders.  The value of the lease extension is notional and 
further work is being undertaken on this request.  

 
Issues to Consider 
 
17. It may be that a small number of leaseholders will refer the matter to the First 

Tier Tribunal Service (FTT) known as Tribunal, in order to arbitrate on the 
appropriateness of the charge made.  Any determination made by the Tribunal 
will apply across all leaseholders and not just those referring the matter.  It is 
likely that a Tribunal would consider the following issues – 

 
       Issue 1. Whether the section 20 consultation process was followed 
 
18. The section 20 process has been followed with all leaseholders receiving 

notification of estimates, provided with a consultation period and receiving 
responses to all comments made during the consultation.  The charges have 
been calculated based on costs incurred and value for money via a European 
wide tender process can be demonstrated.  There are minor issues within the 
process followed that have been identified by legal advisors acting on behalf of 
PHP but these are not deemed to be material to the overall process and advice 
is that the section 20 process would be considered reasonable.   

 
      Issue 2. Whether the conditions on the lease have been followed 
 
19. All leases issued across the 4 tower blocks contain repair and improvement 

clauses.  This means that leaseholders are liable to meet the costs of all 
necessary repairs to the structure of the tower blocks as well as improvements 
that are deemed necessary over time.  The level of the contribution is 
determined by the percentage share identified within the particular lease for the 
building and this is usually proportionate to the size of the property.  All charges 
have been calculated based on the individual conditions in each lease.   

 
 
 



Issue 3.  Whether the works proposed are reasonable given the problems to be 
addressed 

 
20. The works proposed will address the requirement to ensure that the tower blocks 

remain fit for purpose for the next 30 years.  It will address the end of life façade, 
windows and roofs, deal with structural issues across the balconies and address 
underlying design flaws in the building that cause damp and mould issues within 
the flats.  It will also provide an opportunity to enhance fire safety measures 
throughout the buildings, although these latter costs are not being passed onto 
the leaseholders.  The work has been designed by experts in managing this type 
of building and in seeking to deliver a cost effective solution that will last for at 
least the next 30 years.  It is believed that the work is the right answer to the 
problems presented by the buildings and this is supported by experts within the 
field.     

21. It must be noted however that a Tribunal may choose to take a different view and 
that there are many options that could be presented as an appropriate solution to 
the problems presented.  While it is believed that the case is strong for the 
solution being taken forward, there are many occasions where a Tribunal has 
acted very cautiously and chosen to make concessions on both sides regardless 
of strength of argument.  

 
Issue 4.  Whether the works proposed are reasonable given the value and 
nature of the properties 

  
22. The works proposed are expected to deliver an increase in value to the private 

homes within the tower blocks and therefore leaseholders will see the value of 
their asset increase.  The value of the increase is difficult to predict as this is 
subject to many factors, not just the works undertaken, but local estimates 
suggest between £10k to £25k increase in value.  The Tribunal will take into 
account the cost of the work compared to the likely increase in value in 
assessing reasonableness and impact on ability of leaseholders to pay.  It is 
clear that the expected increase in value is below the overall charge being asked 
of leaseholders, but it is difficult to estimate how much value a Tribunal may 
place on this. 

Options to be considered 

23. Specific options (1 to 3) with regards to the approach in response to leaseholder 
concerns raised during the consultation period have been included in the 
confidential report to be considered, as it contains advice and information which 
is exempt due to it being subject to legal privilege.  

 
In addition, option 4 considers the issues raised by leaseholders regarding 
repurchase of properties prior to the works beginning. 

  
Option 4. Offer to Repurchase a Limited Number of Properties 

 
24. A number of leaseholders have raised the question of whether the council would 

consider buying back the properties in order to bring to an end the discussions 
abut the charges.  In some cases, leaseholders had been looking to sell their 
properties in 2019 due to changes in circumstances but are experiencing 



difficulties in selling due to the proposed works.  In other cases, leaseholders are 
just looking to move on from the property following the reported stress of thinking 
about how to meet the financial requirements of the charge.  This approach 
would deliver additional much needed social housing stock in an area which is 
popular with residents, therefore meeting the needs of the housing register and 
could be delivered in conjunction with the other options.   

25. If this option was to be taken forward, there are 2 ways to process this.  The first 
would be to limit the total budget available and to prioritise the households that 
would be supported.  This reflects that any funding made available to support the 
repurchase will come from current HRA reserves and the competing priority on 
this funding is the delivery of new affordable housing via new build.  New build is 
often more cost effective than acquisition.    

26. If a limit was to be set on this option, it is proposed that an additional budget of 
£0.75m could be made available from HRA reserves to support the buy back of 
leasehold properties across Project Admiral.  This purchase would be at the 
current market value which is estimated to be approximately £120k for a 1 bed 
property and £150k for a 2 bed property.  This would enable 5 to 6 properties to 
be repurchased.   

27. It is proposed that applications for buy back would be considered against the 
following criteria 

1. The household has a changed health or housing need which means 
the property no longer meets housing need  

2. The household has a changed composition which means the 
property no longer meets housing need 

3. The leaseholder can demonstrate financial hardship from meeting 
the s20 charge, or would not be able to pay the charge over the 
next 10 years 

4. The leaseholder resides in the property and would like to move prior 
to the works commencing 

5. The leaseholder does not reside in the property and would like to 
dispose of the investment 

28. The 2nd way to manage this approach is to offer to buy back any property that a 
leaseholder wishes to sell back to the council.  This would deliver up to 33 new 1 
and 2 bedroom flats in the Old Town to enable those households on the housing 
register to access.  If all households decided to access this approach then the 
total cost to the HRA is expected to be approximately £5m which would need to 
be met from reserves.  There is currently not enough funding in reserves to meet 
this option and a borrowing case would need to be developed.  It is unlikely that 
such a case would meet financial checks.  Monies could alternatively be invested 
in other spending priorities including new build which is often more cost effective.  
In addition, there may not be a strong enough scale of interest expressed by 
those on the Poole area Housing Register through the choice based lettings 
system for 33 flats of these sizes and in this location at the same time.  The 
options therefore to buy back all properties offered is discounted with a limited 
budget suggested to meet current demand. 

Summary of financial implications  

29. The Borough of Poole council decision in February 2019 allocated resources of 
£20.25m to deliver Project Admiral.  Included within this decision was an 



assumption that the leasehold contribution to the overall project would be circa 
£1.6m although this funding was not assumed within the approved budget as the 
cash flows around this cannot be guaranteed. 

30. The project is funded from the Housing Revenue Account (HRA) (Poole 
Neighbourhood) and forms part of the financial forward plan agreed during the 
budget setting process in February 2019 for BCP council as well as the 
individual approval for the project as a whole. 

31. It is not possible to assess at this stage the costs that would be incurred if 
leaseholders decided to access a Tribunal to challenge the costs.  There would 
be a cost in officer time but also the requirement to engage specialist solicitor 
support and a barrister for counsel.  All of these costs would be driven by the 
scale of the leaseholder claim and could be expected to reach at least £100k, 
but possibly more, for a short process based on previous experience.  This 
funding would need to be made available from overall project costs. 

32. The increase of the acquisitions budget to support option 4 would need to be met 
from current reserves across the HRA (Poole Neighbourhood).  The current 
budget agreed in February 2019 identified cash reserves of £4.5m that is 
available to meet priorities going forward.  This funding could be used to meet 
the cost of option 4 (limited to £0.75m) without requiring the HRA to submit to 
prudential borrowing or impact on the current programme of works.   

Summary of legal implications  

33. These are contained within the body of the report 

Summary of human resources implications  

34. None identified  

Summary of environmental impact  

35. None identified 

Summary of public health implications  

36. None identified 

Summary of equality implications  

37. The provision of options to buy back properties may assist those in need of 
alternative accommodation to meet health and household need to access this 
accommodation. 

Summary of risk assessment  

38. There are a number of risks associated with the discussions with the 
leaseholders and these are detailed throughout the report. 

Background papers  

Borough of Poole Council Paper - Project Admiral, February 2019  

Appendices  

Appendix 1 – Exempt Section of the Report [PLEASE NOTE – if Cabinet wish to 
discuss the detail of this part of the report it will be necessary to move into 
exempt session and exclude the press and public from this part of the 
meeting] 


