Interim Report – June 2004

Introduction

The Haringey ReStore Project is a research and educational initiative run by ReStore Community Projects, a furniture and white goods re-use charity based in the London Borough of Haringey.  The project has been funded by Biffaward, a multi-million pound environment fund which utilises landfill tax credits donated by Biffa Waste Services.

Over a three year period, from November 2002 to October 2005, the project has the following objectives:

1. To contribute to sustainable waste management in Haringey

2. To increase awareness of recycling and re-use within Haringey

3. To produce a report on the project for wider application 

By definition, this report deals mainly with the 3rd objective, although attention will also be paid to objectives 1 and 2.  More significantly, we will be detailing our initial findings as to whether a self-sustainable re-use operation is a viable proposition in such a borough in the long-term.

Summary of the project

In accordance with the development of sustainable waste management, the Haringey ReStore Project ("HRP") has been examining the feasibility of developing a self-sustaining recycling project in the London borough of Haringey.  Bulky household items such as furniture, cookers and fridges make up 8% of all household waste passing through British civic amenity sites, and HRP has been looking into the viability of establishing and running a project to minimise this waste and reduce the need for virgin raw materials in Haringey.

As stated in our original business plan for the project, tasks studied by the HRP can be summarised as follows:

· Surveying past and current bulky waste recycling facilities in Haringey

· Surveying the various sources available for obtaining materials for recycling and their relative desirability

· Assessing the demand for the service and of resources available in the area

· Assessing the possibilities of refurbishing items collected

· Investigating the possibilities of developing methods of re-using and distributing the items collected inside and outside the borough in order to generate income, which will contribute to the running costs of the project

· Calculating the cost benefit of refurbishing items collected

· Assessing the possibility of the project becoming income generating and reducing or eliminating its need for outside funding once fully operational

On a quantitative basis, outcomes have been assessed in terms of numbers of collections made, items collected and weight of outcomes collected in Haringey, deliveries made to Haringey residents, and revenues and costs generate by the project.  Research has also been undertaken into third party facilities, partnerships, income sources and grants available to the project.

It should be stressed at this stage that although substantial progress has been made in many of these areas, this remains an interim report, and no definitive conclusions will be reached until the final report in October 2005.

ReStore Community Projects

ReStore Community Projects ("RCP") has previously gained experience in setting up and running the Kings Cross Furniture Project ("KXFP") in Inner London, which remains its core activity.

KXFP began as an offshoot of Kings Cross Homelessness Project, and, as its activities expanded, became an independent charity and a company limited by guarantee in March 1996.  The original motivation in setting up the charity was to help people who were homeless, ex-homeless or socially disadvantaged by providing them with low cost furniture which otherwise they would not have been able to afford.  This situation was particularly acute for people who had just been rehoused by the council, as in such cases there is no obligation on a local authority to provide furniture to their tenants. As a result, an individual or family would move from temporary accommodation, which is furnished, to a permanent home, which is not.  While such a move is a positive step for them in terms of securing a stable home, it can be very dispiriting if they have nothing to go in that home.  Trying to alleviate this problem was our major motivation in getting established.

In the early years of the charity, we worked very closely with Islington council, who referred hundreds of residents to us for furniture.  This is still very much the case today, although now we aim to work with many councils – especially Haringey – and hundreds of other agencies whose service-users require our service.  We also expanded in to the areas of white goods, so that as well as getting beds, tables and chairs, wardrobes and settees, our clients could also have access to low cost fridges and cookers.

In January 2001 we relocated from the Kings Cross area to Tottenham, in the borough of Haringey.  In subsequent years we have continued to diversify our activities, and although our commitment to helping socially disadvantaged people remains as strong as ever, we now also focus on other aims, notably those having a positive environmental impact.  To reflect both the expansion of our objectives and our new geographical location, we changed the name of the project to ReStore Community Projects, although we often still use the Kings Cross Furniture Project brand-name for much of our core work, as this is how we are still known to many people. 

RCP has an active environmental policy which is embodied in a statement which underpins the operation of the charity and we also have an equal opportunities policy which applies to all stakeholders in the charity.  In both these areas though, we recognise that we have more progress to make and we aim to review policies and practices regularly.  Our warehouse, offices and toilets have disabled access and our workers currently speak 8 languages between them.

Personnel

RCP is managed by a Management Committee made up of volunteer trustees and directors.  They all give their time freely and offer expertise in such areas as finance, management, law, human resources and marketing, as well as knowledge of recycling and homelessness.  The day-to-day management of RCP is delegated to the staff.

 The economics of running RCP mean that a mix of paid and voluntary staff is necessary.  We believe that paid staff are required to ensure continuity and commitment in key operations such as general and operational management, vehicle-driving and specialist testing and refurbishment of white goods.  Currently we have 9 paid staff.

We could not, however, run the organisation without additional people, and hence we have a considerable number of volunteers at the project.  Limited funds mean that we are unable to employ any more paid staff, but without voluntary support we would simply be unable to operate.  Levels of volunteers fluctuate, but we usually have between 20-30 individuals at the project.

The current organisational structure is as follows:

MANAGEMENT COMMITTEE (TRUSTEES)

GENERAL MANAGER

OUTREACH OFFICER     OPERATIONS MANAGER     ELECTRICAL ENGINEER     GAS ENGINEER

                  OFFICE SUPERVISER      DRIVER  DRIVER  DRIVER

OFFICE VOLUNTEERS                       VOLUNTEER VAN CREWS          WORKSHOP VOLUNTEERS

We define a volunteer as anyone who works for RCP in an unpaid capacity.  As can be seen from the above chart, they work in most parts of our organisation, and similarly, they are recruited from a diverse number of sources.  We have people who have approached us directly themselves, those on a work placement or training for work programme, individuals who have been referred to us from mental health agencies or supported housing trusts, and people doing community service placements.  Over a 12 month period, we will have approximately 100 people volunteer for us, for any time period from 2 weeks to indefinitely.  Their time commitment ranges from a few hours per week to 5 days per week.  All volunteers undergo a planned induction programme and specialist training as necessary, and in running HRP, we use the same principles with respect to paid and voluntary positions which we do for RCP as a whole.

The London Borough of Haringey

Since we moved to Haringey, much of the experience gained in running KXFP has been utilised in the HRP.  At the same time though, we have had to recognise that a different environment brings different challenges, and to react to these changing circumstances as appropriate.

Like many parts of London, Haringey, located between densely populated inner London boroughs and more suburban parts of North London, is a borough of great contrasts.  In national terms it is amongst the poorest boroughs in the country, with a high level of unemployment and almost half the population from ethnic minorities.  Side by side with wards of great poverty though are affluent areas, such as parts of Muswell Hill and Highgate.

Since the charity established its operation in Islington, account should be taken of differences and  similarities when setting up in a new area such as Haringey, and generally there are more similarities than marked differences.   Using data from the 2001 census,  both are classified as Inner London boroughs, though Islington has a smaller population (172,262 compared to 216,507 in 2001), is less than half the physical size of Haringey (1,486 hectares compared to 2,959) and is, of course, closer to the centre of London and its main-line stations.

In terms of inhabitants both have very high proportions of migrants as they form over 20% of the Islington population as compared with 16.9% in Haringey.  Of these, a larger proportion of Islington's migrants come from overseas possibly reflecting the presence of Kings Cross Station at the edge of the borough, but in any event both are very high percentages in national terms and show the similarly transitory nature of much of the populations in both boroughs.  Both boroughs have abnormally high proportions of inhabitants with long term illnesses (17.9% in Islington, 15.5% in Haringey) while age distributions in both boroughs are also broadly very similar, Haringey having a  higher proportion of married couples among the over 16s (32.7% in Haringey as opposed to 25.8% in Islington), while both in Islington and Haringey 5.5% of the adult populations are single parents with dependent children.

In terms of occupations however, there is a marked difference in that Islington has higher proportions of higher professional and managerial workers in the borough than does Haringey, while Haringey has proportionately more small employers, lower income occupations, unemployed people and full-time students.

At the same time Haringey has far less council housing (19.7% of all households) than does Islington (no less than 35.6% of the total in 2001), but very nearly twice as much terraced housing (32.6% of all housing) than Islington (16.35%) – possibly reflecting more post-World War II rebuilding in Islington, yet Haringey has over 3 times more detached houses (presumably in the very affluent western fringes of the borough).

Currently, Haringey recycles just 10% of its entire waste, while its target for the current financial year (2004-05) is 14%, rising to 18% in 2005-06 and 22% in 2006-07.  Clearly these are challenging targets, and as a significant percentage – around 5% - of the boroughs waste is bulky waste, significant improvements in recycling rates in this area will greatly assist Haringey in achieving the desired improvement in its overall performance.

Traditionally, Haringey has not had any other organisations which have worked in the area of bulky waste collections.  Since our move from Kings Cross to Haringey though, we have diverted significant tonnages of bulky goods from landfill or incineration, and instead found new homes for them. 

The Operation

The principle of HRP – which is similar to that of KXFP – is that individuals and families (generally in the affluent parts of the borough) have furniture and white goods which from time to time they need to dispose of.  Our experience tells us that this is normally for one of three reasons:

· They have bought new items, but their old ones are still perfectly usable

· They are moving house, and having a clear out of certain things

· A relative has passed away and they are clearing their possessions

The common factor here though is that donors do not wish to see such items go to waste, and are usually motivated by one or more of the following factors:

· They do not wish their items to be landfilled or incinerated, having a negative impact on the environment

· They want their items to go elsewhere and be used for their primary purpose

· They want their items to go to people who otherwise would not be able to afford such things

· They do not wish to receive any money for their items

Hence, we collect their items, and then display them at our warehouse.  All  service-users are referred to us by one of the many statutory or voluntary agencies we work with.  The basis of this is in order to ensure their need is genuine and that our furniture does not get bought cheaply by a dealer who then sells it on for profit. They then come and choose the items they want and a small charge is agreed to cover collection, storage and delivery of each item. The provision of furniture and household appliances to disadvantaged individuals and families at low cost is a core principle on which the charity was founded, and this differentiates our organisation from other environmental groups who do not aim to fulfil this additional social need.

The whole operation is also a very simple scheme – we collect items from people who don’t need them anymore and pass them on to people who do.  Donors feel pleased, service-users get low cost furniture and white goods, the environment benefits and jobs and volunteering opportunities are created.  Everyone gains from it.  The downside is that in addition to salaries, furniture and appliances are physically large and the resulting cost of running a large warehouse and a number of large vehicles means that costs are much higher than they are for other types of recycling operations.  

Through contacts made with the Furniture Re-use Network, of which we have become an active member, and by talking with and visiting many other groups similar to ours up and down the country, we are aware of many furniture projects which have folded.  More often than not, this is not due to a lack of supply of goods, or demand for them, or the abilities of the projects’ personnel, but because of lack of consistent funding.  Other factors such as lack of support from the local authority, insecure premises and difficulties with adequate insurance cover have also played a part.  One of the challenges facing HRP is therefore to see if these problems can be overcome adequately to ensure that such a project will survive and thrive in the long-term.

Sources available for obtaining materials

Both RCP and HRP collect items from a number of sources, such as:

· The general public – individuals and families

· Institutions such as universities or hospitals

· Commercial organisations such as hotels

Of these, collecting from people’s homes has historically been responsible for over 90% of our items.  From within Haringey, the numbers of collections from these sources on a month by month basis since the start of HRP have been as follows:

	Month
	Collections made
	Items collected
	Weight of items (tonnes)

	November 02
	23
	*117
	*2.600

	December 02
	23
	*117
	*2.600

	January 03
	24
	*121
	*2.689

	February 03
	32
	*162
	*3.600

	March 03
	33
	*166
	*3.688

	April 03
	13
	*65
	*1.444

	May 03
	18
	60
	2.064

	June 03
	31
	128
	2.411

	July 03
	31
	108
	2.921

	August 03
	11
	68
	1.965

	September 03
	21
	84
	2.472

	October 03
	25
	114
	2.672

	November 03
	10
	95
	2.000

	December 03
	29
	74
	2.459

	January 04
	29
	141
	2.848

	February 04
	26
	90
	2.340

	March 04
	31
	113
	3.086

	April 04
	24
	144
	3.233

	18 months total
	434
	1967
	47.092


*because we were developing our monitoring systems at the time, these earlier figures are estimates.

In addition, RCP does collections directly from civic amenity sites.  With regard to Haringey, this has proved difficult as major redevelopment work has been taking place at their main Park View Road site in recent years.  However, direct collections from Haringey sites have commenced, as from 1st April 2004.  This will enable us to collect many more items from Haringey residents (it is estimated by Haringey Waste Management that 90% of people who take items to their site live within the borough) who are not able to wait until we can collect from them or be there at our collection times, but are able to take their bulky waste to the site in Park View Road.

Demand for the service

With the level of deprivation in Haringey, it was always our belief that there would be a high demand for low-cost furniture and appliances, and this has proved to be the case.  The numbers of deliveries we have made in Haringey have been as follows:

	Month
	Deliveries

	November 02
	17

	December 02
	17

	January 03
	23

	February 03
	20

	March 03
	21

	April 03
	24

	May 03
	33

	June 03
	38

	July03
	44

	August 03
	22

	September 03
	32

	October 03
	35

	November 03
	28

	December 03
	24

	January 04
	24

	February 04
	21

	March 04
	41

	April 04
	30

	18 month total
	494


From the above data, it would seem clear that we will substantially exceed our original target of 800 deliveries during the 3 year lifespan of the project.

To date, we have built up relationships with numerous referral agencies in Haringey, and our contacts are increasing all the time.  Examples of these are the housing department, social services, specialist units such as those for the mentally ill and for asylum seekers, community groups, religious organisations, rehabilitation centres, and homelessness organisations.  In essence we are happy to receive clients from any recognised agency.

Refurbishment

RCP has done little by way of refurbishment of furniture in the past, and there has been no change in this since we started HRP.  We have looked into this in the past, and it may be that we do it again in the future, but at this moment in time it is not a feasible option.  Whereas refurbishment itself is possible and environmentally desirable, the costs involved would be prohibitive unless we located additional sources of outside funding, although, of course, we would then still not be a self-sustaining operation.

To set up a dedicated refurbishing project would involve additional costs of:

· someone (probably full-time) to run the scheme and, aided by volunteers, do the work require on our products 

· the training and incidental costs of recruiting and managing the volunteers

· the purchasing of necessary equipment and tools 

· space in our warehouse and hence the necessary contributions to overheads

We estimate that these costs would be a minimum of £30,000 per annum on top of our current expenditure.  While it may be that an improvement of the condition of certain items would lead to an increase in revenues, with unuseable items becoming useable, and these items then able to attract possibly higher contributions, these factors are mitigated by the following:

· there is a ceiling on what we can charge our service-users, as they do not have a high level of disposable income and we are mandated to charge them low costs 

· the average likely increase would be around £10 per item, which would mean that 3,000 items – 60 per week would have to be refurbished and sold to cover the cost involved

· There appears to be a lot of unwanted furniture available in Haringey as elsewhere in  London, which reduces the need for us to work on the items we collect.  

While we recognise that there would be certain funding opportunities to us to develop a refurbishment project, we are aware that any grant would be time-limited, and we are not convinced  that  the level of increases in revenues would be substantial enough over the lifetime of such a grant to enable the project to be self-financing in the long-term.

The exception to this is with white goods. Legally we have to assume that all cookers, fridges & freezers, vacuum cleaners and other smaller electrical items we collect are in need of refurbishment..  Hence, all electrical appliances (and gas cookers) are checked by our qualified staff after we collect them.

From a service point of view it is necessary for us to check, refurbish and clean white goods to ensure that our service-users are able to get low cost cookers and fridges, as well as furniture.  This is clearly not the case with worn settees or tables with a leg missing, as if we don’t refurbish them we still have plenty of alternative items available.  In terms of costs, we are able to charge higher amounts for large white goods (between £50-£80), which is still below market prices and means that a significant percentage of our white goods operation is paid for through direct revenues generated.

Income Generation

The whole ethos of both RCP and HRP is to have a positive environmental impact through diverting items from the waste stream, and a positive social impact by providing at low cost goods quality bulky items which our clients would otherwise not be able to afford.  These two aspects of the project go hand in hand – we could not do one without the other.   Without the supply of furniture and white goods we wouldn’t be able to help people set up a home, and similarly, without the demand for our items we would not be re-using the items we receive – merely collecting them storing them for a while and ultimately having to dispose of then for reasons of limited pace in our warehouse.  By definition the re-use element of our work only occurs when we have found an ultimate destination – i.e. someone’s home -  for a piece of furniture, and not when it originally comes into our possession.

To cover our operating costs however, we believe that it is necessary for us to charge  for each item which we pass on to our clients.  It would be fantastic for us to give everything away free, but that would simply be financially unworkable.  At the other end of the spectrum though, if we were to charge our clients the true cost of items it would be unlikely they could afford them, as the costs would have to take into account all the following:  

· Rent on a 10,000 sq. ft warehouse

· The running cost of 4 vehicles

· The original purchase, and depreciation of these vehicles

· The salaries of 3 drivers, 2 engineers, and 4 managerial / customer service / admin / outreach staff

· Expenses of 20-30 volunteers

· Insurance costs

· Administration, managerial and promotional costs

· The cost of raw units, spare parts and equipment for our white goods operation

· A variety of all kinds of sundries costs

Hence, our goods would be unaffordable to the users we target.

What we must ensure we do is get a right balance.  We need to charge our clients a high enough price for our goods to generate substantial amounts of revenues ourselves and negate the need for continuous large scale fundraising.  On the other hand the charges must be low enough to remain affordable for individuals or families who are on low or no incomes.  Getting this balance right is often a delicate matter, and cuts right to the heart of the nature of furniture re-use.

We have found that there are in excess of 200 furniture re-use charities across the country, and  massive variations within them.  The size of groups ranges from operations which can best be described as ‘one man and his dog’ and serve just a few wards in a specific borough, to multi-million pound operations with hundreds of staff and city-wide contracts.  Some charge almost commercial prices for their items, while others give things away free of charge.  Some are operated by, and responsible to, their local authority; while others are fully independent.  Some do not have to do any fundraising from third parties, others rely on grants for almost all their income.  The variations between different groups is immense, to the extent that there is simply no such thing as a typical model.

The key questions that HRP is focusing on then are:

1. whether it is possible for a borough-wide project to generate funds to contribute to the running costs of a furniture re-use project 

2. whether these funds can increase enough to reduce the need for outside funding

3. whether revenues reach the point where no third party funding is required.  

The first 18 months of HRP has shown that the answer to the first question  is positive, but we will not know the answer to question two until the final report, and it may take much longer until the third question is satisfactorily answered. 

Costs of Haringey ReStore Project

So far, over the first 18 months of HRP, the revenues and costs associated with the project have been as follows:

	
	1/11/02-31/1/03
	1/2/03-31/4/03
	1/4/03-31/7/03
	1/8/03-31/10/03
	1/11/03-31/1/04
	1/2/04-30/4/04
	TOTAL

	INCOME
	
	
	
	
	
	
	

	Biffaward Grant
	£17,311
	£11,063
	£11,063
	£11,136
	£11,191
	£11,191
	£72,955

	Stores Contributions
	£  6,235
	£  6,236
	£  7,032
	£  6,679
	£  7,704
	£  8,134
	£42,020

	TOTAL
	£23,546
	£17,299
	£18,095
	£17,815
	£18,895
	£19,325
	£114,975

	EXPENDITURE
	
	
	
	
	
	
	

	Buildings
	£  1,978
	£  1,979
	£  2,558
	£  2,572
	£  2,482
	£  2,722
	£14,291

	Equipment
	
	
	
	£       44
	
	£     145
	£     189

	Vehicles
	£  1,283
	£  1,283
	£  1,513
	£  2,249
	£  1,580
	£  1,785
	£  9,693

	Salaries
	£16,863
	£  10,612
	£  9,887
	£  9,909
	£10,714
	£10,677
	£68,662

	Travel / subsistence
	£  1,495
	£  1,496
	£  1,720
	£  1,375
	£1,046
	£  1,488
	£  8,620

	Training
	
	
	
	
	
	£     152
	£     152

	Info & Promo
	£     622
	£     622
	£     356
	£     433
	£     922
	£     797
	£  3,752

	Professional fees
	£     239
	£     239
	
	
	£  1,148
	
	£  1,626

	Insurance
	£     264
	£     265
	£  1,196
	£     228
	£     336
	£     375
	£  2,664

	Other
	£     802
	£     803
	£     865
	£  1,005
	£     667
	£  1,184
	£  5,326

	TOTAL COSTS
	£23,546
	£17,299
	£18,095
	£17,815
	£18,895
	£19,325
	£114,975


Thus far, the percentage of the costs which we have been able to self generate through our own revenues has been approximately 35%.  This was around the level we anticipated in the first half of the project and where it was anticipated the Biffaward funding would be necessary, and furthermore we still estimate that these self-generated funds will increase steadily throughout the initial three years of HRP.

Although the overall revenues and costs of HRP are widely as expected, there have been variations across particular budget lines, which are relevant not just for this particular project, but have wider implications for the feasibility of a self-sustaining project.  The most significant of these are the higher than anticipated costs incurred on buildings and insurance.

Premises  

The cost of occupying a 10,000 sq ft warehouse – particularly in London - is obviously going to be significant, and after salaries, is our largest outlay.  The fact that our actual costs are slightly more than budgeted is not a huge issue in itself – there are always bound to be variations on budgets and the pluses and minuses tend to even themselves out – but of more importance is the insecurity we face.  

Our situation – like the vast majority of furniture projects – is that we rent our building.  Rents can go up substantially, or the lease will expire, and  in either case, that a move becomes necessary.  Time then has to be found to look for alternative premises, often additional monies may have to be found for a new lease, and inevitably income and financial stability will be compromised through the process of moving.  All this assumes of course that a suitable base can be found, though often it cannot and hence projects are forced to close down.  On a basic and fundamental 
level, our view is that it is difficult to see how any furniture re-use project could be considered to be viable and self-sustainable in the long-run unless it either owned its own property or had a long-term affordable cast-iron lease.

Insurance

The other major issue for furniture projects, like other charities, in recent years has been the problems we have faced in getting the required insurance cover.  We require cover in four major areas:

· Employers' and public liability

· Vehicles

· Trustees

· Buildings

While the costs are high for vehicle insurance and buildings insurance (and reasonable for trustees' insurance) the big issue is that of employers' and public liability insurance.  Obviously, without it, or indeed without any of the above, no responsible organisation would be in a position to stay open.  Getting cover is not always easy though, and last year our incumbent insurer gave us no indication of whether they were willing to renew until two weeks before the expiry date, when they informed us they would only renew it for office activities only.  Other options we explored came back with a negative response.  Cover was eventually found just 48 hours before we would have had to close the project, and involved a 10 fold increase on the previous premium.  

Research has shown that what happened to us was the norm, not an exception.  Other projects have not been able to find cover and have had to close.  Until certain large insurance companies stop their bias against charitable organisations, and cease their tendencies to either refuse cover or set the premiums so high they are unaffordable, without regard to the records of such organisations, then a large cloud will remain over the majority of furniture re-use projects. 

Promoting the project

To promote the project, our key original aims were as follows:

· To contact the local press about the project

· To liaise with the local council, about their waste strategy

· To develop contacts with local community groups to market the collection service

· To develop contacts with local groups to market recycled goods

· To develop literature to promote the project as appropriate

· To visit events across the borough as appropriate

In the majority of these areas, we have made substantial progress.  Most importantly, we have made contact with and now regularly meet representatives of Haringey waste management department, and have a good working relationship with them.  It is essential for a group such as ours working in the areas that we do, to have constructive dealings with our local authority, as without this there would be a limit to what we were able to achieve.  We now collect directly from the Haringey civic amenity centre at Park View Road on a weekly basis, and in addition we have had initial discussions about collaborating on future joint educational initiatives, which should be of great benefit to both of us.

We have also circulated information about the Haringey ReStore project to a number of organisations in the borough, so that their staff and service-users are aware of our services, and will pass on details about us to third parties as appropriate.

(please see appendix 1. for a list of organisations who we have circulated our awareness poster to)

Outreach

One of the key aspects of both RCP and HRP, is that of outreach work whereby we develop and maintain contacts with relevant outside organisations and individuals.  

As mentioned, our particular need in Haringey is to develop contacts to refer users to the Project, and we have come to the conclusion that for this to be done effectively, it is necessary to have a paid employee dedicated to this activity.  Thus, we have now recruited a full-time outreach officer.

The tasks which the outreach officer carries out include:

· To make face-to-face contact with members of local authorities and other agencies to assist in the promotion of RCP

· To initiate contact with new referral agencies, and to meet with them to explain the services we can offer their clients

· To disseminate the appropriate literature about our project

· To attend local events staged by local authorities and other agencies

Although the outreach officer works for RCP as a whole, the impact she has had, and her work has been of huge benefit to HRP.  Specifically within Haringey, meetings have been held with the housing department in order to get many more families referred to the scheme to access our low cost bulky goods, and council events will be attended as appropriate.  In addition, partnerships have been developed with agencies such as adult education providers, BME groups, asylum seeker and refugee units, community groups, mental health units and organisations which support both young people and the elderly.  These contacts have been made with a view of both further raising awareness of our project, and having more agencies refer their clients to us in order to receive low cost furniture and white goods.

(please see appendix 2. for a list of organisations who our outreach officer has had contact with)
Sustainability

While HRP is largely autonomous from the remainder of RCP, the fact remains that it is  part of the larger organisation.  Whilst this is an advantage in terms of the transference of skills, and the ability to draw on the staff’s previous experiences of the KXFP to assist HRP, it has on occasion made it more difficult to judge the success of this specific project in isolation from the whole organisation.  The whole key to HRP is to judge whether a project which directs reusable items away from the waste stream and towards individuals and families in need, is sustainable in the long-term, and crucially, whether in the long-run it can pay for itself.

As mentioned earlier, finding the right balance is difficult, and often results in the dilemma of raising prices, or staying reliant on fundraising activities, which are time-consuming and to an extent cause a lack of control and long-term planning in the managing of the organisation.

For a project which is starting off, there are certain aspects which it is essential that it has in place, the main ones being the necessary staff, premises and vehicles.  In addition there are countless other items which we believe a project cannot operate without, such as volunteers, insurance and cash to cover day-to-day running costs.  Our experience thus far with HRP is that in its initial year costs were approximately £76,000, of which £26,000 was generated directly from trading income.  

For a project serving one specific borough in London, these are not untypical figures – there are a number of borough wide furniture re-use projects in other parts of London which bear out such statistics.  As a project becomes more established, the income it can raise directly itself will increase, but ultimately this can, and will have a knock-on effect on costs.  For example, the numbers of collections and deliveries which take place to generate £26,000 in income can be covered by one van and one vehicle crew.  In addition there may  be some slack in the system, meaning that this figure can increase with little additional vehicle costs.  However, when there is a significant rise in the amount of sales, a point will be reached where one van is not enough.  Hiring a van for a day or two a week is an option, but relatively expensive , and our experience with RCP as a whole is that it is much better – and cheaper in the long-run - to own our own vehicles, which are purchased new.  Similarly, a second van requires a second driver, and again, we believe that although it is viable to have van crewmembers who are volunteers,  drivers need to be paid, as this ensures their presence at the project and guarantees the collection and subsequent distribution of bulky waste items.

In essence then, for a project starting from scratch to cover a borough such as Haringey, it requires the following:

· Adequate premises, probably in the range of 4,000-6,000 sq. ft. initially,

· A 3.5 tonne Luton van – ideally a new vehicle to prevent problems of unreliability

· A paid driver, a manager (both full-time) plus part-time engineers to work on the white goods, and ideally a paid project assistant

· Volunteers to help in all aspects of the project, most notably as part of the van crew

· Adequate insurance cover

· Substantial funds in place to cover start up costs, and ideally to have 6 months of reserves

· Grants in place for the first three years of a project before sales revenue builds up

· Trustees who have expertise in areas which will greatly assist the project, such as finance, law, marketing, community organisations and social issues

Leading on from this, in the early life of the project, it needs to achieve the following:

· The ability to publicise itself to individuals, companies and other institutions who wish to donate furniture and white goods

· An excellent working relationship with the housing and social services departments of the local authority, who will refer their clients to the project to get low cost furniture and white goods

· Contacts with other environmental and social organisations in the borough who are fully aware of the project and able to refer people to it either to offer unwanted goods or to receive goods already collected

· Contacts will the local volunteer bureau and other groups who work in such areas, in order to maintain a steady supply of volunteers

· Appropriate literature which publicises the project, and is targeted at donors, service-users and volunteers as appropriate

· A simple but professional system for booking in collections

· An effective quality control system for all items that are offered for donation

· An excellent service of customer care for all service-users, by telephone, when collecting and delivering by van and when visiting the warehouse

· A collection and delivery schedule which works well logistically 

· Effective monitoring systems, so that the success or otherwise of the project can be accurately measured and reported back to all relevant parties

· A good relationship with the local authority waste management department to arrange collaborative working on bulky waste which they are offered directly

In the longer-term, the vital issues are:

· Maximising self-generated income and reducing the need for grant funding

· Developing, if necessary - and if possible - other income sources to ensure the project remains viable

The next 18 months

The HRP has now reached its halfway stage, and, as such, we have a fair idea as to its successes and weaknesses.  However, any firm conclusions will not be reached until the project ends in October 2005.  Of the requirements listed above for a successful borough wide furniture re-use project, some we have established but others are not yet secure in the long-term.  Other points relate to issues which need to be looked into in much more detail though, and during the second half of the HRP we will be doing our best to address these issues and reach some definitive answers.

One of the most important questions which needs close examination is that of other income sources.  This is relevant not just for HRP, but for many furniture re-use groups.  Traditionally, the vast majority of a group's income has come from two sources – sales and grants.  As local government financial support is no longer available in most areas and certainly not in Haringey, typically, these grants will be from a charitable trust which likes what a group is doing and is happy to financially support it.  Although the grant will most likely be given for a specific purpose – such as an employee’s salary, or towards rent costs - it still gives a great deal of flexibility to an organisation, as other unrestricted income can be used to cover shortfalls in other areas.  The drawback is that the grant will be time-limited, for a maximum of three years, say, and when it expires the same shortfalls on budget are almost certain to reappear.

Once an organisation has been established for a number of years it will find it progressively more difficult to attract grants from charitable trusts.  Often, grant- making charities will want to support new organisations or new and innovative projects from existing organisations, as opposed to merely providing continuation funding to existing groups.  This is entirely understandable of course (and entirely the prerogative of charitable foundations), as trustees of such charities will want their funds to ‘make a difference’ by supporting something new, but it does mean that stable organisations doing good work are likely to find it much harder to acquire the third party funding that they require.  Hence, to an extent, the need to diversify into new income sources and the drive towards sustainability and independence from grants.

The key question to be asked here is to what extent is a group willing - or able - to change its day-to-day activities in order to safeguard its future, and moreover, can diversifying activities be found which still fit in with the key charitable aims of a furniture re-use charity.  There is no right or wrong answer as such, suffice to say that a group which in principle resolutely refuses to change at all as it becomes established will almost certainly fold, and hence make no contribution to waste prevention or the relief of poverty, but a group which changes too fundamentally will no longer be able to achieve the core objectives which it was originally founded for or currently supports.  Not surprisingly, it is vital to maintain the right balance.

Options for diversification for HRP are seen to be as follows:

· Opening a retail outlet.  This allows for items to be sold at higher prices than would be the case for the core group of clients, while not detracting from the organisation’s charitable objectives.  A retail outlet on a separate site would prevent a two-tier system, and in effect the retail side would be a separate organisation that covenanted all its profits back to the parent charity.  The downside of this is the cost and time involved in setting up a retail outlet, and the likelihood that it would need to trade for a substantial period before it likely came into profit.

· Training.  Most furniture re-use projects – including RCP – use volunteers in the delivery of their projects.  An option here is instead of merely providing placement opportunities, for a project to run structured training courses in specific areas of the organisation, for which there are opportunities for government or EU backed grants to be secured.  The drawback is that a substantial amount of time is required to properly run such a scheme and supervise the individuals on it, which could take valuable time away from existing staff carrying out their other responsibilities.  In addition, much of the funds available for this are dependant on outcomes – i.e. the trainees securing paid employment on the completion of the course, and as the opportunities within the actual organisation for this are very small, it relies on the trainees finding paid work elsewhere. 

· Waste contracting.  This would involve working with a local authority, and, for example, fulfilling a contract to collect bulky waste items from residents who wished to get rid of them.  Although the majority of items would not be re-usable and have to be disposed of, some would be suitable for service-users, giving them more choice.  More importantly, the payment for providing such a service would bring in funds in large enough amounts to bring stability to the project.  The downside is the possibility that this particular contract would dwarf the rest of the organisation's activities, and the charity’s core work would be diminished.  The organisation would then effectively become a waste contractor which engaged in some furniture re-use on the side, as opposed to the other way round - an operation for which it would probably lack both the necessary capital resources and managerial experience.     

· Linkages with other charities.  Furniture re-use projects tend to have a good working relationship with other similar groups, and advantages can be gained through such issues as sharing of best practice and common costs.  There are also possibilities in terms of ‘sharing’ of staff if one group is short staffed and another has some spare resources, or, for example, a group which has white goods engineers refurbishing cookers and fridges for a group which does not.  We can investigate the advantages of such schemes, but we currently believe the benefits to be somewhat limited.  After all, none of these activities will actually bring more funds into the furniture re-use sector, they will merely help to achieve some level of cost reduction through greater efficiencies.

The HRP will be looking into some of these options in the next 18 months, as it could be that they hold the key to the future viability of the project. 
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Appendix 1: organisations who have received our awareness poster

Charity Shops

Marie Curie Cancer Care, 27 Junction Road, London N17

MIND, 202 Stroud Green Road, London N4

MIND, 129 Archway Road, London N6

North London Hospice, 212 High Road, London N22

Oxfam, 80, Highgate High Street, London N6

Oxfam, 233 Muswell Hill Broadway, London N10

Oxfam, 12a The Broadway, London N22

SENSE, 484 High Road, London N17

Sue Ryder, 129 Broadway, London N10

Haringey Council Departments

Environmental Health Department, 639 High Road, London N17

LB Haringey Media & PR, Civic Centre, High Road, London N22

Hornsey Town Hall, The Broadway, London N8

One Stop Shop, 820 Seven Sisters Road, London N15

One Stop Shop, Duke House, Crouch Hall Road, London N8

One Stop Shop, Unit 2, Safeway Arcade, High Road, London N22

Technical & Environmental Service, Tottenham Town Hall, London N15

Voluntary Action Haringey, 2a Factory Lane, London N17

Health Centres

Bounds Green Health Centre, 1a Gordon Road, London N11

Burgoyne Road Clinic, 58 Burgoyne Road, London N4

Broadwater Farm Community Health Centre, 2a Willan Road, London N17

Crouch End Health Centre, 45 Middle Lane, London N8

Landsdowne Road Health Centre, 1a Landsdowne Road, London N17

Lordship Lane Clinic, 239 Lordship Lane, London N17

Stroud Green Clinic, 16 Upper Tollington Road, London N4

Stuart Crescent Health Centre, 8, Stuart Crescent, London N22

Tynemouth Road Health Centre, Tynemouth Road, London N15

Willows Clinic, St. Ann's Hospital, St Ann's Road, London N15

Libraries

Alexandra Park Library, 146 Alexandra Park, London N22

Bruce Castle Museum, Lordship Lane, London N17

Coombes Croft Library, High Road, London N17

Highgate Library, 1 Shepherds' Hill, London N17

Muswell Hill Library, 1a Queens Avenue, London N10

St. Ann's Library, Cissbury Road, London N15

Stroud Green Library, Stapelton Hall Road, London, N4

Play Centres

Campsbourne Play Centre, Newlands Road, London N8

Chestnuts Play Centre, St. Ann's Road, London N15

Coldfall Play Centre, Everington Road, London N15

Crowland Play Centre, Crowland Road London N15

Hartington Play Centre, Burlington Road, London N17

Hornsey Ridge Play Centre, Mayfield Road, London N8

Log Cabins Play Centre, Falkland Road, London N8

Noel Park Play Centre, Maurice Avenue, London N22

Northumberland Park Women & Children's Centre, Somerford Grove London N17

Paignton Triangle Centre, St Ann's Road, London N15

Parkhurst School Annexe, Parkhurst Road, London N17

Rhodes Avenue Play Centre, Rhodes Avenue Youth Annexe, London N22

Stroud Green Play Centre, Ennis Road, London N4

The Islands Play Centre, The Grove, Alexandra Park, London, N22

Tiverton Play Centre, Tewkesbury Road, London N15

Tower Gardens Play Centre, Risley Avenue, London N17

Welbourne Play Centre, Stanley Road, London N15

Retail Outlets

Iceland, Mayes Road, London, N22

Iceland, 522 High Road, London N17

Iceland, 17 Grand Parade, Green Lanes, London N4

Marks & Spencer, 126 Muswell Hill Broadway, London N10

Marks & Spencer, 46 Wood Green High Road, London N22

Sainsbury's, Willamson Road, London N4

Somerfield, 490 High Road, London N17

Somerfield, 335 White Hart Lane, London N17

Somerfield, 45 Colney Hatch Lane, London N10

Tesco, 25 Crouch End Broadway, London N8

Tesco, Wood Green High Road, London N22 

Schools

Blanche Neville School, 1 Williams Grove, London N22

Fortismere School, Tetherdown, London N10

Gladesmore Community School, Gladesmore Road, London N15

Greenfields School, Coppett's Road, London N10

Highgate Wood Upper School, Montenotte Road, London N8

Hornsey School, Inderwick Road, London N8

Moselle School, Adams Road, London N17

Northumberland Park School, Trulock Road, London N17

St. David & St. Katherine School, Hillfield Avenue, London N8

St. Thomas More School, Glendale Avenue, London N22

White Hart Lane School, White Hart Lane, London N22

William C. Harvey School, Adams Road, London N17

Sports Clubs and Leisure Centres

Bounds Green Recreation Club, The Clubhouse, Brownlow Road, London N11

Brookside Lawn Tennis Club, Park Road, London N8

Finsbury Park Track and Gym, Hornsey Gate, Endymion Road, London N4

Haringey Borough Football Club, Volrd Park, White Hart Lane, London N17

Highgate Cricket & Lawn Tennis Club, Park Road, London N8

Hornsey Bowling Club, High Street, London N8

Hornsey Cricket Club, Tivoli Road, London N8

Markfield Bowls Club, Crowland Road, London N15

New River Sports Centre, White Hart Lane, London N22

North London Cricket Club, Montenotte Road, London N8

Stormont Lawn Tennis & Squash Club, Lanchester Road, London N6

Park Road Swimming Pools, Park Road, London N8

Tottenham Green Leisure Centre, 1 Philip Lane, London N15

Wood Vale Lawn Tennis Club, 11-13 Wood Vale, London N10

Appendix 2: organisations our outreach officer has had contact with

Community Organisations

Asian Action Group

Bangladeshi Association (Haringey)

Cabinda Community Association

Community Development and Advocacy Centre (CODAC)

Cypriot Women's League

Day-mer Turkish/Kurdish Community Solidarity Centre

Eritrean Community in Haringey

Great Lakes Initiative and Support Project

Greek Cypriot Women's Organisation

Haringey Chinese Centre

Haringey Somali Community and Cultural Association

Jewish Care

Jewish Bereavement Counselling Service

Jewish Women's Aid Helpline

Kurdish Community Centre

London Asian African Caribbean Centre

SHOUT

Tottenham Evening Towns Women's Guild

Uganda Community Relief Association

Drugs and Alcohol Agencies

ADFAM

AHEADS

Alcoholics Anonymous

Community Drug and Alcohol Services

Cosmic

Drugs Advisory Service Haringey (DASH)

Drug Education and Support Team

Haringey Advisory Group on Alcohol (HAGA)

Haringey Peace Alliance

Health and Social Education Team

Housing Organisations

Alone in London

Annex Counselling and Advice Centre

An Teach Irish Housing Association

ARHAG Housing Association

CARA Housing Association

CARIS Haringey

Ebony Housing Association

Haringey Travelling People's Team

HARTS for Families

Hornsey Housing Trust

Housing Advice Team

London Gypsy and Traveller Unit

Homelink

North West London Housing Association

Patchwork Housing Association

Philadelphia Housing Association

Sanctuary Housing Association

YMCA Hornsey

Mental Health centres & Units

ACLC Pyramid Counselling and Mediation Service

Adolescent Outreach Service

Antenna Outreach Service

Child and Adolescent Gender Identity Development Service

Child and Adolescent Mental Health Service (CAMHS)

Community Mental Health Centre

Open Door Young People's Consultation Service

Portman Clinic

Pyramid Health and Social Care Association Service (SPACE)

Speech and Language Therapists, St. Ann's Hospital

Tavistock Clinic

Sexual Health

4yp Sexual Health Advice Bus

Marie Stopes

Sexual Health Clinic, St. Ann's Hospital

Sexual Health Education Project (SHEP)

Young People

Advent Youth Club

Bruce Grove Area Youth Project

Chaverim Youth Organisation

Generation 2000 Family and Youth Project

Haringey Teenage Pregnancy Support Project

Haringey Young Carers Project

Teenage Parents Support Project

Young Carers Scheme

Youth Speak

Other

Citizens Advice Bureau, Crouch End

Citizens Advice Bureau, Tottenham

Citizens Advice Bureau, Turnpike Lane 

Victim Support Haringey
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