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LEASE SO, FS

Explore Lease options and discuss them with 
Advisory Committee HDCC 01/10/24 01/12/24

Advisory committee/PC agree preferred  lease 
option PC 01/12/24 01/02/25

Brief Parish Clerk re HDCC Lease requirements SP 01/12/24 31/12/24

Agree process & parties  for lease resolution
Adv 

Comm
01/01/25 01/03/25

Initiate Lease negotiations with PC, HDCC and 
HDPFA

FS SP 01/12/24 30/02/2025

All parties agree Heads of Terms
HDCC/HD

PF/PC
01/02/25 31/03/25

Prepare Draft Lease Feb/Mar 01/02/25 31/03/25

Instruct Solicitors PC HDCC 01/03/25 31/03/25

All parties sign new leases Mar 25
HDCC/HD

PFA/PC
31/02/25 07/03/25

GOVERNANCE SP, MC

Take advice from AIRS HDCC 01/10/24 31/03/25

Discuss HDPF as a CIO with charity commission FS ? ?

Engage with HDPFA and PC on governance 
solution (linked to Lease option)

SP MC 01/10/24 30/04/25

Business Plan Update MC SP 01/04/25 01/07/25

Establish and review risk register SP/MC

Agree joined up fundraising strategy for village 

orgs
HDCC 01/02/25 01/05/25

Advisory Committee Meetings Ad Com

Hold Mid Project Review - Go / No-Go HDCC 01/10/26 01/11/27

AGM HDCC Feb 

Confirm Plan for HDVH & Phase 2 Ad Com 01/01/27 01/04/27

Transition Plan agreed Ad Com 01/11/27 01/06/28

Register with HMRC for in anticiopation of 

claiming VAT back
HDCC 01/11/27 01/06/28

Ensure essential funds in place HDCC 01/01/27 01/07/27

Village Referendum on plan for existing hall PC 01/01/29 01/03/29

AIRS training and mentoring for trustees on 

managing new facility
HDCC 01/05/28 01/07/28

Agree and execute ops plan for new 

community centre

HDCC 

HDVH 

HDPA

01/07/28 01/02/29

FUNDRAISING
BL, SP, 

MC

Establish village calendar GL, JT 01/10/24 01/11/24

Ongoing program of local events to build 

community spirit and raise funds
GL,JT 01/10/24 01/01/29

Maintain Just giving page and village lottery SP JTo 01/10/24 01/01/29

Research grant making organisations Bob 01/12/24 01/04/25

Continue to develop fundraising strategy HDCC 01/04/25 01/07/25

Apply to corporate sponsors for funding for 

professional fees and feasability support
HDCC 01/02/25 01/04/25

Recruit and train local fundraising volunteers HDCC 01/02/25 01/04/25

Launch major grant funding drive (once 

lease/gov in place)
HDCC 01/05/25 01/03/28

Liaise with local govt on funding opportunities 

and CIL
HDCC 01/05/25 01/03/28

Identify and engage with local sponsors and 

benefactors
HDCC 01/05/25 01/01/26

Contact High Net worth individuals HDCC 01/05/25 01/01/26

Put visible tracker in place HDCC 01/10/25 01/01/26

Launch community and crowd fund contributer 

program - "Buy a brick"
HDCC 01/01/27 31/12/27

Identify Anchor tenants HDCC 01/01/27 01/04/27

Ensure sufficient funds for year 1 operation HDCC 01/07/28 01/09/28

Claim VAT on Phase 1 to initiate Phase 2 build HDCC

MARKETING & COMMS

Create marketing materials to drive fundraising 

"help build the hall"
SP 01/01/24 01/02/25

Kick of Village engagement strategy - set up 

working teams
MC/SP 01/11/24 01/02/25

Create Donation QR code SP 01/12/24 01/01/25

Monthly article in village magazine SP 01/01/25 01/01/29

Engage with Buxted & Blackboys BL 01/02/25 01/04/25

Engage with St Marks SP MC 01/01/25 01/03/25

Engage with local politicians SP 01/01/25 01/03/25

Tripartate meeting - closer links with PC and 

HDVH
PC 01/02/25 01/03/25

Grow HDCC social meeting presence HDCC 01/04/25 01/07/25

3D walk through new centre HDCC 01/10/25 01/10/25

Create glossy brochure to deliver door to door HDCC 01/10/25 31/12/25

BUILD & DESIGN

Obtain formal extant planning approval HDCC 01/10/24 01/01/25

Project brief, business case, site appraisals, 

outline budget and cost plan, stakeholder 

feedback, site surveys and info, architectural 

concept and outline specification

HDCC/MJ

B
01/10/24 01/01/25

Undertake mechanical eng analysis PS 01/01/25 01/04/25

Review building working team membership and 

expert advisors
HDCC 01/01/25 01/03/25

Formalise "Plan for Use" Strategy HDCC 01/01/25 01/03/25

Undertake a design review based on updated 

Plan for Use with stakeholders
HDCC 01/10/25 01/01/26

Develop capital project plan HDCC 01/06/26 01/10/26

Develop a set of construction information HDCC 01/01/27 01/04/27

Update the cost plan
HDCC/MJ

B
01/01/27 01/04/27

Prepare tender
MJB/HDC

C
01/01/27 01/04/27

Identify prefrerred contractors HDCC 01/06/26 01/10/26

Award the Building Contract HDCC 01/10/27 01/01/28

Create project risk and contingency for build 

phase (link to fund raising progress)
HDCC 01/06/26 01/06/26

Prepare fire  safety and H&S strategy for 

construction phase
PC/HDCC 01/10/27 01/01/28

Obtain consents required prior to construction - 

LA, planning PC
HDCC 01/01/28 01/08/28

Construct the building
CONTRA

CTOR
01/02/28 01/04/29

Inspect the construction as it progresses HDCC 01/02/28 01/04/29

Handover the building HDCC 01/04/29 01/07/29

Key in door HDCC 01/07/29 01/07/29

Insert new rows ABOVE this one

Q4

2025 2026

Q1 Q2 Q3 Q4Q4

2024

Q1 Q2 Q3

HDCC 5 YEAR PLAN (DRAFT) 2029

Q1 Q2 Q3 Q4 Q1 Q2 Q3 Q4Q1 Q2 Q3 Q4

20282027


