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SECTION ONE – STRATEGIC CONTEXT AND REASON FOR BID
STRATEGIC CONTEXT
The City of Salford contains almost a quarter of a million residents living in some 100,000 homes of which 30,000 are owned and managed by the City Council.

Like many local authorities created in 1974, Salford is a conglomeration of diverse communities each with its own characteristics and needs.

Salford is 28th in the Government’s Index of Deprivation overall, and 4th highest in the North West. 9 out of our 20 wards are within the top 10% of deprived wards identified across the country. One third of the adult population is in receipt of benefit in some form.

In common with other large urban centres, we experience significant problems related to crime and disorder, and we have developed comprehensive strategies to deal with them.

At the 1991 census, we had an identified ethnic population of just under 2%. In addition to this, we have the largest Orthodox Jewish community outside of London.

We anticipate that the 2001 census will show an increase in the size of the ethnic population of Salford. One reason for this is the number of asylum seekers coming into the city. We estimate that there are currently over 600 asylum seekers in all tenures in Salford. The City Council itself played a significant role within the region in accommodating Kosovan refugees in 1999, and will by May 2002 have provided  over 230 properties for asylum seekers through contractual arrangements with NASS or via previous dispersal arrangements. 

Much of Salford is stable and popular, with house prices appreciating in value.  However, in common with other urban areas in the region, there are significant pockets of changing demand and social deprivation.  This is most evident in the areas of Salford near to central Manchester.  Whilst this affects housing of all tenures, it is most pronounced in the private sector and is characterised by negative equity, and the neglect and abandonment of older terraced properties.  Some of Salford's most significant stock condition problems and investment needs are in private sector housing.

In developing our Housing Strategy, we have tried to reflect and respond to these varying circumstances (see Appendix 1):

· Targeting  investment in both private and public sector stock to reflect area by area priorities

· Working with registered social landlords to maximise investment in the city and support the city's regeneration programmes

· Developing licensing and landlord accreditation schemes, backed up by increased grant support for private sector housing in targeted areas

· Implementing an integrated planned maintenance and investment programme in the public sector utilising the Major Repairs Allowance, as well as capital and HRA resources

· Disposing of or demolishing targeted public sector stock where demand has shrank often creating new regeneration opportunities.

· Over the past decade, we have demolished or disposed of some 10,000 council owned properties

· Building on Salford's excellent regeneration record in areas like Salford Quays, Chapel Street and the Eccles Corridor to bring private sector housing investment into the city and create a balance between home ownership and social housing which will better reflect the charging housing needs of Salford

We see a critical role for public sector in Salford:

· Providing and managing a stock which will be smaller in number than at present but better aligned to housing need and aspiration

· Targeting investment on sustainable stock to provide good quality housing

· Using the best value process to create a continuously improving housing service

· Building on our excellent tenant participation record to develop fruitful and innovative partnerships which will further promote the role of tenants in managing Salford's council housing

· Securing better access to housing, including supported housing, and more choice for people who prefer to rent a home or for whom home ownership is not appropriate. (We are currently amending our allocation policy to coincide with introducing a new computer system. This will simplify application processes, better reflect changing demand in Salford and maximise choice in line with current government thinking)

All these themes are reflected in our HRA Business Plan (see Appendix 2)

LINKS TO CORPORATE STRATEGY AND REGENERATION

The Housing Strategy is a key element of the City’s Regeneration Strategy and the Salford Partnership’s Community Plan. We recognise the role that housing improvement and investment can play in delivering real and lasting change within some of our most deprived communities:

· One of Salford’s 6 Key Pledges is aimed at providing “Quality Homes for All”. This will be achieved by:

· Investing in new housing and maintaining existing homes

· Working with home owners and other landlords to help them maintain their properties and manage them for the benefit of the community

· Working with RSL’s and the private sector to reduce sub-standard housing

· We are developing area based plans for the regeneration of the city to help identify local priorities and to facilitate the involvement of local communities. A decentralised housing service with local boards in an arms length setting will complement and support this process.

· Salford’s Community Strategy, together with our Tenant Participation Strategy which forms a constituent part of the corporate approach, seeks to bring decision making increasingly down to a local level by maximising community involvement across the city. We believe that our arms length proposals will further extend community participation both at a local and city wide level.

· Crime and Disorder issues are important in Salford, and have a major impact on service delivery, social exclusion and regeneration. We have developed corporate Crime and Disorder Strategy, supported by the Safer Salford organisation, which ensures effective joint working on an area by area basis with Greater Manchester Police, the Probation Service and other agencies. We believe our arms length proposals will support this essential work by securing investment on estates where crime and disorder is frequently associated with poor housing and environmental conditions, and in making management arrangements more locally responsive and accountable.

· One way in which the City Council approaches the social exclusion agenda is through its Anti-Poverty Strategy.  Housing supports this strategy through its provision of debt and benefit advice to tenants in rent arrears. We also recognise that securing cross tenure investment in Salford’s housing stock can also make a contribution. Our arms length proposals will help secure greater investment in our stock.

· A further contribution to tackling poverty and social exclusion is through Salford’s strategies in response to the Home Energy Conservation Act. We successfully bid for resources from the energy Savings Trust in 2001 and we were awarded £100,000 to develop an energy advice centre.

· The City Council has embarked on an ambitious strategy for achieving government targets on e-government, and has achieved Pathfinder status. We see the proposed Arms Length Company playing a critical role building on the Salford’s newly created corporate Call Centre, and in developing “one stop shops” for local service access.

OPTIONS CONSIDERED

The Government has provided a number of options for the future investment in, and management of, council housing.  Together with our tenants, we have looked at all these options:

Large Scale Voluntary Transfer

We have considered this option carefully but at this time we feel that it is inappropriate to pursue it:-

· It is not financially advantageous given the substantially negative valuation of our stock (this view has been supported by HACAS Chapman Hendy who were engaged by Salford to review our investment options)

· Transfer to another Social Landlord does little to address the current imbalance between social housing and owner-occupation in the city

· Many of the current social landlords active in the city face similar management difficulties to those experienced by the City Council and generally speaking have been no more successful in addressing them

· It is an option which is strongly opposed by our tenants

Despite the above, Salford would want to consider targeted smaller scale stock transfer in specific circumstances where it provides an appropriate solution and is supported by tenants

Private Finance Initiative
We have bid, unsuccessfully, for a previous round of PFI funding and will consider doing so again where specific circumstances warrant it.  However, we are aware that resources are limited and we do not consider this to be an appropriate option for the stock as a whole.

Disposal, Demolition and Partnership
Disposal and demolition will continue to be an option for redundant stock and we will continue to work with RSL and private sector partners to replace council stock where it is appropriate.  However, by its nature this approach needs to be targeted at specific properties and areas of regeneration.

Opportunities under the Arms Length Management Option
We believe this option holds a number of advantages for us in Salford:

(i)
We have been encouraged by the additional resources provided through the Major Repairs Allowance which, with other resources, will help us maintain and improve our stock.  Salford has an excellent record in spending resources cost-effectively and on time.  We will use the additional funding made available through the arms length option to further invest in our stock.

(ii)
Salford has been recognised as a leading example of good practice in tenant participation.  The arms length option offers the opportunity to build on our achievements to extend the role of tenants in managing their houses within partnership boards which have a genuine and far reaching decision making capacity.

(iii)
This option is supported by our tenants whereas other options are strongly opposed.

(iv)
Salford has already developed Area Housing Committees with joint councillor/tenant memberships which will offer a valuable vehicle for developing area boards under arms length arrangements.

(v) Recent restructuring has very largely created the necessary operational/strategic split required, together with a housing service delivery organisation based on 5 coherent areas which will facilitate an arms length management model.

Salford's HRA Business Plan

Salford's HRA Business plan 2002-2032 (Appendix 2) outlines the current situation facing the city council in terms of the need to meet the government's 'decent homes' standard by 2010 and the likely level of resources available to the city council. The model shows that, at current expected levels of resources, the operating account remains in balance until year 9, and  the major repairs and financing account  year 2. It is essential, therefore, that the City Council explores ways of maximising resources in order to maintain and increase expenditure on it's housing stock. We believe that the Arms Length Option can play an essential part in this process.

The Impact of Additional Resources

Should additional Arms length resources become available, resources will be concentrated achieving the Decent Homes Standard. Our Stock Condition Survey profiles the likely levels of outputs needed to “catch-up” with our repairing backlog. For the three years of this bid, these include:

· Provision of 5,837 modern kitchens

· Provision of 4,543 modern bathrooms

· Provision of 1,300 full central heating systems

· Upgrading 4,700 partial central heating systems

This programme of repairs would call for additional funding of £20m (excluding over-programming). We are, therefore looking to borrow an additional £20m over 3 years to achieve this.

The additional subsidy required per dwelling per annum can be profiled as follows:

Analysis of Additional Subsidy required to support Borrowing







Year

 Borrowing 
Rate
 Amount 
Stock
Subsidy per dwelling

2002/3
Interest
 £    2,000,000 
8%
 £     160,000 
29873
£5.36









2003/4
Principal
 £    4,000,000 
2%
 £      80,000 




Interest
 £    7,500,000 
8%
 £     600,000 




Total


 £     680,000 
29228
£23.27









2004/5
Principal
 £   11,000,000 
2%
 £     220,000 




Interest
 £   15,500,000 
8%
 £  1,240,000 




Total


 £  1,460,000 
28583
£51.08









2005/6
Principal
 £   20,000,000 
2%
 £     400,000 



& ongoing
Interest
 £   20,000,000 
8%
 £  1,600,000 




Total


 £  2,000,000 
27938
£71.59

Borrowing has been profiled at £4 million in 2002/3, £7 million in 2003/4 and £9 million in 2004/5. This will allow for a 'lead in' period, ensuring that staffing and other resources are in place to ensure the additional resources are targeted and spent 

In the event of additional arms length resources not being available, schemes which have been developed in anticipation of the additional resources will be held in reserve, coming forward should other schemes not progress or forming priorities for inclusion in the programme for 2005/6 and onwards. 

Except for environmental improvement schemes which have been committed for 2002/2003, priority within the overall Housing Investment Programme will be given to renewal and repair of elements which  help us to meet the 'decent' standard. To assist this:

· Responsive repairs costs will be reduced for years 2-4, representing savings achieved by increasing spend on major repairs. 

· From year 5 onwards, additional savings will be made on responsive repairs as Local Boards adopt revised maintenance policies based around the 'just in time' methodology tailored to that specific area, although this will not been reflected in spending predictions until such policies have been fully developed and implemented.

Revised maintenance plans assume a 10% saving on responsive repairs  in the three years that additional arms length resources are available. This will be achieved as a result of:

· The clearance of redundant void properties reducing void expenditure city wide

· The increased level of planned maintenance which will reduce responsive repairs costs.

· The use of “Egan” partnering principles will achieve additional efficiency savings

These changes, together with the additional resources,  will ensure that the Operating Account and Major Repair and Financing Account remain in balance until for an additional 2 years. We anticipate  that the adoption of revised maintenance strategies will further extend this period to four years by moving towards a 'just in time' methodology. 

The further disaggregation of stock condition data to an area basis is in progress. This will be completed and available at the establishment of the Shadow Board in December 2001, and subsequently inform Local Boards in identifying local priorities.

Impact on achievement of the 'Decent Homes' standard

The independent stock condition survey has established the number of non-decent standard public sector homes in Salford. We are reviewing detailed information on the precise unit cost of bringing these homes up to the decent homes standard. We currently estimate the unit cost to be £3,500, and the additional arms length resources will allow us to achieve a decent homes standard in an additional 3664 dwellings in three years (34.4% of our non-decent homes standard stock of 10,603 properties).

Distribution of Resources and Priorities for Action

Expenditure across the five Arms Length Companies will be based on the work required in each area over the life of the business plan. Consequently, the allocation of resources will take place largely on the following basis;

AREA
PROPORTION OF MAINTENANCE 

 SPEND 2002 - 2032 

Eccles / Irlam
25%

Worsley
21%

Salford South
21%

Salford North
19%

Swinton 
14%

Investment will only take place if there is likely to be sustained demand for the accommodation into the medium term. If not, other alternatives will be considered, such as demolition or disposal 

The overriding priority will be the achievement of the decent homes standard. Other considerations will include:.

a. Where housing in an area meets the decent homes standard and demand is declining, but  targeted investment can effectively arrest declining occupation.

b. Where work is necessary in order to support a corporate regeneration initiative.

c. Where the housing stock in question lies in the 20% most deprived wards,  the need for improvement works has been identified and there are regeneration programmes in place.

d. Where additional works are required to prevent future disruption to tenants living in that area or to ensure value for money (for instance, lead main replacement will take place at the same time as kitchen installation).

e. To complement or match  repair spending from external resources where this is targeted in specific areas and on specific works.

Within the overall spending on maintenance, the additional arms length resources will be targeted solely at achieving the decent homes standard, with funding for improvements and other maintenance priorities coming from other existing sources.

Resource Procurement

In order to maximise the resources available for investment in our council stock, all possible sources of securing additional resources will be pursued:

· In relation to demolition programmes, we will continue to bid for resources from the North West Development Agency. The NWDA has already funded the demolition of two high-rise blocks within the city and has approved a strategy for the demolition of a further two blocks.

· It is anticipated that further Private Finance Initiative bids for HRA housing will be made in the future.

· Bids for resources from major regeneration initiatives will be made, including New Deal for Communities, New Opportunities Fund, Neighbourhood Renewal Fund.

· Other sources of funding (for instance, Objective 2 and those linked to Home Energy Conservation) will be also investigated.

Rent Restructuring

We are currently finalising the rent restructuring model on an individual property basis in line with the consultation paper requirements. Early indications suggest that, over the 10 year convergence period, the guideline rent increase will be consistently greater than the overall actual average increase. For the purposes of this bid, it has been assumed that Management and Maintenance Allowances will be increased each year to bridge the potential funding gaps in order to sustain the overall planned investment programme. 

BEST VALUE

We are currently carrying out a best value review of front line housing services in the public sector. This includes most of the major functions which we propose to delegate to the Arms Length Company, including day to day repairs, rent collection and rent arrears, rehousing and void management, caretaking , estate management and anti-social behaviour.

The review will be completed by March 2002, and we anticipate an inspection taking in June 2002.

SECTION TWO – STRUCTURE AND CONSTITUTION
OVERARCHING MODEL
We have considered carefully Salford's needs and the type of organisation which best meets these needs.  We believe the model most suited to our needs is an overarching arms length company with a parent board and 5 local boards:-

· This offers a high degree of local control without the financial and logistic disadvantages of disentangling current structures

· It offers the opportunity for existing Area Housing Committees to grow in expertise and responsibility at an appropriate rate

· There are very significant economies of scale to be gained by retaining a number of the existing city-wide support structures:-

· A maintenance organisation which successfully delivers a cost-effective integrated maintenance programme across the city

· A Tenant Participation Team which serves tenants throughout the city in providing flexible support and consistency

· A highly specialist Anti-Social Behaviour Team and a Housing Legal Team which support housing staff and tenants across the city and   intervenes directly in the most serious or complex cases

· Comprehensive support services including a dedicated housing finance team, a personnel team and an IT Implementation Team

· A centrally based 'Property Shop' due to open in March 2002 which will provide a focal point for our void marketing activity across the city

· We have invested heavily in a new integrated housing management system which will provide computer facilities across the city from December

· Furnished accommodation and supported tenancies are provided centrally for the whole city.  Given the challenge of Best Value and the Supporting People initiative, it would be difficult to provide these services in a cost-effective manner, and offer good quality, on an area by area basis.  A centralised approach, together with close links to area based staff, offers the best prospect of providing efficient and effective services.

· Similarly, housing services for elderly tenants are supported by a central Elderly Services Team which also manages the Care on Call community alarm team

· Our tenants have established city-wide tenant networks including the People's Forum which represents tenants across the city.  Whilst welcoming an increase in their role in local decision making, tenants want to see city-wide structures retained

· We are currently developing within our Best Value review process a call centre approach which we believe will bring improved access to services for all our tenants in a cost-effective manner.  By necessity, this will need to be a city-wide organisation

Bearing these points in mind, we propose to create a city wide Arms Length Management Company which will manage the entire stock of 29,873 properties through five local boards.

Local Boards
We anticipate that the 5 local boards will be based on the 5 existing Housing Groups as follows:


Houses & Bungalows
Low Rise Flats and Maisonettes
High Rise Flats
Total







Eccles & Irlam
4221
2507
910
7638







Worsley & Little Hulton
4781
1560
0
6341







Swinton
2662
1314
0
3976







Salford North
2740
1347
1203
5290







Salford South
3204
1548
1876
6628







Total
17608
8276
3989
29873*

* figures exclude properties where a decision has been made to demolish or dispose. Despite the demolition and disposal of much of Salford’s high density stock, 37% of our remaining stock comprises flats and maisonettes which require a greater management and maintenance input than traditional stock.
These arrangements build upon existing management and Area Housing Committee arrangements, and sit well with the City Council Community Strategy service boundaries.  They provide areas of comparable stock size which will support effective local management whilst also offering good economies of scale. 

Constitution

The Constitution will be based very largely upon the Memorandum and Articles of Association, and Model Agreement produced by the Template Group. The major variations here reflect the “overarching” company model chosen by Salford and are described in Appendix 3.  

Composition of Boards

In deciding the composition and make up of boards we have:-

· built upon the existing well-established partnership arrangements at our Area Housing Committees where we have equal numbers of tenant representatives and elected members

· kept the board membership to a size which will be efficient and effective whilst at the same time providing substantial representation

· followed government guidance in including a substantial independent element and also in avoiding an overall majority on the part of any one of the three elements

· included the Lead Member from Salford’s Cabinet with responsibility for Housing as an essential link on the parent board between operational decision making and the Council’s retained strategic housing function

· included a representative from the People’s Forum which reflects the importance of that organisation in Salford and helps bring a city wide perspective to the parent board

· utilised our existing Area Housing Committees to select local representatives and to validate their role

Salford parent board will comprise:-

· 5 Tenant Representatives (1 from each area)

· 5 Elected Members (1 from each area)

· 1 Lead Cabinet Member for Housing

· 1 Representative of the People's Forum

· 4 Independent members selected by the board itself

We anticipate that the local boards will have a similar composition, but scaled down slightly to 5 local tenant representatives, 5 local elected members and 3 independent  members.

Phased Implementation
Although Salford has a head start in that we have Area Housing Committees in operation, we are conscious that there is a steep learning curve for tenants, independent members and some elected members.  We believe that representatives, and others involved in this challenging work, will need time to grow into their new role, including three very significant adjustments:

· reducing from the current 10 Area Housing Committees in number to 5 city wide

· reducing the number of participants to create effective bodies, once independent members are recruited and no one group is in a majority

· accepting independent members and their contribution

We know that to succeed we will need to take our tenants with us, both locally and city-wide.  Tenants representatives in particular feel that a too hasty implementation might leave them exposed to criticism from fellow tenants who have not absorbed and understood the full implication of developing an arms length model.

Consequently, we have chosen a phased implementation plan which we feel offers the best chance of long term success and sustainability, while ensuring that as much of the framework as possible is in place by the time the Arms Length Company arrangements are subject to housing inspection.

April 2001 to March 2002
Submit bid
September 2001

Area Housing Committees and People's Forum select representatives for the Shadow Board

Tenant and Staff consultation 
October-November 2001

October2001-January 2002

Training programme for shadow board members
January-March 2002

Develop Delivery Plan and Formal Agreement

Seek section 27 consent

Develop scheme of delegation to Parent Board

Select independent members of Parent Board
January-February 2002

February 2002

February-March 2002

March 2002




April 2002 to September 2003


Interim Parent Board established with delegated powers
April 2002

Housing Inspection

Develop scheme of delegation for Local Boards

Establishment of Area Housing Forums
June 2002

April- December 2002

April-June 2003

Local Board members nominated
June 2003

Training for Local Board nominees

First year’s accounts prepared

Local Boards established – Area Housing Committees cease to function

Local Boards select independent members and Parent Board nominees at first meeting
June-August 2003

April-September 2003

AGM September 2003

AGM September 2003

Parent Board members retire 
AGM September 2003

New Parent Board established
AGM September 2003

New Parent Board chooses independent representatives at first meeting
AGM September 2003

Selection of Board Members and Accountability

In the period up to the full operation of both the Parent Board and the Local Boards, we anticipate that the Area Housing Committees will continue with their local scrutiny, consultation and advisory roles, as well as keeping their limited local budgets. They will also play an important role in:

· selecting local tenant and elected member representation on both the Parent and Local boards in the early phases of their development

· designing the scheme of delegation to Local Boards effective September 2003

· designing and implementing detailed local selection arrangements for tenant and elected member representation on Local Boards 

· designing the role of the Housing Forums described below

· determining the contents of local delivery plans reflecting local priorities

We also anticipate that the Area Housing Committees will help determine local priorities for investment in the early phases prior to the forming of Local Boards.

The existing  Area Housing Committees will be replaced by smaller Local Boards. However, we perceive that there is a need for a broader representation of views than will be offered by the boards themselves. We propose, therefore, to create Housing Forums in each of the 5 Local Board areas. All properly constituted tenants associations will be entitled to be represented together with all local elected members. They will meet no more than quarterly, and their role will include:

· selecting  representation on the Local Boards annually

· providing an avenue for board representatives to feedback on the activities of the boards

· an opportunity for non-board members to comment on  the work of the local boards

· similar functions for the Parent Board

· providing an opportunity for consultation and feedback generally

· providing useful experience for tenant representatives who might ultimately be selected as board members

Just as we see elected representatives and tenant representatives standing down to be re-elected annually, voluntary independent representatives will be subject to adoption annually by the new boards.

Delegation to Boards

We aim to define a substantial and meaningful role for both the parent and local boards, with an emphasis on taking as much as reasonably possible to a local level. In summary, these arrangements will be:
Parent Board

Scrutiny

· performance monitoring at the highest level to ensure the Arms Length Company meets its obligations within the management agreement

· more detailed scrutiny of services provided centrally

· agreeing city wide high level targets, and targets for individual services delivered centrally

· ensuring that local boards operate properly within their scheme of delegation

Decision Making

· agreeing the terms and conditions of the management agreement between the Arms Length Company and the Council

· providing a policy framework within which services will be provided 

· major employment and personnel matters, including permanent changes to the establishment

· matters related to the operation of the parent board including its composition and terms of reference

· determining any changes to the composition of local boards, and their terms of reference

· agreeing city wide maintenance priorities

· agreeing programmes for centrally delivered maintenance services 

· approving tenders shortlists, successful tenders and partnering arrangements

Financial

· commissioning and adopting delivery plans
· setting budgets for centrally provided services, including staffing budgets, and monitoring spend.

· agreeing delegated budgets to local boards and monitoring overall spending within those budgets

· agreeing annual accounts for the company

· recommending variations to rent and service charge levels to the Council

Local Boards

Scrutiny

· performance monitoring for services provided locally

· agreeing local performance plans and targets for locally delivered services

· providing advice to the Parent Board on high level targets and performance

· providing feedback to the Parent Board on centrally provided services

Decision Making

· determining the level and composition of locally delivered services within frameworks provided by the parent board
· local employment and personnel matters, including changes to the establishment
· agreeing local maintenance programmes within the overall priorities set out by the Parent Board
· agreeing tenant consultation and participation arrangements within the area
· advising the Parent Board on a variety of matters as part of consultation arrangements with the Parent Board , including policy issues, rent levels, overall budgetary considerations, etc.

· designing and implementing local service improvements which can be met within managed budgets

Financial

· commissioning and adopting local delivery plans

· setting budgets priorities locally within the overall budgets set by the Parent Board, including staffing budgets

· monitor spending locally

SECTION THREE – FUNCTION AND STRUCTURE
Division of Functions

The approach we have taken to determine the function of the Arms Length Company, both at Parent Board and Local Board level, has been based on the following principles:

· A clear split between strategic and operational roles.

· Wherever possible within a strategic/operational split, delegate functions to the Arms Length Company.

· Wherever cost-effective and practical, delivering services locally to maximise responsiveness to local circumstances

· An emphasis on creating robust services which will be effective and self-sustaining.

· Assisting local service delivery by providing dedicated support service across a range of functions delivered from the centre.

· Avoiding duplication by “buying in” services between the Arms Length Company and the Council where this presents a sensible and economic solution.

Our proposed functional split appears in Appendix 4.

Performance Monitoring and Best Value

Performance monitoring will need to be effective at all levels of the structure:-

· A retained capacity within the Council to monitor performance at a high level of the Arms Length Company against the Delivery Plan and within the Management Agreement.

· Production of comprehensive performance information based on national and local performance indicators  which will support both boards and managers in their respective roles of setting performance targets and monitoring performance.

· Implementation of a performance management strategy based on:-

· a performance reporting regime reflecting appropriate monitoring arrangements 


locally and at the centre.

· evidenced performance monitoring within clearly focused work teams, each with a responsible and accountable team leader.

· an individual appraisal process closely allied to performance targets and key competencies.

· Induction and continuing training programmes which support competencies and facilitate achieving targets.

We see the current Housing Best Value Team as essential to achieving  continuous improvement  within the Arms Length Company’s services.   As part of the arms length organisation, they will play an important role in performance monitoring, customer feedback, and  organisational change, as well as facilitating the required best value reviews of services.

Where best value reviews are required within the residual Council organisation, support will be “bought in” from the Arms Length Company’s Best Value Team, this being the most cost effective solution.

Staffing Arrangements

We anticipate that the staff currently involved in providing the functions described in Appendix 4 will be transferred to the Arms Length Management  Company with their current conditions of service.    This will include staff not directly providing housing services but who provide support services to the organisation.

The “buying in” arrangements described above will mean that staff will be wholly employed by either the Arms Length Company or the Council, even though they may provide services to both organisations.

We anticipate that TUPE will apply to all staff transferring to the Arms Length Company, although this can only be put in place after detailed consultation with staff.

Salford adopted Single Status from 1st September 2001, and this will be reflected in the staffing arrangements of the Arms Length Company.

The Residual Council Role and Liaison Arrangements

Salford has a separate Housing Strategy Division, with a divisional head, which includes a substantial private sector housing team reflecting the significant problems associated with the private sector in areas like Langworthy-Seedley and Broughton. This will provide the basis of an effective residual housing organisation, with only a limited need for enhancement to meeting its role in monitoring the Arms Length Company.

We are very conscious of the need to ensure positive and effective working relationships. In the period prior to the establishment of the Arms Length Company we will put the necessary arrangements in place. They will be based on:

· Clear delivery plans with identified service objectives and targets

· Robust performance monitoring arrangements both at Parent and Local Board levels

· Service level agreements where services are “bought in” between the Arms Length Company and the Council

· Consultation and joint working arrangements for strategy and policy development

Section Four - Tenant and Staff Consultation

Consultation with Tenants

Consultation to Date

Tenant representatives have expressed widespread support for the Arms Length proposals, although the details of change need further discussion and wider consultation. Consultation to date has included:

· Two meetings in July 2000 and March 2001 with tenant representatives from across the city looking at different investment options and focusing on the Arms Length options.
· A further meeting of tenant representatives from across the city in July 2001 which supported Salford's proposal to make a bid for inclusion in the first years programme.
· Continuing discussion with the Peoples Forum (a city wide independent tenants organisation) on Arms Length and related issues.
· Information to tenants on the Arms Length proposal via Salford's civic magazine, "Salford People" which is delivered to every household, and by newsletter delivered to residents groups across the City.

Objectives of Consultation

Salford will continue and intensify its consultation and participation effort in order to:

· Test out the continuing support of tenants for our proposals for an arms length option.

· Consult in detail on both proposed  parent and local  boards.

· Consult on the  management arrangements which will need to be put in place to create an Arms Length Organisation.

· Consult on the service standards and performance targets which will be integrated into the Arms Length Company's delivery plan.

· Consult on the investment proposals for the arms length organisation.

· Secure the participation of tenant representatives initially in the shadow board, and ultimately in the area and central boards as they are established.

Tenant Consultation Plan to March 2002

· A comprehensive leaflet jointly produced with the People’s Forum to all tenants to be delivered by the end of October 2001.  This will include a description of the arms length option, the reasons for adopting this option in Salford, and will be in a question and answer format.  The leaflet will invite tenants to comment on, and respond to, the proposals via a freepost address, a freephone telephone line or via the internet. Tenant representatives will jointly staff telephone lines alongside Council officers.
· A similar leaflet will be provided for Right to Buy leaseholders.
· Meetings in October and November with the city's Area Housing Committees which will:
· Present information in the arms length option
· Describe the proposed role and responsibilities of the arms length organisation
· Provide a step by step picture of the implementation process
· Invite their response to the proposals
· Ask them to select representatives to sit on the shadow board.
· Provide information and presentations to residents groups
· Provide a mobile information facility using a vehicle adapted for the purpose and specially trained staff and tenants to answer queries.
· Provide bi-monthly updates for all tenants via Salford People and monthly updates to residents groups via TAP (tenant participation newsletter)
· Targeted "door knocking" exercise for estates where tenant representation is weak.
Ballot

We have discussed with the People’s Forum the issue of whether or not to hold a formal ballot on the proposal to establish an Arms Length Company. We feel that a ballot is inappropriate given the very tight timescales set within our implementation programme, and also the costs which would inevitably be incurred. However, we are very conscious on the need to consult thoroughly with tenants and leaseholders and to gain their support. 

We feel that the consultation plan described above, which has been agreed with the People’s Forum, will ensure that tenants and leaseholders are aware of our proposals and have every opportunity to respond. We anticipate that, prior to the formal establishment of the company in April 2002, we will have jointly collected and analysed all responses to the consultation exercise. This information will be placed before the City Council and will inform their final decision to devolve responsibility to the Arms Length Company.

Consultation with staff

Consultation to date

· Information to all staff via the Directorate Staff Newsletter

· Briefing session for all staff in July 2001 

· Informal discussion with trade union representatives.

· Area visits by the Director and Lead Member for Housing

Further Consultation

We recognise that to achieve our objectives under our proposed arms length arrangements we will need the support and participation of staff at all levels. We, therefore, intend to carry out a full staff consultation exercise which will include:

· A series of area based workshops covering the arms length proposals together with Best Value and service specific issues from October 2001 

· A comprehensive information leaflet to all staff in November 2001 spelling out the implications for staff 

· Continuing detailed discussion with trade union representatives via the Directorate Consultative and Safety Committee

· Continuing updates through the Directorates bi-monthly staff newsletter. 

SECTION FIVE – SUMMARY

Meeting Government Guidelines

We see Arms Length Management as an exciting opportunity to:

· complement our existing investment strategy

· accelerate our achievement of the government’s decent homes standard

· empower tenants

· contribute to the City’s much needed regeneration programmes

We are:

· consulting with tenants and staff regarding our arms length management proposals

· receiving support from tenants and elected members

· carrying out an ambitious best value review of area housing services due for inspection in June 2002

· adopting the recent guidelines on rent restructuring

· changing our allocation policies to reflect to simplify access to housing and extend choice

We have already:

· established area housing committees with tenant representation which will for a foundation for local boards

· separated out strategic from operational functions

· restructured our staff into 5 Housing groups to pave the way for 5 local boards

· carried out a  stock condition survey which will inform future maintenance spending

· established integrated annual maintenance and improvement programmes which will form the basis of future expanded programmes

We believe that:

· we have established a need for additional investment to help address significant problems arising out of deprivation and social exclusion

· we have an excellent record of regeneration

· we have a track record of spending resources in a timely and cost effective manner

· we have a comprehensive suite of  corporate strategies and partnerships which will add value to the additional resources delivered via an Arms Length Company

· we have in place local management and community participation arrangements which will ensure that additional resources are appropriately targeted and effectively spent 

We are confident that we have met the full criteria for the pre-allocation of resources in 2002/2003.
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