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1.0 Introduction

This document takes as its starting point the councils mission and pledges and sets out a statement of property strategy and guiding principals together with the mechanisms to be used to deliver the strategy. This includes a clear set of aims and objectives for property and the property service.

2.0
CONTEXT

The Council’s property assets have a value in use of approximately £300,000,000 excluding Council houses.  Annual running costs, excluding capital charges, are approximately £16m representing 7% of the Council’s annual revenue budget (2000/01 financial year).

Councils are being urged to think more strategically about their use and management of property and to use their property more efficiently and effectively.  To this end, guidance has been issued to Local Authorities from the Audit Commission in their document, “Hot Property” and from the DTLR in their guidance to Asset Management Planning.  District Audit have also provided a report on the Council asset management performance and made recommendations in this regard.

The Council has responded to the need for change.  Property and Property Services were selected for Best Value Review in Years 1 and 2 of the Best Value Performance Plan.  A Strategic Property Management Unit has been established to drive strategic consideration of property, and asset management planning has been embraced as a corporate issue.

3.0
The Council’s Mission and Pledges

Property owned or occupied by the Council must be used and managed to support the Council in achieving its mission, which is:

“To create the best possible quality of life for the people of Salford”.

The Council also has six strategic pledges to guide it in achieving its mission, these are: 

· Better Education for all
-
We want every child to have a better start in life



· Quality Homes for all
-
We will ensure every person in the city lives in a decent home



· A Clean and Healthy City
-
We will make Salford a cleaner and healthier place to live



· A Safer Salford
-
We will make Salford a safer place to live and work



· Stronger Communities
-
We will make Salford a better place to live



· Supporting Young People
-
We will create the best possible opportunities for young people in Salford

The mission and pledges inform the service planning and priority setting processes within the council in its support of and contribution to Salford’s Community Plan objectives. 

4.0
statement OF STRATEGY and Guiding Principles

To help the Council to achieve its mission and pledges the Council has adopted a “property strategy” which is:

“To use and manage property which is owned or occupied by the Council efficiently and effectively to support service delivery and to assist the Council to achieve its mission”

And that the following guiding principals apply:

· The total amount of operational property occupied by the council will be reduced

· Administrative office accommodation will be consolidated into 4 core sites supported by upto 10 satellite offices shared by directorates

· Administrative office accommodation space standards of 11 M² per person (net internal area) in existing buildings and 8 M² per person (net internal area) in new and newly refurbished buildings should be achieved by the end of Sept 2003.

· Where appropriate property should be shared by Directorates, and the Council should also share property with other service providing organisations.

· There is no presumption that property should be owned by the Council rather than leased or procured under a PFI/PPP contract.

This strategy is being implemented through a number of processes as follows:

· Establishing clearly defined aims and objectives for property and the property service

· Adopting Asset Management Planning methodology in accordance with DTLR and Audit Commission “Hot Property” guidelines

· Establishing and implementing appropriate property plans policies and procedures

· Clearly defining organisational arrangements and responsibilities

· Establishing Implementation Plans to deliver the changes to property which are required

· Evaluation and review and operating a system of Member scrutiny through Scrutiny Committee

These processes are defined in more detail in sections 5 - 10

5.0
Aims and Objectives for Property and the property service

The Council's property (i.e. land and buildings) can be considered in two categories: operational properties i.e. those required to deliver services and non operational i.e. the investment estate and surplus properties.

Property Services are those services required to manage and maintain the Councils property, to acquire or dispose of property and to provide property related advice to the council and other directorates.

Neither the mission nor the Strategic Pledges provide a straightforward and direct route to defining property aims and objectives.  However the emerging theme is that the City is aiming to provide high quality services to its people, within a clean and safe environment.

Being able to provide appropriate services to achieve this aim is the product of high quality staff, good support infrastructure, sound management and the efficient use of resources.

This has implications for property and it is clear that well planned property and the use of property is a resource that needs to be used efficiently and effectively in the pursuit of the six pledges. For example the quality, location and specification of operational accommodation affects the quality of service experienced by and the impression given to customers. In addition it can be an important factor in staff recruitment and retention.  The workplace can help or hinder organisational management and cost efficient accommodation increases resources available for direct service delivery. 

Property can also be used to stimulate and promote regeneration and attract investment and through encouraging quality development or good standards of maintenance make Salford a safer and better place to live.
The Strategic Plan and Best Value Performance Plan also identify issues exerting pressure on the Council, which also influence the Councils requirements for property. These requirements will be identified within both the asset management planning and individual directorates service planning processes and reflected in the councils Asset Management Plan.

The table below takes the issues identified in “squaring the circle” in the Strategic Plan and Best Value Performance Plan which influence property requirements.  It also provides examples of the influences or impact that they have on property.

ISSUE
IMPACT ON PROPERTY

Financial pressures – reducing revenue and capital resources.

Government requirements – electronic delivery.

Demand for services – better “joined up” and faster.

National Issues – changing work patterns, technological change and environmental awareness.

Internal Pressures – skill shortages and staff morale.

Local Priorities – crime prevention, environment, jobs and skills


Need to improve cost efficiency and space utilisation.

Changing patterns of service delivery and access to services changing property needs.

Implications for location quality and amount of property required.

Need for flexibility in use of space and greater importance of energy management.

Implications for quality and suitability of accommodation.

Using property to encourage investment and assist in urban regeneration.

The themes arising from the mission statement and pledges together with the property implications drawn from the Strategic Plan and Best Value Performance Plan have been used to establish the aims and objectives for property. These aims and objectives will be reviewed annually. 

The six aims and the specific property and property service objectives supporting each aim are set out overleaf.

Aim 1.  

To provide property to meet corporate and service directorate requirements as efficiently, and economically as possible

Objectives:
a) To improve year on year with respect to a series of key property performance indicators

b) To reduce the proportion of the Council’s overall budget spent on property

c) To utilise space at a level of efficiency commensurate with best practice taking into account the limitations of the building stock

d) To retain only that service property which is necessary to meet service and service users’ needs
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Aim 2.  
To improve the effectiveness of property in meeting service and service users’ needs

Objectives:

a) To provide property that meets the needs of users in terms of condition, quantity and suitability

b) To ensure that buildings meet defined condition standards and that the backlog of repairs is reduced in accordance with a plan and timetable.

c) To provide buildings in locations which are readily accessible for staff and visitors

d) To improve disabled access and comply with other statutory duties
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Aim 3.

To ensure that property is fully recognised as a corporate asset and that it is managed accordingly. 

Objectives:

a) To provide and support the working arrangement necessary to produce effective corporate asset management.
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Actively engage all directorates on strategic property matters to the overall benefit of the council. 
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Aim 4.

To ensure that where appropriate the councils property is used to support urban regeneration initiatives and community well-being.

Objectives:

a) To identify where property can support and act as a catalyst in initiatives

b) To identify the extent of the commercial estate occupied primarily to support community well-being objectives
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Aim 5.

To ensure that the investment portfolio provides both income and capital to help to support the councils budgetary requirements.

Objectives

a) To set and achieve a target Internal Rate of Return calculated in accordance with the DTLR Property Performance Indicator No 2.

b) To optimise rental income through the estate management activities undertaken

c) To meet the Council’s capital and revenue generation targets

d) To reduce voids

e) To reduce rent arrears


Aim 6.
To provide a property service that meets the needs of clients in terms of quality costs and timeliness.

Objectives:  

a) To improve the levels of Client satisfaction in relation to a set of agreed                        performance indicators

b) To provide Directorates with relevant property advice to enable them to deliver their services efficiently and effectively.

c) To improve staff performance through providing appropriate staff training development and support to deal with the range of work requirements likely to arise.

d) To improve the cost competitiveness of the service through comparison and benchmarking with other service providers together with the introduction of appropriate targets and improvements in practices



6.0
Asset Management Planning

Asset Management has been defined by DTLR as “optimising the utilisation of assets in terms of service benefits and financial performance.  Consequently Asset Management Planning is the systematic planning and documenting of how this is to be achieved
The Council’s Asset Management Plan is produced by a cross directorate officer working group, the Asset Management Group, supported by the Council’s Strategic Property Management Unit.

The Asset Management Planning process which is being developed includes:

f) Having defined Property Aims and Objectives

g) A statement of the current portfolio and its performance

h) Establishing the Council’s property requirements derived from service directorates’ service strategies

i) Identifying key areas for change

j) Agreeing preferred options

k) Defining and carrying through an implementation programme for deliver the changes required

l) Reviewing performance

The Asset Management Planning process is a continuous process, the objective being to align property with needs and financial resources over a 5 year forecasting period

7.0
CORPORATE Plans Policies and Procedures

A range of plans policies and procedures dealing with or impacting on property supported by all Directorates and where appropriate, approved by Cabinet, are being introduced.

These policies and procedures are approved by Directors and if appropriate Cabinet. This cross Directorate and Cabinet approval ensures that there is a knowledge and understanding across all Directorates of the process and arrangements required to deliver this strategy. 

Examples of theses plans and policies are:

1. The Asset Management Plan and Capital Strategy

2. The Education Asset Management Plan  - Local Policy Statement

3. The Surplus Property Policy

8.0
Organisational Arrangements

The roles, responsibilities and terms of reference of the Corporate Property Officer, Strategic property Management Unit, Asset Management Group and Budget Planning Group have been defined.  The operation of these officers and groups supports the AMP process and delivery of the Property Strategy.

The Council has a Lead Member responsible for property and corporate property issues at Cabinet level.

The reporting arrangements of the groups are shown below.


Role of the Groups

Strategic Property Management Unit
The Strategic Property Management Unit is responsible for coordinating the production of the councils annual Asset Management Plan and undertaking the strategic property management activities for the councils property portfolio.

Asset Management Group

The Asset Management Group is the corporate forum to consider review and agree the best use of the Council's land and buildings to ensure that they support the delivery of services and other initiatives in an efficient and effective way in line with the corporate objectives of the Council.

Budget Planning Group

Budget Planning Group is the corporate forum to consider the councils financial strategy and policy issues that affect capital and revenue budgeting. As part of this work it considers the capital and revenue requirements for property within a corporate context and recommends the annual property budget allocations.

9.0
Implementation Plans

Implementation plans will be produced to deliver the changes in property which are required.

Officers from the Property Development and Property Review Section will have a key role in preparing and implementing the plans, working with individual Directorates concerned.

Successful implementation of the Plans will be achieved by the establishment of appropriate delivery teams with a designated project leader who will be responsible for delivering the project. Implementation plans will range in scale from the 3 year Best Value Office Accommodation Implementation Plan, prepared to deliver the accommodation changes resulting from the Phase I Property Best Value Review to establishing a satellite office in the Ellesmere Centre at Walkden or making the changes in occupation at Ordsall Neighbourhood Office.

10.0
Evaluation and Review

Successful implementation of the strategy will improve the performance of property and the property service. Effective performance management will ensure that this improvement is achieved. The performance management framework for property is set out below: 


This process illustrates the relationship between the establishment of clear aims and objectives (with performance targets), the establishment of plans and programmes, an implementation phase and performance review which will detect problems and enable remedial action to be introduced.

Property performance is reported to the councils Environmental Scrutiny Committee. Reports are submitted on a quarterly basis which over a full year covers all aspects of performance including a range of local and national PI’s and comparison against benchmark data.

A good example of the progress being made is the move of Education & Leisure staff from Chapel Street, Vulcan House and the Education Centre to Minerva House. 


The quality of accommodation has improved and the number of buildings and floor space occupied reduced. 


This will result in running cost savings being achieved.





Performance indicators have been established for the councils office support accommodation. These track performance in areas such as running costs and occupancy levels per sq. m the condition of property and nearness to public transport. Performance is reported to Scrutiny Committee and improvements in performance are being achieved.





This objective is being achieved through, for example, the establishment and operation of the council’s Strategic Property Management Unit and the Asset Management Group. This Unit and Group will act as a focus for delivering corporate property objectives and standards.





The council has achieved major success in using its land and buildings to stimulate or lead urban regeneration projects. Outstanding examples are the regeneration of Salford Quays and the work in progress within the Chapel Street corridor and the Seedley Langworthy regeneration initiative.





The Councils Property & Development Division is working to    improve the service it provides through its Best Value Review and the development of closer liaison with its clients to measure satisfaction and better understand client needs.





The investment portfolio produces approximately


£3.2 million pa for the council. The sale of surplus assets and part of the investment portfolio supports the capital programme. £29 million was raised last year (2001)
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