SECTION 1 - INTRODUCTION 

This Capital Investment Strategy sets out what we want to achieve in terms of our capital investment over the next five years, covering all key aspects of capital expenditure within the authority. It is our response to the Government’s drive for improved financial planning and accountability and securing value for money from capital investment.  It builds upon our last submission and takes account of comments made by GONW.

The City Council and the Salford Partnership believe that the people of Salford deserve the very best in terms of service delivery and quality.  Salford’s first Community Plan (2001 – 2006) drawn up by the Salford Partnership (the City’s Local Strategic Partnership) sets the overall vision for our City and will help the Council, as a key deliverer of public services, to deliver on this commitment. It has set the context for this capital strategy with future investment priorities set against the seven themes of the community plan, drawing together for the first time strategic partnership policies alongside the City’s existing Community Strategy. The Plan will provide the framework for investment decisions by the City Council ensuring that our capital programme is driven by the priorities agreed both internally, and with our partners and communities.

The Partnership’s vision, priorities and targets have been set down in Salford’s Community Plan, which all the key agencies have signed up to.  It aims to create a clean, safe and healthy city with strong sustainable communities and a buoyant economy, where children and young people can thrive and benefit from excellent educational and cultural opportunities and facilities.

The Community Plan also reflects the key priorities emerging through the City’s approach to Neighbourhood Renewal with three key objectives prioritising capital investment decisions.  The Neighbourhood Renewal Strategy will commit to :

· Tackling three areas of major change within the City;

· Targeting action to stabilise communities in decline and maximise opportunity;

· Working with our communities to achieve change.

Key targets are included within the Community Plan to measure the success of our policies over the next five years.  These targets reflect the National Floor Targets set by Government through the New Commitment to Neighbourhood Renewal, include key Best Value Performance Indicators, and incorporates local performance indicators designed to challenge, target and improve service delivery in particular areas.  The targets set have formed the basis of the Partnership’s Public Service Agreement with Government. 

As a parallel to, and integrated within the Community Plan, the Council has developed 6 Pledges that are council priorities for both statutory and local service delivery.  The impact of the pledges has involved the re-alignment of Best Value Performance indicators, and service plans to reflect an agreed corporate approach, setting out a commitment towards:

· A Better Education for All

· Quality Homes for All

· A Clean and Healthy City

· A Safer Salford

· Stronger Communities

· Supporting Young People

The Community Plan and Capital Investment Strategy will facilitate the City Council to move towards a high quality modern services designed to meet local need. The Plan will have a significant impact on our key partners whose business and corporate plans will change, over time, to reflect the priorities set by the Salford Partnership.  This Capital Strategy, alongside the Asset Management Plan, currently reflects priorities identified within individual service plans, the Council’s 6 pledges and the priorities within the Community Plan. It will enable the Council to make the best possible use of public sector assets so that we can tackle the cross-cutting priorities facing our City in a strategic and comprehensive manner.

SECTION 2 - KEY AREAS OF CAPITAL EXPENDITURE

Key areas of capital expenditure are focused on the following priorities:

Housing

The Housing Strategy and Housing Revenue Business Plan sets out clear priorities for the City which explore a range of housing investment options including the development of an arms length company model (New Prospect Housing Ltd), due to go operational in September 2002. The City Council's Housing Strategy has been ranked as "above average" and this has resulted in favourable allocations of resources. The Council’s vision is to help to ensure that every person in the City lives in a decent home and will achieve this by :

· Investment in the management and maintenance of Council and registered social landlord owned dwellings;

· Working with home owners and private landlords to help them manage and maintain their properties effectively;

· Work to the Government’s target of removing all non-decent public sector housing by 2010;

· Work with private sector partners to reduce unfit and empty private sector housing by one third by 2004.

· Develop an investment strategy following the provisional allocation of “Arms Length Management Organisation” resources which assist the City Council in meeting the government’s Decent Homes Standard.  Salford has a provisional allocation of £53.3 million, subject to 3 star Best Value rating.

· Develop a joint prospectus with Manchester City Council, which will elaborate the programming required to achieve outcomes, which will assist Housing Market Renewal.  To use resources from the Capital Modernisation Fund to plan this investment

Priorities over the next five years will be :

· Tackling empty properties throughout the City ;

· Tackling areas of major change – consistent with the corporate regeneration strategy (see later) ;

· Dealing with pockets of deprivation to consolidate and stabilise areas (i.e. emerging from the Stock Condition Survey) ;

· Consolidating and maintaining popular estates and those which have benefited from major investment ;

· Completing major investment projects – Eccles Renewal Area, Little Hulton and Farnworth Partnership areas.

Education

The Education Asset Management Plan sets out the need to provide high quality Education in accommodation that stimulates a learning environment for school pupils and members of the community.  In the medium term the two key priorities within the education capital expenditure will be the significant reduction of the backlog of work identified within the AMP and implementation of proposals resulting from the removal of surplus places –

· The directorate has recently completed its review of secondary places and this is in the process of implementation. Mainstream capital funding has been secured for The Albion High School and the proposed works at Buile Hill, Hope, and Harrop Fold High Schools.  Harrop Fold High School came about by the amalgamation of Little Hulton and Joseph Eastham High Schools.  The new school is currently operating on both sites awaiting extensions to the Joseph Eastham site.

· The review of primary school places has commenced and should be completed by July 2003; based on current population projections there is a need to significantly reduce provision.

· The City has a PFI proposal in excess of £40 million, to replace three Community High Schools, for which we should know whether we have been successful by September 2002.  

Transport

The Unitary Development Plan and Greater Manchester Local Transport Plan set out the transport priorities for the City and wider conurbation. The policies contained in these documents focus on sustainability and regeneration whilst conforming to Planning Policy and Regional Planning guidance. The UDP and LTP objectives are summarised below :
· A focus on regeneration and sustainability


· An holistic approach to urban renewal


· Competing in the global economy 


· Creating a dynamic and accessible Regional Centre


· Promotion of sustainable neighbourhoods


· Enhancing urban centres


· Improving the urban fringe and countryside


· Providing high quality sustainable transport


· Reducing population loss from inner areas


· Sustainable growth of Manchester Airport


Arising from these objectives are major transport schemes such as the Manchester/Salford Inner Relief Route (currently under construction at an estimated cost of £27million), the Leigh/Salford/Manchester Quality Bus Corridor for which funding of £25.9million has been secured and Cadishead Way Stage 2 for which funding of some £19.7million is being sought.

Many minor transport schemes aimed at improving safety, promoting integration and maintaining the fabric of the networks are also ongoing, running at approximately £4 million per annum. (Note. It is estimated that the backlog of work required on the unclassified highway network, to restore to acceptable standards, would cost in excess of £50million)

Social Services

Social Services has embraced the modernising agenda to provide a whole system approach to services for people with Health and Social needs. It has developed firm links with Salford Primary Care Trust, NHS Trusts, the voluntary sector and users/carers. The Community and Social Services Directorate has identified capital investment needs around five strategic priorities

· The utilisation of assets to facilitate greater joint working with Health, assisting with the development of “single point of access” to services for users and carers 

· Modernisation of assets to provide “fit for purpose” buildings for directly provided services and independent sector provider partnerships 

· Accommodation for officers providing the infrastructure to facilitate the effective and efficient delivery of services to vulnerable people

· ICT infrastructure to develop alternative media for communication and information handling

· Community Centres

The lack of any substantial capital allocation through the existing mechanism has left the City in a weak position for investment in Personal Social Services and Community Centres. The Single Capital Pot will be an opportunity to consider the needs of these areas against the priorities of the Council.

Regeneration

The City’s approach to Regeneration & Neighbourhood Renewal identifies the need to focus on :

· Areas of Major Change – Broughton, Seedley and Langworthy and Charlestown/Kersal ;

· Targeted action to stem decline in neighbourhoods and maximise opportunity ;

· Work with our communities to achieve change.

There are existing commitments to capital spend within the main regeneration programmes – Broughton and Cheetham (SRB2), City-wide Objective 2 European Regional Development Fund, City-wide thematic programmes and Seedley and Langworthy (SRB5), the New Deal for Communities programme in Charlestown/Kersal and the Chapel Street Initiative.  Other major European investment programmes include approval to the development of an Economic Development Zone in partnership with Manchester City Council and a potential future EDZ approval with Trafford MBC utilising European grants.
SECTION 3 – OTHER FINANCIAL IMPLICATIONS

Revenue Implications

Over the past three years the capital programme has needed to support the revenue budget through a difficult period by the capitalisation of certain revenue expenditure with the support of Section 40(6) directions from the Secretary of State, and funding from capital receipts. The current budgetary plans for 2003/04 onwards envisage an unwinding of the capitalisation of revenue expenditure and the elimination of Section 40(6) support.  

The City Council considers the revenue implications of capital projects before approving them for inclusion in the capital programme. The revenue budget planning incorporates any project with revenue implications. Provision is made annually in the revenue budget for the additional maintenance costs of completed projects emerging from their contract maintenance period. There are currently no capital projects in the 5-year plan which have major revenue implications for the future.
Approach to PPP/PFI

The Council is committed to PPP/PFI as a means of achieving desired outcomes where this is the most viable option and it has been actively pursued by the Council. The City has been allocated £15.1 million of PFI credits for the replacement of its 3 secondary schools for pupils with Special Needs and is working in partnership with external consultants to progress this scheme to contract signature in March 2003.  A second PFI proposal in excess of £40 million, to replace three Community High Schools has been submitted, for which we should know whether we have been successful by September 2002.  The City is only one of six authorities nationally which has worked in partnership with the DFES to develop a capital investment strategy for the replacement/refurbishment of its schools.  Further investigation of options will be developed as part of the process of developing housing investment options.

Other partnership examples include the application of PFI for SHIFT and LIFT, working with the NHS and Salford PCT.  SHIFT will see the possible refurbishment of Hope Hospital to replace outdated Victorian ward blocks to more suitable accommodation, increase total bed capacity and increase intermediate care.  In association the potential LIFT proposal will facilitate the development of primary care centres, potential sites include Walkden, Eccles, Swinton and Pendleton.  The centres will provide access to effective local health services, developed in communities where health inequalities need to be proactively addressed.  These centres will create  an opportunity to provide accommodation for Local Authority services.

Look at the medium term development consideration is being given to a PFI proposal for waste disposal and street lighting.

Additional Capital Resources

Bids for capital resources will only be made against the criteria and priorities set by the Capital Investment Strategy and where the authority has taken into account on-going commitments and current strategies in relation to its capital needs and other resources.

SECTION 4 – CROSS CUTTING ACTIVITY

Disposal Strategy

Over the last two years the Council has needed to raise exceptional amounts through the disposal of assets in order to support the revenue budget through difficult times, by funding revenue that had to be capitalised.  This years requirement and the current projections for capital generated from the sale of assets is much more modest and reducing in each year of the programme.  This is in line with the anticipated reduction in the number and value of assets to be released through the property review and rationalisation programme over the period.

Corporate Approach to Regeneration

Led by the Salford Partnership, the Community Plan and Neighbourhood Renewal Strategy, sets out a very clear corporate approach to regeneration, and the City’s Pathfinder status under the New Commitment to Regeneration recognises this at a national level. Implications arising through key policy documents such as the Urban White Paper and New Commitment to Neighbourhood Renewal, Crime & Disorder Act (section 17), Race Relations Amendment Act and the development of a Public Service Agreement with Government will impact on the future development of the strategy.   

Best Value

Capital investment is an integral consideration in best value reviews.  Through the Authority’s Performance Management System and Best Value Reviews, outcomes are used to facilitate improvement and inform investment decisions.  Both performance monitoring systems incorporate service results as comparative data and provide benchmarking information, to ascertain where service improvements are needed and, where appropriate, used to inform cross cutting action.

Best Value results are communicated extensively to stakeholders through the Best Value Review summary document, which is distributed to all households, containing performance feedback from previous years targets and targets for future years.

SECTION 5 - CONSULTATION

The Salford Partnership has been consulted on the development of the Capital Strategy with key partners such as the Salford PCT, Police, Primary Care Trust, Employment Service, Benefits Agency, Manchester Enterprises, Faith Sector, and the Community and Voluntary Sector endorsing the strategy and ensuring links with the Community Plan.

Individual service plans and priorities require a more detailed level of consultation and the City’s Community Strategy and Community Committee structures are utilised in this way.  Local transport programmes, structural and management decisions in the education sector, housing developments and service provision with Social Services are all subject to separate consultation and approval mechanisms within local communities, underpinned by the authority’s approach to customer care, quality services and consultation.  Consultation will be taken in accordance with the Council’s constitution and will be linked with the revenue budget process. 

Regeneration programmes such as the SRB 5 area in Seedley and Langworthy and the NDC area in Charlestown/Kersal have strong and robust mechanisms for active community involvement in decision-making and developing programmes. The Participatory Appraisal approach is now widely used across the City to actively involve local people in the decisions affecting their neighbourhoods and is widely regarded by Government Office as a significant tool for achieving this. This approach has directly led to the development of annual regeneration plans within both these areas.
SECTION 6 - LINKS WITH OTHER PARTNERS, PLANS AND PROGRAMMES

Through the Salford Partnership the Community Plan formalises partnership arrangements across the City ensuring consistency across the range of other plans that the Council can influence, including the Health Improvement Programme, LA 21 strategy, Education Development Plan, Lifelong Learning Framework, Economic Development Strategy, Children & Young People’s Strategy and Crime and Disorder Strategy. However, there will be occasions when changes to external policies and programmes from Central or Regional Government, or the Regional Development Agency, will impact on our long term planning process and this needs to be taken into account by those agencies involved.  

Salford has an extremely successful history of working with neighbouring authorities.  Close working relationships have been developed with Bolton and Manchester. A cross-boundary Single Regeneration Budget Scheme with Bolton, successfully completed in March 2002. The Cheetham/Broughton SRB 2 Scheme with Manchester will come to an end in March 2003. The City has the only cross boundary Education Action Zone in the country established across the Salford/Trafford boundary. The City Pride Forum brings together the five authorities of Salford, Tameside, Manchester, Trafford and Stockport to promote a sub-regional approach to regeneration, resource procurement and investment.  Well-developed links exist on the transportation and environmental quality themes with the Greater Manchester Transport Plan and Air Quality Strategies.  

In terms of Education asset management priorities the Directorate is currently working towards progressing the current PFI scheme and will be working with the DFES and potential private sector partners in formulating its future capital strategy. 
Partnerships with the private sector also play a crucial role in our approach to capital investment.  The Housing Strategy is currently examining the potential benefits.  Innovative housing schemes are being developed with building societies to address the massive problems of negative equity in Seedley and Langworthy with the first "Homeswop" schemes having been introduced.  Housing renewal areas are being drawn up in conjunction with private sectors partners such as Bovis Lendlease in Broughton, to tackle neighbourhood renewal in a more comprehensive and innovative way.  The Chapel Street Initiative has secured significant sums from the private sector to regenerate the area adjacent to the regional centre and this investment, alongside the transformation of Salford Quays, contributes significantly to an economically buoyant conurbation.

SECTION 7 - PERFORMANCE MEASUREMENT AND INNOVATION

The City’s Best Value Performance Plan sets out key performance indicators across service areas with results scrutinised closely by the Quality and Performance Scrutiny Committee and District Audit.  Achievements and results are communicated across key partners as part of a corporate information strategy but also through individual service and regeneration programmes.  The authority is currently looking to develop benchmarking activity in conjunction with neighbouring authorities to analyse more fully the impact of the capital programmes on the desired outcomes for the City.

The City's Best Value Review of it's office support accommodation has established a series of PI's including running costs and occupancy levels. Performance targets have been set and are benchmarked through the Sheffield Hallam University Benchmarking Group.  This is resulting in improved performance.

The Council has taken note of the partnering approach to procuring development recommended by Sir John Egan and is considering utilising that approach in a number of ways. Whilst no full partnerships have been established current examples are :

· Proposals to pilot four different approaches to partnering in respect of the Council's 'Prior to Paint and Painting' Programme, which will be benchmarked against conventionally tendered schemes.

· Procuring a new secondary school (The Albion High School) by means of a 'develop and construct' contract whereby the contractor develops the design initiated by the Council. This involves close working between the Contractor and the Council's designers, and lies somewhere between normal competitive tendering and partnering.

New Technology Impact

The City Council strongly believes in harnessing the use of new technology to improve services and access to them. It is 1 of 25 E-government Pathfinder authorities.  Capital funding is being received to assist with the implementation of new technology, which includes facilities at community based venues, 2 City Learning Centres were opened last year.   Funding from the New Opportunities Fund is assisting with the development of Internet links to all libraries.  The Council is also installing a broadband network to all schools to establish Internet links and better communication between schools and with the LEA.  These developments are all part of a programme that aims to increase public participation and access to Council services through the use of new technology.

SECTION 8 - MANAGEMENT AND EVALUATION

The Cabinet considers the Capital Investment Strategy and Asset Management Plan and recommends their adoption to the Council.  The annual capital programme is considered within the context of the Strategy and also approved by Cabinet and Council.  A spending profile is identified for each approved capital scheme and officers monitor actual cash flow against the profile at monthly intervals during the year.  Also, key milestones are identified for each major capital receipt above £100k and monitored by the Corporate Property Officer and the Head of Finance. 

The Council has a well structured approach to the monitoring of the capital programme.  Project managers and accountants are responsible for the day to day management of the programme.  Regular progress meetings at this officer level feed into a corporate monthly report on the progress of capital expenditure against the programme to a Budget Committee.  Information on asset disposal is also fed into the committee reports via regular progress meetings between Corporate Property Officers and the Head of Finance.     

The Budget Committee scrutinises progress with the programme and individual schemes, and makes any recommendations thereon to Cabinet and Council.  This process enables closer monitoring of capital cash flow to ensure that the available resources are not over-committed.  Service directors are responsible for monitoring and reviewing progress on capital schemes in terms of outputs and outcomes, reporting performance to their Lead Members. The Chief Executive performs a co-ordinating role for cross-cutting and regeneration schemes.

Approach to Prioritisation/Core Criteria/Option Appraisal

The Council currently prioritises its capital investment according to whether it: -

· Meets the Government’s annual capital guideline for each major service;

· Maximises available external funding;

· Meets national, regional and local priorities;

· Targets its key priority regeneration areas, i.e. Seedley/Langworthy, Higher Broughton and Kersal/Charlestown; and

· Provides continuing support to the revenue budget

The Council has over the past 12 months sought to develop a more objective means of assessing its priorities for capital investment which embraces a wider range of assessment criteria, such as the extent to which they satisfy health and safety requirements, contribute towards enhancing the life of an asset, improve the environment, stimulate the local economy, reduce risk, engage partners and consult with the public.  As part of the prioritisation process it has been suggested that weighting is placed upon the assessment criteria in terms of high, medium and low priorities, these consist of the following:

· High Priority 

Mandatory requirement, maximises external resources or 

whereby specific assets will be improved/used

· Medium Priority 
Strategic impact of the scheme and contribution towards the key themes 

of the Community Plan

· Low Priority 

Other relevant information required to assess prioritisation e.g. revenue 

savings

A model is currently being tested and reviewed by a cross-directorate group comprising officer representatives of the Budget Planning Group and the Asset Management Group and it is expected to use this model in determining the 2003/04 capital programme.  To enable the effectiveness of schemes to be reviewed and assessed the appraisal model also requires output outcome targets to be identified prior to the appraisal stage.

All Directorates have been invited to submit proposals for the capital programme. Corporate Services will carry out basic financial checks, all proposals which satisfy these checks will be submitted to an appraisal panel to be scored against set eligibility criteria.  The appraisal panel will consist of officers from a number of directorates combining financial and project appraisal expertise.  













