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FUNDAMENTAL BEST VALUE REVIEW

ASSET MANAGEMENT / PROPERTY

SERVICE PROFILE STAGE REPORT

1.0 PURPOSE OF THIS REPORT
1.1
The purpose of this report is to use the data gathered in the council’s service profile documents and provide an informed analysis of the major issues affecting the service.  Consideration of these issues will then be used to inform the Phase II terms of reference and may include measurable improvement targets for the review.

2.0 BACKGROUND
2.1
The asset management / property service theme includes services provided by a number of the Council’s directorates.  The services as originally defined in the Council’s five year programme are as follows

:
Service Area
Directorate

a) Strategic Approach as per current review


b) Maintenance of assets
Development Services


Housing


(also social services)

c)
Facilities management
Development Services

d) Property Development

e) Capital Charges
Development Services

f) Asset Records
Development Services

g) Building Surveying Services
Development Services



Housing



(Also Social Services)

h)
Assets and Estates
Education and Leisure

i)
Building Cleaning non school


This list has been considered and is amended at Section 3.

2.2 A brief description of each service area is included in paragraphs 2.2.1 to 2.2.2 below:

2.2.1 Asset management includes all those elements a) to i) in paragraph 2.1.  The service is predominantly provided by the Development Services Directorate on behalf of customer directorates, with a small amount of day to day management being carried out within other directorates.  Assets can be split into a number of categories and Salford, in its pilot property review, chose to split the review into office accommodation, direct service property, and the commercial estate – see paragraph 2.3.  This review does not include the management of Council houses or schools, which are included in reviews by those directorates.

2.2.2
Non School building cleaning represents part of the previous CCT building cleaning contract and lies within this review, with the schools element being covered in the services to schools / fair funding review.

2.3 In the year prior to the 5 year programme (1999/2000), property had been identified as a pilot cross cutting corporate review.  At the pilot stage, the review  included three categories of property – office support accommodation, direct service accommodation, the commercial estate and the overall service would need to be reviewed.  The office accommodation was reviewed as a first phase of work which also included strategic property management, with the final report being submitted to Cabinet in September 2000.  This review is in the process of inspection by the Audit Commission.  It is therefore intended to review the remaining  categories i.e. direct service property and the commercial estate, along with the property service provision, in the programmed best value review.  The theme includes services additional to the initial pilot review, and these will also be included in the best value review.  The Terms of Reference from the Pilot Review are detailed in Appendix 1.  The Asset Management / property review has been allocated a two year duration in the programme.  The review was to commence in year 1 of the programme, due to the following factors (namely priorities detailed in the Council’s Best Value Performance Plan):-

· Area of high cost to the Council

· Improvements, savings potential

· Meets national agenda for Asset Management Plans

· High Internal Customer impact

· Flexibility required to meet strategic objectives.

2.4 The wider context and recent service development follows:-

Recent service developments have been to consolidate the bulk of the asset management service into the Development Services Directorate.  For example Property Service staff have recently transferred from Community and Social Services to Development Services Directorate.

Recent developments as a result of the review of office accommodation has been the formation of a Strategic Property Management Unit within the Development Service Directorate  with a view to achieving a corporate strategic approach to property in Salford.

The Audit Commission have recently issued the document “Hot Property – Getting the best from local authority assets,”  which attempts to establish best practise for asset management.  This piece of work has been extensively informed by consultants – DTZ Pieda, whom the council utilised in its pilot office accommodation review.  The intention for this best value review has always been to utilise the approaches developed and learnt in the pilot review, which should mean that our approach aligns reasonably to the Hot Property guidance.  The main 14 recommendations from hot property are included at Appendix 2.

The authority has recently been involved in a piece of work with the Audit Commission which has involved a District Audit Study of Asset Management in Salford.  The recommendations of the District Audit report are included at Appendix 3.

An Audit Commission best value inspection is in the process of being undertaken in respect of the pilot office support accommodation review.  The inspectors report should be available by the end of March 2001.

A number of initiatives / reviews are ongoing within the authority which are likely to impact on some areas of property.


Public access (call centres, one stop shops)


Storage review


Area service delivery – housing


Teleworking / homeworking / hot desking

The impact of these initiatives at a strategic level is being considered by the Strategic Property Management Unit in consultation with the Service Directorates concerned.

3.0 SCOPE OF REVIEW / METHODOLOGY
3.1
During the course of the profiling stage the service areas identified in the five year programme were considered to establish the scope of the review, as follows:-


Maintenance of Assets :
Includes maintenance of the authority’s buildings excluding schools and Council houses.  The buildings included will be identified by reference to the authority’s asset register.


Management of Assets:
Includes:

· letting and management of land and property including industrial, shop premises and markets;

· valuation, disposal and acquisition of land and property including housing sites, sale of Council/police dwellings and premises or other miscellaneous properties;

· vetting and management of land and property including industrial units and shops;

· negotiation of rent reviews and lease renewals;

· general property advice;

· facilities Management;

· provision of all accommodation requirements for the Council’s “Corporate Properties” at various administration support buildings;

· development of surplus land, buildings either through sale or lease.


Building Cleaning :
Includes the non-school building cleaning services


(non school)
included in the Council’s CCT contract, along with the  client function, but excludes window cleaning.

Other services:
Includes:

· Implementation of the Council’s Community Safety Programme involving technical advice and management of CCTV schemes, Risk Management Groups, Security Patrols and Manned Guarding, and key holding services.


Note: Strategic Property Management was addressed in the Phase 1 review resulting in the establishment of the Strategic Property Management Unit.

The theme, as adjusted in paragraph 3.1., in terms of the 2000/01 budget, is as follows:-


Maintenance of Assets 
Development
1,151,000




Housing
69,000


Facilities Management
Development
1,401,000


Capital Charges

3,634,000


Asset Records

63,000


Building Surveying
Development
482,000




Housing
69,000


Assets and Estates
Education
219,000


Building Cleaning

925,000


(non school)





£8,011,000
3.3 The service profile for asset management and maintenance has been put together by Development Services, and includes work being undertaken in other directorates, which had been ascertained through a series of discussion meetings with directorate staff, along with further information provided by directorates.

A separate service profile has been put together by Citywide, for non-school building cleaning services.

The production of service profiles has been supported by appropriate personnel and finance support services.

4.0 SERVICE PROFILE INFORMATION
4.1
The service profiles identified in paragraph 3.3 have all been completed in accordance 
with the corporate service profile framework, which largely seeks information to be 
compiled along the lines of the 4C’s of best value – challenge, compare, consult and 
compete. 

4.2 The key strengths and areas for improvement are identified below.  An EFQM analysis has not been undertaken at this stage, but it is proposed to undertake an EFQM exercise during the course of the review, as envisaged by the council’s streamlined review process.

4.3 Strengths / Main Issues
4.3.1 Development Services
	STRENGTHS
	AREAS FOR IMPROVEMENT

	· Strategic property management unit established

· Operational targets for buildings

· Financial management systems in place

· Action Plan in place for the improvement of property management services


· Asset Management Plan (1st stage) complete


· Progression of “hot property” objectives
	· Strategic management of all properties to be developed


· Establishment of performance of properties against Council’s objectives/core services


· Assessments of financial benefit of retaining/ disposing of properties, rates of return on investment


· Assessments of environmental impact and energy efficiency in properties


· Assessment of services and responsiveness to customer/user needs


· Corporate approach to central/support accommodation management


· Little customer survey information available


· Debt recovery

· Balancing resources against demands


· Gain knowledge of the cost of alternative service providers


4.3.2 Personnel Services
	STRENGTHS
	AREAS FOR IMPROVEMENT

	· Information is available on the customer perception of adequacy of the facility from training questionnaires

· Disabled facilities to the ground floor

· Recharges are made to users of training facilities

· Used by all Directorates

· Using Council wide contracts for some facilities management eg. catering
	· No measurable targets or measures in place for performance of property


· Responsibility for facilities management divided between Directorates


· Training facilities designed around accommodation – not purpose built


· Use of training room not linked to performance targets


· Facilities not used by external organisations/ users or innovative use of facilities


· No evidence of operational property management budget


· Limited disabled facilities


4.3.3 Environmental Services
	STRENGTHS
	AREAS FOR IMPROVEMENT

	· Has a property management budget

· Recharges are made

· Energy costs are known

· Using Council wide contracts for some facilities management eg. Cleaning
	· No measurable targets or measures in place for the performance of the property

· Properties are not strategically managed on a corporate basis

· No evidence of innovative use of the properties considered

· No information regarding customers’ perception


4.3.4 Social and Community Services
	STRENGTHS
	AREAS FOR IMPROVEMENT

	· Property is being managed in accordance with Council’s Budget Strategy

· Using Council wide contracts for some facilities management eg. Cleaning

· Operational changes to the management of properties in the last 12 months
	· No measurable targets or measures in place for the performance of the property

· No evidence of information regarding customer perception


· Properties are not strategically managed on a corporate basis


4.3.5 Corporate Services
	STRENGTHS
	AREAS FOR IMPROVEMENT

	· Good budget information

· Some measurable targets of property performance

· Customer surveys are undertaken

· Using Council wide contracts for some facilities management eg. Cleaning
	· Property is not being strategically managed


· Division of responsibility and budgets for parts of building(s)


· Properties are not strategically managed on a corporate basis

· Debt Recovery


4.3.6 Education Services
	STRENGTHS
	AREAS FOR IMPROVEMENT

	· Some properties are being strategically managed as part of a review of office accommodation

· Budget information is available

· Using Council wide contracts for some facilities management eg. Cleaning

· Some evidence of customer surveys
	· No evidence of property performance measures


· Security of premises divided between variety of contractors and key holders, no evidence of effectiveness or value of service received


· Properties are not strategically managed on a corporate basis


4.3.7
Leisure Services
	STRENGTHS
	AREAS FOR IMPROVEMENT

	· Service reviews underway

· Some budget information

· Some measurable targets of property performance

· Customer surveys are undertaken

· Using Council wide contracts for some facilities management eg. Cleaning
	· Properties are not strategically managed on a corporate basis


· Effectiveness of security and key holding service and the effectiveness or value of service not known


4.3.7 Facilities Management (building cleaning, energy management, health and safety)

	STRENGTHS
	AREAS FOR IMPROVEMENT

	· Non education building cleaning has good strategic and operational performance and financial management systems in place

· Corporate contracts in place for some services
	· Facilities Management not undertaken in a co-ordinated manner eg. Reception, energy audit


· No evaluation of security and key holding service or effectiveness and value of service received


5.
CONCLUSIONS
A number of areas for improvement are repeated within the Service Profiling.  These issues will be aligned with the recommendations and guidance detailed in Appendices 2 and 3 as part of the continuing review.

APPENDIX 1

PILOT PROPERTY REVIEW 

TERMS OF REFERENCE

1. Scope

The review will apply to all Council property excluding Council houses and “direct service property” (e.g. schools, libraries, leisure centres, etc.) but including administration buildings, investment properties and service support accommodation.

2. Aims and Objectives


(a) the matching of property with user needs;

(b) reducing property costs;

(c) improving service delivery;

(d) maximising the return from commercial property portfolio;

(e) establishing user/provider arrangements and property holding accounts.


3. Review

To consider the purpose and need for holding property.


4. Research


(a) pursue Best Value Pilot Authorities for indicators/process adopted;

(b) research other sources of “indicators/benchmarks;”

(c) establish the cost of holding property (CIPFA/Audit Commission/Federation of Property Societies/RICS).


5. Performance Measurement

To establish or adopt suitable performance standards or outputs for property including measures of effective service delivery permitting:


(a) cost, performance and improvement to be measured;

(b) inter-authority cost and performance comparison.


6. Develop Linkages


(a) the community to establish end users’ “needs;”

(b) building occupiers to establish operational “needs;”

(c) private sector (advisor role);

(d) corporate initiatives (Regeneration Strategy/SRB packages/Budget Strategy);

(e) other agencies (University/College/Greater Manchester Police).


7. Partnership for Delivery (The Implementation Plan)


(a) availability of funds (public/private sources);

(b) identify the partnerships required (e.g. Community Trust/JV arrangements/PFI).


8. Working Practices


(a) Property management arrangements;

(b) Changes in arrangements for service delivery;

(c) Changes driven by other specific initiatives (e.g. call handling).


9. Exposure to Competition


(a) providing effective/efficient property management;

(b) facilities management;

(c) need to market test City Council’s property management services.

APPENDIX 2

HOT PROPERTY RECOMMENDATIONS

‘What needs to be done.’

1.
Enhance awareness of property as a strategic resource that needs to be actively 
managed at both corporate and service levels.  Provide appropriate and timely 
information to elected members to aid decision-making.

2.
Clearly identify responsibility for strategic asset management.

3.
Develop a council-wide property strategy/asset management plan (AMP) setting out the sufficiency, suitability and cost of existing assets, needs for the future and how these will be achieved.

4.
Put in place information gathering and monitoring processes to support the AMP.

5.
Review assets and challenge whether they need to be retained.  Dispose of assets that do not support core service objectives or fail to make an adequate return on investment.

6.
The use of property resources should be considered in every (relevant) best value service review.

7.
Investigate innovative methods of service delivery, maximising the use of information and communications technology to improve accessibility and drive down property costs.

8.
Pursue opportunities to share property with other local agencies, balancing cost, quality and user demands.

9.
Set measurable targets for non-operational property, on the basis of internal and external comparisons.

10.
Review office accommodation across the council and set departmental targets for reduction, to be achieved through the adoption of hot desking or other innovative practices.

11.
Establish sensible incentives to ensure that departments use property in the wider corporate interest.

12.
Within developed financial management structures, align budgets for property with managerial responsibilities wherever possible.

13.
Subject property services to best value review, challenging the current structure and testing competitiveness against other suppliers.  Consider locating all service under a single director.

14.
Adopt a stronger customer focus for property services, matching provision of frontline service delivery needs.

APPENDIX 3

The way forward

Salford has recognised the weaknesses in its approach to asset management and is currently undertaking a three-phase Best Value review of property.  Action proposed following the first phase Best Value review of office accommodation should help to address some of the key issues identified in this study.

The main mechanisms for addressing many of the issues highlighted in this review should be the Council’s Asset Management Plan.  Although at the time of our audit there had only been limited progress, work is underway to develop the Councils approach to AMP.  There is extensive guidance from the DETR available to assist in this and the Council can draw upon the lessons learnt from the preparation of the Education service’s AMP.

As a cross-cutting issue, it is vital that property management is firmly embedded in the Best Value review methodology, so that it is picked up at both an individual service and corproate level.  Many of the questions raised by this review can be integrated into the Council’s own Best Value Reviews.  A Best Value diagnostic which the Council may wish to consider is attached as Appendix 1.

Our key recommendations are set out below:

KEY RECOMMENDATIONS

R1
Develop an overall asset management strategy that links assets to the Council’s corporate objectives.


R3
Calculate the cost of maintaining the existing asset base, consider the level of property holdings required for future services and the funding needed to sustain it.

R4
Draw up timetables and plans for the delivery of AMPs in line with the DETR requirements.

R6
Establish Cabinet level responsibility for asset management issues.

R13
Ensure the Best Value reviews of property rigorously assess the competitiveness of 
the property services provided by the Council.

R17
The work of the Energy Audit Section should support the AMP process and the 
corporate energy policy should be integrated into the AMP.

R18
The Council should seek to raise its ratio of planned to reactive maintenance works, with the longer term objective of matching good practice.

R22
Ensure that clear objectives and rationale are developed for all non-operational asset holdings, reflecting the corporate objectives of the Council.

http://comcapps01.salford.gov.uk/WebDB30/docs/FOLDER/SDM/CMS/ESCR/ESC19020109B.DOC

