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Background & Context

‘Asset management is a key part of business planning which connects, at a strategic level, decisions about an organisation’s business needs, the deployment of its assets and its future investment needs.’

Effective strategic asset management, as identified within the Property Asset Management Strategy (PAMS), is a corporate support function which, if used comprehensively, can underpin the key change programmes directly feeding into the Council’s strategic framework. One key focus area of strategic asset management is the continuous review of the estate, involving efforts around optimisation, disposal, acquisition and general upkeep. To date, Calderdale has approached these areas in a tactical and disparate way, often in response to a specific need and/or directive. It is now time to comprehensively approach this area of work, raising its profile corporately and presenting key linkages to existing work across and external to the authority.
This paper identifies the rationale and proposed method of a refreshed comprehensive approach to optimising and enhancing the corporate estate, to be known as the Asset Review Programme.
Over the past decade, due to the comprehensive spending review and resultant pressure on budgets, the optimisation of the public estate has become more and more prominent as a key driver for delivering efficiencies within local authorities and across the public sector. There are well-established methodologies and examples of best practice for approaching this area of work. This proposal uses such to design a comprehensive approach for Calderdale. 

Purpose – Why is it required?

As noted, to date the authority has approached key areas of strategic asset management tactically, which can compromise the identification and delivery of wider efficiencies. The purpose of this refreshed and strategic approach is to analyse the work done to date and to form not only a medium / long term strategy, but to also address the short / medium term gains, with a view of using these as a basis to support and fund the overall delivery of the programme.
In the 2015 Council budget public consultation exercise 79.2% of the responses received agreed that they would support the Council using fewer buildings to run services meaning that some services would be delivered from the same building. 

Delivering change through the optimisation and enhancement of property has been proven to deliver much needed short term efficiencies. However, with a longer term view the required outcomes need to be refreshed, the estate needs to be fit for purpose, flexible and sustainable for future use. The strategic approach needs to be adaptive and have the ability to react as new initiatives and transformation of services are brought forward. 
Scope

Predominantly based and focused on asset management, there may be instances where resultant property proposals can directly influence service delivery forming a catalyst for greater change and efficiency. The scope of this work involves all council owned land and property and generally excludes schools unless an appropriate justification can be given to include such. In addition, supporting the wider regional ambition, cross-sector partners will be engaged and this work will feed directly into initiatives such as the Cabinet Office’s One Public Estate Programme.
Existing programmes and projects are to be either absorbed into or highlighted as key dependencies of this wider over-arching programme and are identified as follows:
· Town Centre Office Strategy (TCOS)
· Depots, Storage and Works Assets Review (DSWAR)

· Driving Neighbourhood Working (DNW)

· Core Estate

· Land Review

· Commercialisation of Assets

· Service Reviews/Transformation (support of);

	· Children’s Centres
	· Libraries

	· Customer First
	· Social Care

	· Driving Neighbourhood Working
	· Public Health


Key Objectives

The programme has the following key objectives:
A. Fully understand the Council’s estate “Asset Review”

i. To verify the core data for each asset

ii. To categorise each asset in preparation for appraisal
B. Provide options for the Council’s estate “Appraisals”

i. To score the performance of each asset, and to fully understand service delivery and locality requirements – including initial local engagement to enhance knowledge
ii. To provide key themes for delivery and to build a robust financial model

C. Robust recommendations “Consultation” 
i. To gain buy-in across services and localities through focused and comprehensive consultation – council-wide, budgeting and focused public consultation
ii. To form an overarching paper, presenting all recommendations comprehensively ready for programme approval
D. Formation of projects to achieve outcomes “Delivery”

i. To provide business cases and further consult on recommendations in preparation for delivery using appropriate programme governance
ii. To appropriately deliver the projects as a prioritised programme, defining the procurement method(s) and delivery vehicle(s) for achieving the outcomes
Programme Approach
The programme is split into the following components as illustrated within Appendix 1:

1.0 Propose

2.0 Develop

3.0 Initial Feasibility
4.0 Approve

5.0 Full Feasibility
6.0 Deliver

Some activity is already well under way as business as usual (BAU) Asset Management and Facilities Management activity. The proposal is to systematically pull together BAU activity into the above components and assemble these into a programmed approach against the timeline as illustrated within Appendix 2. 
The following sections provide further detail for each component, highlighting core activity and outputs. Appendix 3 provides this information within a single dashboard control sheet for easy reference.
1.0 Propose

Asset Review
Using the knowledge and data stored for the Council’s assets, it is fundamental that the core data is available and appropriately verified in order for informed options to be developed. Geographical Information System (GIS) mapping will be used with key property data in order to spatially review and analyse the estate.

All property will be categorised and those properties within scope will be clearly identified. A standardised approach to the evaluation of property is to be used in order to ensure consistency. A broad overall property rating will be used for highlighting opportunities spatially via GIS mapping. An example property dashboard template is attached within Appendix 4.
Outputs:

· Core Data Verification
· Review Data

· GIS Mapping

Initial Collaboration

At an early stage, services and key stakeholders will be engaged. This will assist in collating additional perspectives to inform the options produced. It is also proposed to engage with ward members and locally via appropriate forums on the proposed approach.
Outputs:

· Informing key stakeholders of the approach
· CAFM score

· Service score

2.0 Develop

Options Appraisals
The appraisal process brings together the data and GIS mapping, complementary work and initial collaboration to form well-grounded options and recommendations per property. This work involves both quantitative and qualitative forms of analysis. It appraises all assets, forms initial options and provides a recommendation per property. Recommendations are to be grouped into the following themes based around their use and opportunity:
· Depots

· Property used for operational maintenance and works

· Stores and archives

· Hub and spoke – borough wide 

· Locality Hubs
· Property used for the provision of council front line and back office services
· Community facilities such as bowls pavilions and community centres
· Area based

· Commercialisation

· Property used to provide the council with an income
· Borough wide

· Surplus

· Property no longer used or required for the council’s core business need
· Could include options for community asset transfer, lease, sale, demolition

· Borough wide
Outputs:

· Options & Recommendations
· Programme Scope / Themes

Further Collaboration

Once recommendations are grouped into themes and the programme scope is defined, further collaboration will take place with services and targeted local groups to enhance options for delivery.
Outputs:

· Understanding of specific service / user requirements including service reviews and potential future requirements

· Draft communication strategy and plan for the programme to demonstrate appropriate levels of communication have taken place
3.0 Initial Feasibility
Outline Feasibility
Outline feasibility work will be used to assess viability and confirm scope of works and financing requirements across the initial options.
Outputs:

· Qualification of recommendations through further design and costing work and appropriate surveys
Financial Appraisal

Further to the outline feasibility a financial model will be constructed to cover the programme as a whole.
Outputs:

· Comprehensive funding model programmed over a set time period which covers all revenue and capital components of recommended options including resourcing
4.0 Approve

Strategy & Governance
Appropriate documentation, processes and governance will be put in place to take options forward to delivery.
Outputs:

· Agreed decision making and approval route(s)

· Process management

· Programme Sponsor / responsibility
Consultation / Information
Final consultation will take place with services and information will be provided to key stakeholders. This will be used to further complement the programme report.
Outputs:

· Further reinforcement of recommendations

· Alternative perspectives

· Informing/confirming next steps
Programme Report
An overarching business case considering all recommendations and the financial model. Seeking Cabinet approval ready for further planning and delivery.
Outputs:

· Comprehensive report covering full approach, strategic endorsement and viability ready for approval

· Cabinet report (Targeting July 2017 Cabinet)
5.0 Full Feasibility
Full Feasibilities
Further feasibility work to develop the agreed options at full business case level. Packaging up projects into manageable portions and preparing for delivery.
Outputs:

· Appropriate division of projects

· Further design and costing to firm up actuals

· Resourcing requirement for delivery

· Financial model update
Full Business Cases

Robust business cases for agreed options, appropriately packaged together for efficient delivery and supported by the overall financial model.
Outputs:

· Business cases linking full feasibility with overarching programme and financial model
6.0 Deliver

Delivery Mode(s)
Appropriate assessment of delivery models against developed business cases.
Outputs:

· Internal project management (FM/Corporate Projects)

· External project management (delivery partner?)
Project Delivery

Physical delivery of proposals through selected models.
Outputs:

· Administration – procurement etc…

· Construction

· Disposals
Governance

It is proposed that the Asset Management Board (AMB) is used to oversee and direct the overall programme: steering, developing and shaping the programme. It is also anticipated that the Asset Management Group (AMG) will be used to maintain communication across directorates and services providing overall consistency. As the approach develops it is expected that work streams accountable to the AMB but with their own dedicated governance will be required.
Reporting

Comprehensive reporting will take place for the following areas;

· finance & resources

· risks, issues and dependencies

· communication

· equality

· timeline

· change log

A monthly highlight dashboard will be produced to summarise progress in these key areas.
Finance

As noted on the control sheet within Appendix 3, a full financial appraisal will be undertaken. Currently it is estimated that the programme will have a significant capital borrowing requirement, It is anticipated that revenue savings as a result of the programme will be used to build a robust funding model.
Resources

Adequate resourcing of the programme is key to its success. The control sheet within Appendix 3 identifies the anticipated resourcing requirement for each component of the proposed approach. This is a mixture of internal council resource and external consultancy. It is assumed that appropriate internal resource will be made available across services, while funding will be required for the initial external consultancy requirement. This will require more work to be firmed up and specified to enable a robust budget figure to be understood ready to be appropriately procured.

Change Requests

As the options are developed and recommendations progressed, any change of scope will need to follow a formal change request process to be signed off at board level. This ensures consistency in decision making and steer and a clear audit trail. The change log will clearly capture the basis of any change requests and resultant impact to the overall outputs of the programme.
Key Risks
The following have been identified as the key risks for taking this approach forward:
· Governance

· Buy-in and leadership from an executive level

· Programmed approach

· Finance

· Robust financial modelling

· Anticipation that projected revenue savings can be used to fund capital borrowing

· Resource & Capacity

· Sufficient internal capacity made available from existing resource bases using a matrix management approach

· Capacity for delivery to be appropriately designed
· Corporate buy-in

· High-level buy-in across council services – supported by CLT
· Delivery

· The delivery mode(s) and procurement of such is not yet defined
Approvals Timetable

The following timetable indicates the anticipated key dates for consultation and approval linking to the indicative programme timeline within Appendix 2. A Cabinet paper will be required in order to gain high-level endorsement for the overall approach and processes involved. It is anticipated that property solutions will be built into packages of work as part of an overall programme which will be monitored and approved through an appropriate governance structure. The programme will have an overarching business case and financial model to ensure that the work continues to be strategically led and not aggregated into tactical projects.
	Activity
	Date

	Initial Service & Locality Consultation
	August - October 2016

	Further Consultation
	December 2016 – February 2017

	Overarching Report Development
	January – March 2017

	Consultation / Information
	January 2017 – May 2017

	Cabinet (Target Date)
	July 2017


Recommendations
In order to initiate and progress with the programme it is recommended that:

a) the proposed approach is endorsed;
b) that a full SWOT analysis is undertaken and a Project Initiation Document (PID) is produced;
c) that agreement is made to engage across relevant services to enable sufficient internal resourcing to be made available e.g. CAFM – Finance – Legal
d) that initial collaboration is taken forward, sharing the programme approach with ward members and locally through appropriate forums (Ward Forums / Town Boards). 
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Appendix 2 – Outline Programme Timeline
[image: image2.png]‘Wed 01/06/16-

r Today 3rd Quarter st Quarter 3rd Quarter st Quarter 3rd Quarter |
Start [ Finish
won07/12/15 Fis/031
Task Name. start 2017 2018 Tzo1
< B 2016 [Walf2,2016_|Walf 17017 |Falf2,2007 _[ralf L2018 2,205 [nal
AT ToIn oty A D AT ToIn o Ts TF Tl ATM A T \A\s\o\n\b\] TeTmAln
~ Asset Review Programme Mon 07/12/15
1.0 Propose Mon 07/12/15
Asset review Mon 07/12/15 | Fri26/08/16 190 days 84%
Initial Collaboration Mon 01/08/16 |Fri 21/10/16 12wks |25% [ ——]
2.0 Develop Mon10/10/16 [Fri13/01/17  70days 0% o
& Options Appraisals Mon10/10/16 [Fri16/12/16 S0days 0% =
Hebden Bridge Mon 10/10/16 [Fri21/10/16 2wks 0%
Todmorden Mon 17/10/16 |Fri 28/10/16 2wks. 0% o
Elland Mon 24/10/16 |Fri 04/11/16 2wks. 0%
Sowerby Bridge Mon31/10/16 [Fri1l/11/16 2wk 0%
Brighouse Mon 07/11/16 [Fri18/11/16  |2wks 0%
Halifax N&E Mon 14/11/16 |Fri 25/11/16 2wks. 0%
Halifax TC Mon 21/11/16 |Fri 02/12/16 2wks. 0%
Depots Mon 28/11/16 |Frios/12/16  [2wks 0%
‘Commercialisation Mon 28/11/16 |Fri 09/12/16 2wks. 0%
Surplus Mon 28/11/16 [Fri09/12/16 2wks 0%
Review of Past DNW & DSWAR work |Mon 12/12/16 |Fri 16/12/16 1wk 0% I
Further Collaboration Mon 19/12/16 |Fri 13/01/17 4 wks 0% [~}
= 3.0Initial Feasibility Mon 05/12/16 Fri27/01/17  40days 0%
Outline Feasibility Mon 05/12/16 Fri27/01/17  swks 0%
Financial Appraisal Mon 05/12/16 Fri27/01/17  swks 0%
4.0 Approve Fi20/07/16  Mon05/03/18 416days 0%
5.0 Full Feasibility Mon 10/07/17 Fri31/08/18  300days 0% e
6.0 Deliver Mon 07/08/17 Fri15/03/19  420days 0%





Appendix 3 – Programme Control Sheet
[image: image3.png]TS oy e x ouputs [— J— rogre

T
O, Fumer Comaramon e oca | 10 amance. jurements Includig sendce reviews . + AS Srategy Team - mesing Dects -ty o
= S poenta tare requramans =g
Outne sty wor o e v + Qucen freoTmenios o L gl o 1o S
I e T e J— .
30 it =
e
U — J— .
Jre———
o s s (S BT 2 JU .
et
aspprove o om [RR S wmemiem 2 s e o
—— e
L Programme Repon Gevsioped Up 10 Qutine business Case leve, SraRgc endosemen ad VGRS . Possiie peer revew . ST - o
P = S,
S S
S e
L oy o i e | b L
et Rt b et
s i L
o, e
s o B B B ey s com g iy« iy T e
R T T S T S
e e
. PR Canomme sew wrm we -
oony S ST e ey * ST
cose - AT
[y T p— Dt
F e S — s ;e . -
: e





Appendix 4 – Example Property Dashboard Template
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