LSP Projects 2011

Joint Assets Project Brief 

Rationale

Each partner organisation currently owns, manages and operates a number of property assets. While there has been some successful co-location (for example, between the police and Council at Northolt Leisure Centre), and examples of community management of assets where this is appropriate, considering how we use the totality of our property assets as partners in the borough, and looking for ways to rationalise this, will lead to cash savings, facilitate closer working together and more efficient delivery of services to geographical communities, as well as increased customer satisfaction from being able to access public services in one place. 

Objectives

The objectives of this project will be to:

Develop a joint asset strategy agreed by all key partners working in Ealing, leading to more efficient future use of buildings, offices and facilities, which seeks to:

· Enable partners to agree a single vision for the future use of their assets and an action plan to achieve this.

· In the longer term, enable co-location of services to cut property running and maintenance costs and ensure maximum efficiency in use of assets, while providing a single point of contact for local people and making their contact with partners more efficient. 

· Explore options for co-location of public and community services with shops/businesses, for example cinemas, shops etc.

· Explore opportunities for joint asset management e.g. through shared facilities management contracts, and the scope for community ownership or management of assets

Deliverables in order to achieve these objectives will include:

· An audit of property assets currently owned, managed and run by all partners in Ealing, and the current methods for doing this.

· An assessment of current uses of all significant property assets in the borough and analysis of any cross-over, duplication or potential streamlining of these uses.

· Mapping of these assets, current usage, and accessibility to different communities.

· An assessment of potential options for future rationalisation and more efficient use of assets.

· A strategy summarising the principles for future use that all partners can agree to, and an action plan to enable us to achieve this.

· Changes to property use according to this strategy.

Measures of success

Performance measures for this work will be further developed and agreed, but will consist in monitoring achievement of key milestones and delivery of the major deliverables associated with this work. In the longer term measures to assess success in implementation will include levels of savings attained, successful delivery of fit for purpose assets, customer and resident satisfaction with services and facilities provided.

Anticipated Benefits

· A single, coherent approach to the use of assets in the longer term, leading to rationalisation of accommodation leading to capital and revenue savings from reduced running costs and maintenance, and receipts from sale of surplus buildings.

· Improved customer satisfaction from having more, or all services in one place, minimising customer journeys and time.

· Improved joined-up working between partners who can be co-located around functions (e.g. community safety) rather than organisations.

· Increased community engagement and empowerment where any community ownership or management is included

· Increased efficiency for staff through reduced journey times (to meetings etc), greater sharing of information and ideas across organisations. 

· Improved standard of accommodation, improving customer experience and staff morale.

· Locality-based services through “hub and spoke” model with frontline teams based in the areas they serve, enabling them to be more responsive to local needs and facilitating neighbourhood management arrangements in future. 

· Possible “economies of scale” leading to savings, from the procurement of larger-scale contracts for facilities management.

Examples of benefits seen elsewhere

More detailed case studies are provided in the appendix. The following are indicative of the kind of benefits a joint asset approach can deliver:

Kent

· Total Place pilot found that a joint asset approach could release £200-280m from the sale of surplus property (once associated costs have been taken into account), plus another £40m from the reduction of annual running costs.
· One of their example “quick wins” is the Tunbridge Wells ‘Gateway’, bringing together public services into one building. It is anticipated that this will deliver capital receipts of approximately £14million and ongoing revenue savings of £1.1 million, achieved through disposal of three central government properties (Land Registry, HMRC and Probation Service), and the bringing together of approximately nine local offices (used by TWBC, KCC and the PCT) into just one building, with associated savings in rental, utilities and space requirements of £800k and approximately £280k staffing costs.

Herefordshire

· The Council and PCT have developed a joint asset strategy, which has resulted in occupation of a shared Corporate HQ since 2008. The partnership estimates that £3.5m has been saved in the first 18 months of the partnership (both cashable and non-cashable).

· An integrated back office function (to replace the interim arrangement) is currently being procured at a cost of £17m, which anticipates a £1m saving year on year on current property costs. The business case does not include anticipated capital receipts from disposal of surplus buildings, however when these are realized the payback time for the new build will be significantly reduced.
Hammersmith and Fulham

· The £2 million library and “Workzone” was built and fitted at no cost to the taxpayer in “Westfield” shopping centre, as part of the planning agreement for development.

· Library usage has increased by 700%, and the “Workzone” is the result of a partnership between the Council, Jobcentre Plus, and Ealing, Hammersmith and West London College.

Lewisham
 are anticipating saving 10-15% of their asset management costs through a more strategic and joined up approach across partners.

A property review across the West Midlands
 identified the potential to save up to £640m across the region within 10 years, dependent on local authority take-up.

Opportunities in Ealing

The Council’s Property Strategy contains plans for the intensification of occupation at Perceval House as the Council’s main HQ, alongside the creation of 3 satellite service centres in Southall, Greenford and Acton to support the delivery of front-line services, at an expected cost of £8.71m. The Southall and Greenford centres will be new builds. Sites for these have already been identified and delivery is expected by Q3 2014. The Acton centre will be on the refurbished Town Hall site, and is expected to be completed by Q1 2014.

The Council property strategy includes a commitment to share facilities with other public sector organisations where possible, although previous plans to share locations with PCT have been dropped due to changes to Health (as announced in the Health White Paper). However, there is the opportunity to explore the concept of Joint Service Centres again with a wider range of partners, including with GPs themselves. Work and discussions on this would need to begin soon, before work commences on the detailed design and build of the proposed Council service centres.

As part of the development of the Property Strategy, assets owned by the Council and the PCT have been mapped onto a database. West London local authorities have recently submitted a bid to Capital Ambition for funding to map all public sector assets across West London, which if successful will provide opportunities for asset-sharing across local authority boundaries.

Public sector organisations also lease a number of buildings, and there may be opportunities to review occupation of buildings as leases come up for renewal, resulting in organisations moving into a building owned by a partner, or sharing the lease with another partner who is also in need of accommodation.

Work on a Joint Asset strategy would need to link in with the ongoing review of community centres and proposals for community asset transfers where appropriate, as there may be the opportunity for services to be delivered out of community centres. The review of the council’s library service may also provide opportunities to co-locate other public services alongside council services within library facilities. Further, there may be opportunities for voluntary organisations and/or social enterprises that are looking for premises to move into space in existing public sector buildings.

Opportunities for co-location with other services e.g. shops may be harder to find depending on the development opportunities arising in Ealing. However once property needs across the partnership are known suitable sites for co-location can be sought, which may include co-location with private sector businesses.

Alongside opportunities for co-location, there may also be opportunities to jointly procure facilities management contracts when these are due for renewal, and achieve economies of scale from a larger contract.

Project Delivery

Project group and resource required

As this is a complex project that requires commitment from each organisation, representatives on the project team will need to be of suitable seniority to ensure decisions are made and actions fully implemented. These people will need to have good links into the property and facilities management teams at their organisations. 

Key stakeholders who will need to be represented on the group are:

· Ealing Council – Director of Property and Regeneration (and other key representative from facilities management, property services)

· Police – local representative (e.g. Ian Jenkins) and/or representative from the Met’s Property Department if possible

· PCT (with future representation from GP consortia?) – Sue Hardy

· Voluntary sector – Andy Roper / John Blackmore?

In addition to these key stakeholders, regular reporting to the DMG will identify where input from other partners (e.g. housing associations) would be useful. It would also be valuable to engage with a representative from the private sector to help identify where there may be opportunities to share space / assets with local businesses.

Project management support will be provided from the Council’s Policy team in the initial scoping, set up and research stages of the work.

It will be possible to resource the project management of this work on an ongoing basis from within the policy team, but it is suggested that resource for ongoing project management and implementation is discussed further and the most appropriate resource allocated from any partner organisation taking into account the specific skills required for this work.

It is anticipated that managing this work will take up approximately two days a week of a single officers’ time, or less according to the numbers of staff allocated to manage this work. 

More detail around resource requirements are indicated in the outline project plan below, but are likely to include input from facilities management experts, and support from those with skills in critical analysis and strategic thinking, negotiation and relationship building, facilitation and project management. At key points in the project, legal and financial expertise and support will be required.

Governance

It is proposed that a project steering group is established to oversee the overall direction of this project. It is anticipated that the project steering group will need to meet approximately monthly.

Project management will be supported through the Council’s Policy team and led by a nominated project manager from across partners in the longer term.

The project steering group will report to the DMG, who will hold projects accountable for their delivery and ensure that the overarching programme of LSP projects is delivered successfully. Regular reports will be provided to LSP Executive to ensure that progress meets the requirements of all major partner organisations.

Costs

The bulk of the initial costs will be for the officer resource for the mapping of assets and drafting of key principles. However, there will be costs attached to any capital development, either from a new build or from adapting an existing building. As an example, Herefordshire have budgeted for a cost of £17 million to develop an office to accommodate around 1500 back office staff. This initial cost is expected to be offset by savings of £1 million per year, plus any receipts from the sale of the old buildings.

The Kent Total Place report estimated that the gross costs from the rationalisation of the property portfolio across Kent would be in the region of £500million; when receipts from disposal of assets and improved working practices are taken into account the result is a net capital receipt of around £200-280 million. The size of Kent makes this figure particularly large; however the “deep dive” exercise they undertook in Swale may be more representative for Ealing. This identified that the costs of the exercise would be £43 million, with a net capital receipt of £17 million. Further discussion with the project manager in Kent indicates that the partnership have not been able to fully calculate the cost of developing a joint asset approach beyond the estimates already done as part of the Total Place exercise. The partnership has the ongoing cost of employing one full-time project manager; full business cases are developed on a locality by locality basis.

Given that costs of asset development are high, but that receipts are dependant on the type and location of surplus properties and increased efficiency, a more detailed analysis of the costs and expected benefits will be drawn up after the initial mapping exercise has been completed.

Stakeholders

A full stakeholder engagement and communications plan will be developed outlining who we need to involve, why, when and how. It will be important for stakeholder communications to identify the benefits of the approach being taken, especially where there are short-term costs and inconvenience (for staff and residents).

However, key stakeholders, beyond those identified as members of the steering group, will be:

· Elected representatives – notably the Leader of the Council, portfolio holder for Finance and Performance, and other Cabinet members.
· Local residents and service users – once specific proposals have been developed, community consultation and engagement will be important to shape future strategies and goals.

· Local businesses.
Milestones and timescales

The overall timescales associated with the overarching ambitions of this project are long-term, especially if joint assets need to be bought and/or built. 

However, there are a number of steps that need to be undertaken in the short term, which may enable the partnership to achieve some “quick wins”, for example through interim arrangements to share properties. In particular, this may identify opportunities for voluntary sector organisations to co-locate with other public services. 

It is envisaged that there will be a number of discrete project phases, each with their own milestones and outputs. The table below gives an outline of project activities, key outcomes, resources and associated timescales:

	
	Activity
	Resource
	Duration
	Expected completion date

	Phase 1: Understanding current property holdings and use
	Outcome: Location of property and use mapped for all public sector partners, alongside key private sector sites / opportunities.

	
	Each partner organisation provides details of:

· current property;

· leasehold / freehold;

· type of usage;

· occupation levels;

to be mapped on to “Evolution” programme.
	All, led by Council (Property and Regeneration dept)
	2-3 months
	March 2011

	
	Assessment of expected future accommodation needs
	All
	1 month
	March 2011

	
	Liaise with business community to identify opportunities (and appetite) for co-location with private sector.
	LSP business representative
	2 –3 months
	March 2011

	
	Information mapped and analysed
	Council
	1 month
	April 2011

	Phase 2: Developing business case and future direction
	Outcome: Approach to joint assets / co-location agreed

	
	Agree set of principles underpinning property sharing, including:

· how the approach will be organised (e.g. area-based)

· how rental will be recharged (e.g. whether any caps will be applied to rent charged to partner organisations)

· which services are most appropriate / not appropriate for co-location
	Drafted by officer for amendment and agreement by project group
	1 month
	May 2011

	
	Outcome: Cost / benefit analysis completed

	
	Identify value of properties 
	Finance / Property leads
	2 months
	June 2011

	
	Prepare outline business cases based on principles agreed above.
	Finance / property leads
	2 months
	August 2011

	Phase 3: Initial or interim arrangements for property sharing
	Outcome: Some partners sharing property

	
	Properties where leases due for renewal highlighted and service needs discussed to establish whether property sharing appropriate to take forward.
	Initial matching done by officer then taken forward by individual partners as appropriate (in accordance with agreed principles)
	3 - 6 months
	July – October 2011

	
	Properties with capacity identified and matched with organisations needing space (e.g. voluntary sector organisations)
	Initial matching done by officer then taken forward by individual partners as appropriate (in accordance with principles agreed)
	3 – 6 months 
	July – October 2011

	Phase 4: Long-term strategy agreed and mainstreamed
	Outcome: Joint asset strategy in place

	
	Assess lessons learned from “early adopters”
	Representatives from project group
	1 month
	November 2011

	
	Draft strategy 
	Officer in consultation with project group
	2 months
	January 2012

	
	Agree strategy and future milestones
	All
	
	February / March 2012


A separate (but linked) piece of work should be done during phase 1, identifying current Facilities Management contracts and whether there are any opportunities to procure joint contracts when existing contracts come up for renewal. This will also link into related work considering wider service management and provision contracts as part of ongoing value for money considerations.

Dependencies and related projects

This work will need to take account of the ongoing work around related developments in property, such as the Council’s Property Strategy as mentioned above. The work will also be conducted alongside the other LSP projects and link closely to work around shared data and information (ensuring that considerations are made around how we collect information regarding our property use and management across partners, and making use of joint information), and ensuring that work to identify potential efficiencies in how we deliver services to families and communities in greatest need takes into account the opportunities for delivering services on a partnership basis in shared assets.

Detailed dependencies across projects will be mapped out in more detail in full project plans for these pieces of work.

Risks and mitigation

	Risk
	Mitigation

	Partners are unwilling / unable to commit to co-location
	Explore potential barriers and solutions at the start of the project as part of the needs assessment stage

	Partners unwilling / unable to make capital investment into properties (for renovation / refurbishment)
	Ensure business cases demonstrate clear savings, including “invest to save”. Explore options for financing through loans?

	ICT infrastructure not capable of supporting shared systems or mobile working
	Delivery of Council ICT strategy will go some way to mitigating this although also depends on partnership ICT infrastructure.

	Resistance from staff to changing way of working (mobile working, hot desking) and to sharing space with other organizations
	Change management and communication programme – staff affected kept up to date and involved through user group, 2-way communication, open days, “meet the neighbours” events etc.


This will be developed into a full risk register in accordance with project management good practice.

Equality considerations

Any changes to how properties are used or where services are located will need to take into account the impact on different groups of people. 

For example, moving services in one location to another may make it more difficult for people from a particular community to access them. Enabling one group to run or manage an asset will also require consideration of fair selection of a particular provider and a clear and robust argument for doing so.

Other considerations include:

· Ensuring that buildings are accessible to people with disabilities, for example putting in step-free access for wheelchair users and hearing aid loop systems for those who are hearing-impaired;

· Including spaces for worship / prayer within buildings (for both staff and public use);

· Locating services that are used more by one group (e.g. women) sensitively.

A full Equality Impact Assessment will be carried out during the initial months of this work and reviewed throughout the project.

Appendix A: Joint Asset Strategy: Case studies

Kent

Kent looked at Asset Management as part of their Total Place Pilot. Their report found that the book value of the public sector estate across Kent was estimated as £370bn, with annual running costs of £25bn.

Kent has developed an integrated Kent-wide “horizontal” approach to procurement and management of assets across the public sector. To do this it has:

· A Strategic Board which meets monthly to oversee development of asset management strategy for Kent;

· Professional working group established to inform Board and focus on operational delivery of strategic aims

· Created comprehensive map of total public sector estate across Kent (both centrally and locally owned)

· Gathered data on ownership and capital / revenue costs of public sector estate

· Progressed establishment of common standards for management and usage of assets.

Part of the Total Place work also identified “quick wins”. This includes a project in Tunbridge Wells project – a proposal to synergise a range of public and voluntary sector agencies around a town centre ‘Gateway’ to improve the coherence and efficiency of customer service along ‘tell us once principles’ and to bring together back office functions in a public sector ‘hub’. It is anticipated that this will deliver capital receipts of approximately £14million and ongoing revenue savings of £1.1 million, achieved through disposal of three central government properties (Land Registry, HMRC and Probation Service), and the bringing together of approximately nine local offices (used by TWBC, KCC and the PCT) into just one building (with associated savings in rental, utilities and space requirements of £800k and approximately £280k staffing costs.)

In addition to the financial savings, work with partners to date has also suggested that there is an appetite not merely to co-locate staff but to integrate staff from according to function/service rather than organization; for example, the Police being co-located with the Licensing, CCTV, Community Safety and Civil Enforcement functions of Tunbridge Wells Borough Council and the PCT being co-located with colleagues from Adult Social Services.

Overall, Kent believe that a joint asset approach could release significant sums of money from the sale of surplus property – in the region of £200-280m once associated costs have been taken into account, plus another £40m from the reduction of annual running costs.
Cambridgeshire – Sackville House, Cambourne

This was a collaborative project between the county council and South Cambridgeshire PCT to deliver a new combined health centre, library and trading standards facility to serve the new settlement of Cambourne. The centre is centrally located in the High Street at the heart of the new settlement thereby providing key public services locally so as to help anchor the growing community and establish a sense of place. Funding for the building came from a combination of developer contributions and county capital receipts from the disposal of surplus assets. 

The Council owns the building, and lease space to the medical practice. This has provided the council with a strong revenue stream and an investment asset.

As well as providing modern, high-quality facilities for the public, additional benefits include:

· Increased popularity and use of library facilties; 

· Shared reception space, meeting rooms and staff accommodation for public sector bodies, facilitating increased joint working.

· Flexibility of the building, achieved through the use of roller shutters that enable the library and medical centre to be opened independently of each other and of reception.

· Better use of space e.g. trading standards originally moved in with a 7 desks to 10 staff member ratio and have now moved to a 5.5 desks to 10 staff member ratio.

Herefordshire

Herefordshire Council and NHS Herefordshire have developed a joint property strategy, which sees all property as a shared corporate asset. The partnership is developing a “hub and spoke” model, with a single shared administrative centre with a network of locality-based offices.

Interim property arrangements have been in place since 2008, with the Directors and core support functions from both organizations being co-located into the Corporate HQ. Each organization pays a percentage share of the building running costs based on the number of workstations occupied – there is a bit of give and take with this as some staff members are jointly employed. The partnership estimates that £3.5m has been saved in the first 18 months of the partnership (both cashable and non-cashable).

An integrated back office function (to replace the interim arrangement) is currently being procured, and £17m has been allocated for this. It is proposed to move 1500 staff into this building, with a desk: staff ratio of 6:10. The business case anticipates a £1m saving year on year. The business case does not include anticipated capital receipts from disposal of surplus buildings, however when these are realized the payback time for the new build will be significantly reduced. Further, there will be a significant impact on reducing both organisations’ carbon emissions, as many of the old buildings have low energy performance ratings. Reducing carbon emissions will in turn reduce the cost of purchasing carbon allowances under the Carbon Reduction Commitment scheme.

Work with the RIEP has helped identify “localities” based on a variety of factors such as school catchment areas and GP surgeries. It is anticipated that localities will mostly be based around market towns.

The partnership has been helped by the long history of a relationship between the council and PCT – there has been a joing Chief Executive in place for a few years. The Council do not anticipate the changes to the PCT having an impact on the joint asset strategy, as all properties owned by the PCT will transfer to the Acute Hospital Trust. 

Outside of the partnership with the NHS, there is a monthly meeting of the Public Sector Property Forum, made up of the Council, NHS, Police, Fire and Rescue, Voluntary sector, HM Revenue and Customs, Jobcentre Plus and Ministry of Justice. This group is looking for opportunities for co-location both as “quick wins” and longer term.

Lessons to learn:

· Flexible working needs to go hand in hand with property rationalisation – and IT is needed to support this

· Culture change is key – different organisations have different cultures and work differently with others e.g. the PCT’s relationship with the VCS is quite different to the Council’s.

Salford

Salford libraries and Salford PCT have built three new Gateway centres that provide: 
· drop in service for housing and council tax benefit and advice and information on other council services 

· adult, children's and young people libraries 

· free PC use and internet access 

· GP surgeries 

· dental surgeries 

· specialist teaching, learning and research facilities 

· community paediatricians and midwives, mental health services and other core health and social care services.

Patient and customer usage is increasing on a monthly basis with over 14,000 users visiting the Pendleton Gateway centre in March 2009 and over 18,000 in April 2009. Over 90% of users say they are very satisfied with the facility and over 85% of service users find the new centre useful.
In addition to the Gateway centres, building work has also started on the new Higher Broughton Community Hub, due for completion in summer 2011. The Hub is intended to be a one stop shop for the local community, bringing together existing and new facilities including:

· Youth services 

· Community library 

· Higher Broughton Children's Centre, incorporating a nursery (to be re-housed from its existing premises) 

· Advice and information on Salford City Council and partner services 

· Rooms for use by the community 

· Trampolining centre 

· All-weather sports pitches 

· Senior and junior football pitches 

· Neighbourhood Management team offices 

· Greater Manchester Police 

Hammersmith and Fulham

£2 million library and “Workzone” was built and fitted in the Westfield Shopping Centre, at no cost to the taxpayer as it was built by the Westfield developer – a new library was on of the key community gains as part of the Section 106 planning agreement for the new Shopping Centre.

The new library is popular with local residents:

· 700% increase in membership since it opened; 

· 50% increase in visits to the library;

· 45% increase in book loans.

The Workzone area of the library is a partnership between Ealing, Hammersmith & West London College, Job Centre Plus and the Council. It provides a dedicated recruitment and retention service for retailers on the Westfield site and for other employers, helping them to fill their jobs locally. Individuals benefit from a range of services from financial help with childcare costs to help with job interview techniques.
Lewisham

Lewisham are establishing a joint asset management board to take a coordinated approach to the £65m public sector running costs locally and the £1.9bn value of public sector assets locally. Their plan is to introduce more co-location wherever possible, rationalisation of estate assets, and joint procurement of facilities and energy management, to cut costs wherever possible. All public agencies have agreed to develop an area-wide asset plan. Lewisham are anticipating saving 10-15% of their asset management costs through a more strategic and joined up approach across partners.

This will build on existing examples of public sector co-location which has developed on an ad-hoc basis, including:

· Downham Health and Leisure Centre: a purpose built facility developed and delivered through a partnership between Lewisham Council and NHS Lewisham, hosting state of the art health care facilities, including GP surgeries and dental practices. In addition it also offers leisure facilities, including a library and community hall and functions as a point of contact between residents and the Council for services such as paying council tax. 

· The Ladywell Unit: University Hospital London (UHL) and South London and Maudsley Mental Health Trust (SLaM) have co-operated to construct a purpose built unit at the hospital to provide mental health care services. 

· Kaleidoscope: a purpose built building incorporating a wide range of joint service provision for children and young people from NHS Lewisham, Council and SLaM.
Newham

Newham’s flagship new building has attracted the interest of a well-known international brand. Swatch opted to base their UK Headquarters in a wing of Newham’s new central office building, which Newham will be leasing to them. This provides the basis for widening the scope of co-location outside of the public service delivery sector.
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