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The following audit brief was agreed by Members of this Committee at their meeting on 1st April 2004:-

“The Local Government Act 2003 introduced new powers for Local Authorities. The Executive and Corporate Resources Overview and Scrutiny Committee have considered a report on the Local Government Act 2003 – report FS44/03 and LDS71/03 refers.  A presentation was also given to Council in February 2004. In particular there are new powers relating to trading and charging for services provided.  As a result of its good CPA score, the Authority is now empowered to act under these new provisions. 

The implications of the new powers to trade and charge need to be assessed fully and it is recommended that an Audit study into this area could prove to be beneficial.

In effect, this study would assist the Authority in deciding how best to make use of its new powers.  The method of study – which would initially concentrate on the powers to charge – would be by determining:

1 which services are currently provided free but for which a charge could be raised; 

2 which services are currently charged for but where an increased charge would be possible and 

3 
which services are not currently provided but which could be so provided and a charge raised.

This report advises Members of the outcome of the first stage of this study.

Discussions have been held with all Heads of Business Units to determine which services fall into each of the charging categories mentioned above. 

Using the information gathered at this stage of the study, it is envisaged that further more detailed discussions will be undertaken in the second stage, to explore the possibility of new and/or increased charges for particular services. 

It is also intended that information will be sought from other local authorities in order to determine the extent and levels of charges for particular services, especially where such charges are not currently made in this Authority. 


Recommendations:

Members are asked to:

· Consider the contents and findings of this interim report;

· Consider the service areas highlighted within this report, where further study into charging should be undertaken.

Contact Officers:
Ian Beckett, Audit Services Manager

Gill Martin, Senior Auditor

Ext: 7292
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1. Why was this review carried out?
1.1. The review has been undertaken as part of the agreed Audit Plan for 2004-2005, under the time allocation for VFM/Performance Review.

1.2. The Audit Brief agreed by Members of Corporate Resources O&S Committee at their meeting on 1st April 2004 was as follows:

The Local Government Act 2003 introduced new powers for Local Authorities. The Executive and Corporate Resources Overview and Scrutiny Committee have considered a report on the Local Government Act 2003 – report FS44/03 and LDS71/03 refers.  A presentation was also given to Council in February 2004. In particular there are new powers relating to trading and charging for services provided.  As a result of its good CPA score, the Authority is now empowered to act under these new provisions. 

The implications of the new powers to trade and charge need to be assessed fully and it is recommended that an Audit study into this area could prove to be beneficial.


In effect, this study would assist the Authority in deciding how best to make use of its new powers.  The method of study – which would initially concentrate on the powers to charge – would be by determining: 

· which services are currently provided free but for which a charge could be raised; 

· which services are currently charged for but where an increased charge would be possible and 

· which services are not currently provided but which could be so provided and a charge raised.

It is proposed that the first stage of the review would be to carry out a “pilot study” by selecting a number of such services, and determining the scope for increased provision/charging.

The question of trading would be considered at a later stage, as this is a more complex area.

1.3. It was also agreed that the review would include consideration of subsidies, which are given to certain classes of users of those services for which charges are raised.

2. Background Information 
2.1. The new trading provisions in the Local Government Act 2003 are intended as a clarification of law and also as a key mechanism to free up local authorities to engage in trading activities for the benefit of their communities.

2.2. Power to Charge
2.2.1. Whilst local authorities were often clear that they had the power to provide a discretionary service, there was often uncertainty as to whether they could charge for it.   The power to charge clarified this uncertainty when the provisions came into force on 18 November 2003.   The charging power is available to all local authorities in England and Wales regardless of their performance.   

2.2.2. The new charging power is designed to encourage authorities to enhance their existing services and develop new ones – it is thought that the power to charge  is sufficiently broad and flexible to allow authorities  to carry out a wide range of activities  based upon the recovery of direct and indirect costs and allows for charges to be applied in imaginative ways.

2.2.3. Charging powers only apply to discretionary services which the Authority has the power to provide – no charge can be made for services which the Authority is legally required to provide.   New discretionary services can be provided, but well-being power (under section 2 of the Local Government Act 2000) must be applied – this is where a case needs to be made to show how the proposed activities are likely to promote the economic, social or environmental well-being of the area.  

2.2.4. There are several existing provisions which may over-ride the charging power provided in the 2003 Act – these include separate powers to charge for services and where there is an express prohibition from charging.

2.2.5. Under the 2003 Act, the power to charge imposes a duty to secure that, taking one financial year with another, the income from charges does not exceed the cost of provision. It is stressed, therefore, that the power permits local authorities to levy a charge in order to recover their costs, not to provide an additional source of income into the Authority.

2.2.6. Within the framework provided, it is understood that local authorities will have the flexibility to set charges as they think fit – this includes concessionary rates to certain groups of people. 

2.3. Power to Trade
2.3.1. The power to trade links in with the freedoms and flexibilities awarded to certain performing authorities - it is only available to authorities falling within the CPA assessment categories of excellent, good and fair.   The power to trade is a complex area and one which has a much greater degree of risk attached as it involves companies to be created, assets acquired, staff recruited etc in order to compete for business and operate in a commercial manner.   

2.4. When considering introducing a new activity, the decision to exercise the power to charge or to trade depends on the aim of the proposed activity.   The charging power will be appropriate where the main aim is to extend or improve what is currently being provided or to introduce new activities to improve the level of services available in the area and to make best use of Authority resources.   Whilst the Authority can charge for the new activity, the level of charge can not exceed the cost of providing the activity.  The power to trade will be appropriate where the main aim in introducing a new activity is to generate income.

2.5. It is expected that the charging power will be exercised much more than the power to trade, since the majority of activities for which local authorities are likely to use these new powers will be non commercial in nature.   It is also considered that exercising the power to charge is less complex and, depending on the activity, has a much lesser degree of risk attached.

3. Scope of the Audit and Audit Approach
3.1. Discussions have been held with all Business Units in order to determine which services fall into each of the charging categories mentioned in the audit brief.   Using the information gathered at this stage, further more detailed discussions will be undertaken to explore the possibility of new or increased charges in particular service areas.

3.2. It is also intended that information will be sought from other authorities in order to determine levels of charges for particular services, especially where such charges are not currently made in this Authority. 

3.3. Overall Conclusion of the Audit Review and Recommendations
3.4. A comprehensive overview of discretionary services already provided or which could be provided by the Authority has been undertaken.   This exercise has highlighted a number of areas for which a further review into charging would be applicable.  These areas have been categorised and summarised in the table below.

Category of Service Area Charging 
Possible Service Areas for a Charging Review



Services which are already provided at no cost to the user.   These are service areas which could be examined in more detail, to ascertain whether charges could be imposed under the power to trade provision and if so, at what level.
· Shopmobility (see 10.2)

· Refuse – Special Collections (where certain collections are free of charge) (see 8.3.3

· Residents/Visitor/Business Permit Parking Schemes (see 8.5).

· Generic Training Courses (see 2.5)

· IT Support (see 3.1)

· CCTV (see 8.6)

· Sale of the Business Directory (see 11.3.2)

Professional services which we provide in-house which could be developed and offered to external organisations, groups etc.


· Accountancy and Internal Audit (see section 4)

· Personnel (recruitment / administration)(see 2.1)

· Payroll (payroll and associated services) (see 2.6)

· Building Control (see 10.5)

· Services offered by Strategic and Performance Services (Market Research, Managing Performance, Communications etc – see section 6 for full list)

· Highways and Lighting  (see 8.4) 

Consultancy / Professional Advice Services
· Health and Safety Management (see 2.2)

· Personnel (employment advice) (see 2.1)

· Payroll (employment advice) (see 2.6)

Support Services 
· IT Support to external organisations (see 3.1)

Services which are charged for but the cost of providing the service is heavily subsidised.   The cost of the service could be increased to reduce subsidy.
· Refuse - Special Collections (where different rates of charges are applied for certain collections)  (see 8.3.2.)

· Hire of the City Centre (see 11.1.3)

· Sports Courses and the hire of Sports Pitches (see 12.7 – 12.8).

Services which are provided which although already offered externally, service take up could be developed.
· Grounds Maintenance - tree surgery, general grounds maintenance of commercial properties, sponsorship of flower beds, sale of (surplus) plants (see 8.2)

· Highways and Lighting – private works and general maintenance (see 8.4)

· Drainage (8.7)

· Building Work / Maintenance (see 8.8.)

· Garage (see 8.10)

· Park Patrol and Playground Maintenance (see 12.3)

Complete new areas of service delivery / charging which the Authority might develop.
· Waste Management – Clean up of outside areas after events at commercial establishments (see 8.3.1.) 

· Landscaping (see 8.2)

· Management of the City Centre – support service (see 8.11.1)

· Street Name Plates Sponsorships (see 8.11.2)

· Car Park Sponsorship (8.11.3)

· Litter Bin Sponsorship (8.11.4)

Other Areas
· Brampton Business Centre – various services which could be developed and charging policies reviewed (see 11.4)

· Enterprise Centre – specifically looking at service charges (see 11.5)

· Enforcement of the Late Payment of Commercial Debts Act 1998 (see 5.2)

3.5. Various ideas and concerns were raised by the Heads of Business Units, which are wholly applicable to this review, particularly where the decision could be to extend current in-house services to outside bodies.   

3.6. Risk identification and management is a key factor which would need to be considered in all areas outlined in the study.  This would include factors such as the financial cost and the call on existing resources compared to the economic and social benefits of providing a new service.   These would have to be carefully balanced – a cost benefit analysis would have to be completed for all new areas of work.

3.7. Many services could be extended and offered externally, which would meet a need and benefit the local community.   However, the impact on existing resources, the cost of setting up and providing the service and the charges imposed (which would be based on the full cost of providing the service including a portion of overheads), compared to the benefits achieved, may not be that attractive to either the Authority or the customer.

3.8. With uncertainties over the continued existence the Authority under regional government, it is questionable whether efforts should be placed into identifying and charging for new services which may no longer be applicable once regional government is in place.

3.9. It was commented that all services provided by the Authority could be presented as a menu of services whereby outside groups, organisations etc could select their required services.   If this approach was to be taken, then it is likely that consultancy advice and support would be required.

3.10. Finally, the issue of debt management and recovery procedures was raised.  It was questioned whether existing procedures and systems are good enough to cope with extra debts created through the power to trade.  Alternative methods of collecting charges should be examined to reduce costs and aid cash flow e.g. prepayment of services.

3.11. Recommendation

Members are asked to consider the contents and findings of this report,  consider the service areas shown in the table above and determine where further study into charging should be undertaken.

1. Legal and Democratic Services

1.1. Charges for copies of the electoral register are set by Statute and it is considered that there is no room for raising these charges.

1.2. A charging policy set by Council and reviewed annually applies for Civic Suite hires. Concessionary rates (reduced rates or free usage) apply for certain organisations.   There is no real scope for increasing charges in this area.

1.3. For Land Charges, a statutory search fee is applied.  The Authority has discretion, however, to charge for other enquiries e.g. drains, rights of way etc.  These charges are reviewed annually and they generate a significant profit which more than covers the cost of the service.  It is therefore considered that there is no further scope for increasing charges in this area. 

1.4. Legal fees are charged, by agreement, to tenants of the industrial estates who wish to amend/assign leases.

1.5. Conclusion 

1.5.1. There is no real scope for increasing charges within this business unit.

2. Member Support and Employee Services
2.1. Personnel Services 

2.1.1. The Personnel section concentrates on three core areas of work – recruitment, personnel administration and professional employment advice.   Deliberation over whether there was any scope to offer this package of services to other organisations for a charge concluded that whilst not an implausible development, whether it would work with existing systems and staff resources is questionable.

2.2. Health and Safety Management
2.2.1. Whilst it is not inconceivable that professional advice on health and safety matters could be extended and offered on a consultancy type basis to other organisations, considering the limited resources the Authority has for this area and the work that is being undertaken in house to establish our own health and safety systems and procedures, it is not considered a practical or appropriate area of development.

2.3. Overview and Scrutiny Management
2.3.1. This is a professional advice service which is geared to serve Members of this Authority. For various political and practical reasons, this function was not considered an area where services could be extended to other authorities.   

2.4. Member Support
2.4.1. This is a developing function and one which is tailored to suit the needs of Members in this Authority.   It was not considered an area where services could be extended to other authorities.   

2.5. Corporate and Member Training 

2.5.1. There are some aspects of the corporate training programme which are geared to meet the objectives of the Authority (e.g. MDP, EEP).  As this is specific training which focuses on Authority values, it would not be feasible to invite other organisations to buy places on these courses. 

2.5.2. Member training is personalised and would not therefore be suitable to sell on.

2.5.3. Places on generic training courses organised in-house (health and safety, data protection, manual handling, basic IT skills) could, however, be sold to other organisations to recoup some of the costs of presenting the course.  This approach has already been undertaken in the past and may be an area for future development, although scope is limited to specific training courses, organised at the Authority’s convenience and priority would have to be given to our own staff and Members.   Parish Councils and Community Centre staff have received training of this nature in the past without charge – perhaps this is an area where services provided should now be charged for.

2.6. Payroll and Associated Services 

2.6.1. The Pay and Member Services section has the expertise, knowledge basis and professionalism to carry out payroll and associated services (year-end admin, expense reimbursements etc) on behalf of other organisations – these services are already provided to Community Centres which are no longer under Authority control.   However, whether the section has the resources and facilities to properly support such an extension in service would need to be determined. 

2.7. Conclusion 
2.7.1. Apart from attendance on generic training courses where procedures are already established and surplus capacity could be easily sold on, there are no services that could easily be extended and charged for.   It was considered that a personnel / payroll package would be the most obvious service, although with existing commitments and restraints on staffing levels and IT resources, the capacity to take on additional work is extremely limited.  

3. Customer and Information Services

3.1. IT Support Offered Externally
3.1.1.  IT Services are provided to Carlisle Leisure Ltd for which a charge, at cost, is made.   IT support is also provided to Community Centres, Parish Clerks, New Deal, ECCP and Irthing Centre for which no charges are applied.  

3.1.2. It is not inconceivable that IT support could be provided to other groups and organisation outside the Council’s direct control for which a charge could be applied.   These arrangements are already in place for a few groups and organisations as noted above, although the charging policy may need to be examined and applied.

3.2. Print Room 

3.2.1. The print room undertakes and charges for copies of plans and for some external printing work.  This print work is all charged at cost.    There is scope to increase the workload of the print room and undertake printing work for Charities, CVS etc.   The Unit is also looking to expand internal printing for business units rather than using external printers.

3.2.2. The function of the Print Room is currently being reviewed within the Unit and as a result better internal use and the generation of other external works may be developed. 

3.3. Conclusion 
3.3.1. Charging for external IT support and the print room are both considered to be possible areas for further review to determine whether it would be viable to expand on these services. 

4. Financial Services

4.1. The Financial Service Business Unit is responsible for the proper administration of the City Council’s financial affairs and the management of the financial information systems.   The core functions of the Unit are Accountancy, Strategic Finance, Treasury and Insurance and Internal Audit. 

4.2. Financial Services is considered to be an area where service delivery could be extended and offered to outside bodies and/or delivered in unity across a range of public sector bodies.   At Carlisle City, however, the pressures on existing resources – staff, finance, IT – is so great that it is neither practical nor possible to consider such an extension in services as there is no surplus capacity on which to trade.   To offer financial services, even to small groups who are arms length to 

the Authority (Parish Councils, Community Centres etc), would require more resources in the Unit.  If this matter was progressed, this additional work would have to be guaranteed and the full costs recovered. These services would have to be charged for at a commercial rate (not subsidies offered), which may or may not be competitive with other private financial organisations. 

4.3. Finance related joint working opportunities are raised at Chief Finance Office Group meetings and whilst various services have been considered for a partnership approach, no firm opportunities have been forthcoming.   

4.4. Conclusion – the market in terms of joint working with neighbouring authorities has already been tested but to date no firm opportunities have been idenitfied.  With constraints on existing resources within the Unit, there is considered to be little to no scope for extending and charging for financial services at this time.

5. Revenues and Benefit Services

5.1. The vast majority of services provides by this Business Unit are statutory.   The only service which might fall under discretionary charging would be sundry debtors.   At present, miscellaneous income is collected through the central debtors system – this system is soon to be upgraded as part of the Radius Financials package.   Whether it would be feasible to develop this service and undertake debtor administration and recovery work on behalf of other bodies is questionable, as this may expose the Council to reputational risk. 

5.2. The Late Payment of Commercial Debts Act 1998 has been gradually phased in.   Since August 2002 all businesses and the public sector have been able to claim interest from all businesses and the public sector on debts incurred under contracts entered into after 7 August 2002.  This allows for overdue amounts owed by debtors to incur interest at a standard rate.  The Authority has not, to date, exercised its right to charge interest on overdue commercial debts – this may be an area for review, particular for the future, if more contracts are to be entered into by the Authority as a result of extended trading and charging regimes.

5.3. The Authority currently charges interest under Section 69 of County Court Act 1984 for all cases of non-payment where a County Court summons has been issued.   Using the sanction for all cases in arrears may lead to disputes on whether payment is late or in the bank/postal system.   Also the amounts raised, due to low interest rates, may not cover the additional administration required.   However, it might be a good recovery tool for large debtors who invariably pay late (although it is likely that this would lead to these organisations introducing the same interest rate provisions on debts the Authority owes them).
5.4. Conclusion 
5.4.1. The ability to charge is limited within this business unit – any scope to charge lies in the Sundry Debtors Section.  The examples provided above are based on introducing new services.   Progression down this route would need to be fully investigated to determine whether it would be feasible and indeed financially viable.

6. Strategic and Performance Services

6.1. The strategic nature of this Unit and the functions which it carries out focus on co-ordinating communications and on driving improvements across the organisation.   At present, no income is generated through the Unit other than small amounts thorough internal recharges for marketing work.   Discussions with the head of service outlined possible areas, which could possibly be developed in the future and offered to other organisations – most probably other local authorities, charities, trusts etc.

6.2. Communications - This section ensures that all communication throughout the Authority is effective, consistent and reflects Authority values.   This role could be developed to provide public relation work / support for other organisations in return for a management fee.   This might include handling press releases, production of newsletters and brochures, building / advising on corporate image and web-site development/management.  

6.3. Policy Development  - Scope for taking on external work in this area was not considered wholly appropriate as work is focused on driving improvements through Council values, strategies and objectives.   Undertaking policy work on behalf of other organisations in a consultancy type role may possibly create conflicts of interest and would therefore not be workable.

6.4. Managing Performance  - Many other public sector organisations have targets and performance indicators to monitor and report upon.   Having experience in business planning and performance monitoring already, this may be an area which the Unit could provide and offer support to other organisations for a fee.

6.5. Procurement, Project and Risk Management - With limited resources currently available in-house to support these functions, it is unlikely that these are areas which could be extended at present.   But, in time and with more support in place, project planning / co-ordination, procurement advice and risk management might be areas which could be provided through a consultancy type role. 

6.6. Market Research - The Unit has a strong internal market research function which currently focuses purely on the Authority’s research needs.   This function could be expanded to incorporate market research and consultation for other organisations – this could involve:

· Either specific market research carried out on behalf of outside bodies, or by incorporating their requirements with the Authority’s own research exercises.   

· Co-ordination of consultation exercises and analysis of findings on behalf of outside bodies - the Unit’s involvement may add a degree of independence to an external consultation exercises.

· Information gathered through market research exercises is retained on a central database.   There might be the possibility of selling some of this information on to third parties.  

All of the above examples, if pursued, would have to be strictly controlled. Certain restrictions and legal implications may apply depending on the level of information made available, particularly if living individuals are identified (data protection implications).  Consideration would also have to be given to how information was/is collected (i.e. whether interviewees were/are made aware at the time of collection that the data could be passed to another body, external to the Authority).   Third party involvement in internal market research exercises may have an adverse effect on the level and quality of information provided – this would have to be determined prior to undertaking any joint exercises or passing information on to other bodies.  

6.7. Conference Organising - The Unit has recently undertaken conference organising on behalf of the whole county as part of the ACE programme – this is perhaps an area for more formal development and delivery in the future.
6.8. Conclusion - The Unit may have the expertise and resources to extend current services and sell support and consultancy to other organisations, most probably in a similar role to Carlisle City.   Considering the policy role of the Unit, care would need to be exercised to ensure that conflicts of interest with third parties or placing the Authority in compromising situations did not arise as a result of undertaking external works.

7. Environmental Protection 
7.1. Environmental Protection Services provides the following services:-

· Pest control

· Food inspection/analysis

· Signing export certificates

· Housing and energy conservation

· Environmental education

· Recycling (reviewed under CTS)
· Licensing

· Hostels

· Refuse Collection (reviewed under CTS)

· Renovation Grants

· Bereavement Services

7.2. These areas were discussed in detail with the Head of Environmental Services.

7.3. The charges raised are reviewed annually by the Authority, and the view expressed by the Head of Environmental Services is that, in those areas where the Authority has the freedom to set the charges (e.g. Bereavement Services), there is little further scope for increased charges over and above those which already have been identified and reflected in the scheme of charges for the service.

7.4. The exception is in relation to charges raised for pest control, where the Authority offers concessionary rates to certain classes of customers e.g. OAPs and the disabled.

7.5. As an indication of the scale of concessions granted, information for the previous 2 months (April and May 2004) was obtained as follows:-

April:

OAP concessions – 69 for “insects” and 3 for “rodents”

Disabled Concessions – 17 for insects and 1 for rodents

May:


OAP concessions – 58 for “insects” and 10 for “rodents”

Disabled Concessions – 6 for insects and 2 for rodents

7.6. From information supplied. the average charge (net of VAT) for dealing with insects is £35 and for rodents is £47.

7.7. Based on the figures given above, the total concessions granted during these two months were:-

· For dealing with insects – 150 instances @ £35
= £5,250

· For dealing with rodents – 16 instances @£47
=    £752






TOTAL= £6,002
N.B. It was confirmed that April and May are not the busiest months for these activities – the level of concession clearly runs at several thousands of pounds/annum.

7.8. Conclusion – it is considered that this area of activity should be subject to a further charging review. 

8. Commercial and Technical Services

8.1. Discussions with the Head of Commercial and Technical Services provided detail into the current charging arrangements within the Unit and scope to extend services to other organisations.  

8.2. Grounds Maintenance 
8.2.1. The core work of this section is the internal contract with Parks and Countryside to maintain the City’s parks/flower beds and cemeteries.  – the section also undertakes grounds work for the Henry Lonsdale Trust and has the ground maintenance contract with CHA (valid until the end of 2004) for which there is a SLA in place. 

8.2.2. Discussions with the Head of Service noted other possible areas to introduce/develop:

Sale of plants/hanging baskets to the public – each year the Council has surplus plants which have been purchased for core Council contracts.

Tree surgery – already undertaken but limited.  There is no direct advertising (except vehicle signage).   This is considered to be an area which could be progressed as we have the equipment and expertise.   

Sponsors of flower beds – although this is already done, it would be a relatively easy area to develop further.

Landscaping – for commercial and private works, although this is a defined skill which may not be available in-house.  

General Grounds Maintenance Work for commercial premises – already doing this a bit but it is an area which could be develop.

8.2.3. Conclusion - Whilst there is possible scope to carry out other non-Council grounds maintenance work and indeed the section already undertakes some private works, it is stressed that the core council grounds maintenance contracts take priority.   Consideration must also be given to the types of additional work taken on which might conflict with seasonal high demands of work in the Grounds Maintenance section.   

8.3. Waste Management Services
8.3.1. Street Cleaning - There are limited opportunities to increase existing street cleaning services.   Whether it would be feasible to offer extended services (litter picking, pressure washing etc) of outside areas after events at commercial establishments (e.g. race-course, football stadiums etc) might be an area for consideration.

8.3.2. Refuse Collections - Carlisle provides one of the most cost effective refuse collection services in the country, costing under £20 per household each year. The service collects all household waste, including green waste from gardens, free of charge.   This is the core element of the Waste Management Services workload.   To help promote recycling, some authorities are known to restrict the weekly domestic waste collected from each household.    Additional waste is collected through a special system for an additional fee.  There are obvious problems which may arise if this approach was taken – increased fly tipping, diseases from rotten refuse uncollected etc.  To implement such a system would be a political decision and would be forwarded for consideration as a refuse/recycling initiative – it is not considered relevant to this charging study.

8.3.3. Special Collections - Bulky household waste such as three piece suites, fridges, freezers, carpets and beds are also collected free of charge from domestic properties but must be pre booked as a "Special Collection". This is mainly because such bulky items will not fit into the refuse vehicle and have to be separately collected.   

The service can also collect household fixtures such as bathroom or kitchen units, doors, fireplaces, garden fences etc, however there is a charge for this service which is based on the type of material to be collected and how long it will take.  Clinical waste from domestic properties is also collected free of charge.

Consideration may be given to charging for all special collections from domestic properties and/or limiting the number of collections from each household (e.g. explore the possibility of issuing vouchers for free special collections with Council Tax bills) – although other factors may occur as a result of imposing charging for this service, such as increased fly tipping.

8.3.4. Trade Waste - This service is already available to commercial premises at a commercial cost, which is reviewed annually.  The only development, if any, would be to increase advertising for this service.  

8.4. Highways and Lighting 
8.4.1. Professional consultancy work – advice to commercial businesses (and possibly private individuals) on highways infrastructure, drainage requirements, lighting – e.g. hospital driveways, lighting needs etc

8.4.2. Private works and general maintenance – installing /repairing driveways, commercial car parks.

8.5. Car Parking
8.5.1. There is thought to be no scope for extending service charges within the realms of car parking fees and contract parking permits as these charges are already reviewed annually.  

8.5.2. The Car Parking section have already extended their service and taken on parking enforcement for Eden District Council for which a management fee is paid.   Management of Marks and Spencers car park is also undertaken.  Parking enforcement services could be further extended to other commercial and public sector bodies such as the other neighbouring authorities, hospitals, county council establishments etc. 

8.5.3. Carlisle City does not charge for residents/ visitor parking or business permits although it known that some authorities do apply an admin charge for these services.   Additional visitor permits are also sold by some authorities, although, again Carlisle City has chosen not to charge.   Residents, visitor and business permit parking may be areas for a further charging review. 

8.6. CCTV
8.6.1. The Shop / Pub Watch schemes, co-ordinated by the Police, are dependent on CCTV.   Establishments in the schemes have radios which link into the CCTV Room.   A recent systems audit of CCTV raised the issue that these establishments do not contribute towards CCTV coverage.  This might be an area where service is currently provided free of charge, but for which a charge (contribution towards operating costs) could be made.

8.6.2. Internal CCTV management for commercial premises might be an area for service development – providing cameras are linked to the CCTV room, the Authority could provide CCTV management cover anywhere in the City. An obvious problem arising from extending service coverage is that the CCTV operatives may not be able to physically manage different commercial premises as well as busy city centre cameras.   It is therefore not considered a feasible extension in service.

8.7. Drainage
8.7.1. The core work is to assist in ensuring that the Land Drainage system is working effectively.  This often involves obtaining joint funding from landowners.  Scope exists to combine this statutory work with additional work for landowners to improve other aspects of drainage on their land.

8.8. Building Maintenance
8.8.1. Discussions noted that whilst not actively looking for work, when approached quotations are provided for building work for outside bodies – these are mainly for minor capital projects (e.g. Health Service – Keswick Hospital extension). 

8.8.2. A degree of building maintenance work is also undertaken for other bodies – programmed and reactive repair work under contract is already carried out for housing associations in the area and a maintenance contract is in place for County Council municipal buildings within the City Centre.

8.8.3. Disabled Adaptation Works are also carried out for commercial premises and private dwellings (disabled access grants thorough Planning Services).

8.9. Cleaning
8.9.1. No cleaning work is undertaken for any other bodies.  After discussion, it was concluded that this was not an area for further service development and charging as external competition is high and their costs are difficult to compete with.

8.10. Garage
8.10.1. The core work is to maintain and service the Authority’s fleet and plant – this is the priority workload.

8.10.2. In terms of existing external work, servicing, MOT testing and minor repair work are carried out, under contract, for Carlisle Housing Association in return for a set hourly fee.    The Garage also has a maintenance agreement with key leasing companies to carry out general maintenance of vehicles which the Authority has under lease.

8.10.3. Also, as a licensed garage, car servicing and MOT testing is offered to the general public, but these services are not advertised and general public usage is limited.   The scope of providing this service to the public is limited due to other priority work and the fact that many modern vehicles have sophisticated onboard computers and require specific mechanical skills and equipment to enable them to be properly serviced and maintained – the Garage has no need to invest in these skills and equipment for core Council work.

8.10.4. To extend and charge for existing services, it may be conceivable to undertake vehicle maintenance cover for other commercial businesses in the City which have small vehicle fleets – this would probably be on the same basis as CHA agreement (standard rate per hour plus materials/parts).   This may, however, require the need to invest in garage equipment and skills to enable mechanics to work on certain types of vehicles and this additional work would have to be guaranteed before investment was made.

8.11. Other Areas Raised by CTS
8.11.1. Management of City Centre - The Authority already has limited charges for hire of the City Centre – see 10.1.3.  A development of this could be to charge for the cost of building stands etc for commercial promotions e.g. car launches sponsored by local car dealerships. 

8.11.2. Street Name Plates Sponsorships – this is on a similar premise to the Grounds Maintenance sponsorship of flower beds and some authorities have already gone down this route.  If this idea was to be pursued the support of the highway Council (County Council) would be needed.

8.11.3. Car Park Sponsorship - Sponsors may be willing to sponsor individual car parks, particularly those with a high turnover.

8.11.4. Litter Bin Sponsorship - Litter bins could be provided by sponsors whose names would appear on the bins.

8.11.5. A logical development and one which is likely to cover all services offered by CTS, is the scope to take on external service contracts for neighbouring authorities who have out-sourced the whole of their DSO function.  Opportunities may arise in the next few years to pursue this area of service delivery.  

8.11.6. Finally, there is often spare capacity at different times of the year e.g. garden waste recycling is undertaken by fortnightly collections in summer, monthly in winter, therefore the collection vehicle is free to take on other work e.g. to undertake other refuse/recycling work but not sure what it could be used for (Xmas tree collections – but this is just like garden recycling).

8.12. Conclusion
8.12.1. CTS are not fully base budgeted by the Authority and are therefore required to source alternative funds via trading arrangements with external customers. The annual value of external work required to accommodate all overhead costs.
8.12.2. CTS has demonstrated various areas of discretionary services which could be extended and offered, for a fee, to outside organisations.    As shown in the examples provided above, the Unit has always, to some degree, offered their services to outside organisations and has been successful in attracting additional income through these means in the past.  Whilst these services could be formally built upon there are several factors for consideration - these are outlined below:     

8.12.3. Certain areas of external work (grounds maintenance, highways and building work) involve detailed specifications to be reviewed, jobs to be costed, estimates prepared and advice provided to prospective customers in order to win work.   This is an essential role but there are limited resources in place to carry out this support work. 

8.12.4. A guaranteed level of external work would have to be achieved before additional resources were employed – in which case work would need to be actively sought.   Additional staffing and financial resources would be needed in order to advertise services, approach prospective customers and promptly estimate jobs in order to sustain an acceptable level of external works.

8.12.5. Council work takes priority.   The use of sub contractors for external works would have to be considered.  There is also the issue of taking on external work which involves elements of work for which we do not have the skills or experience to complete in-house e.g. landscape designing – we may be able to carry out all manual work but may not have the experience or flair to design in house.

9. Property Services

9.1. Commercial Rents - The major source of income is from commercial rentals at the trading estates - approximately £3m per annum. These rents are raised at assessed market values- the aim is to maximise this income when the rental market is strong.

9.2. Other Income – approximately  £10k per annum arises from the charges raised to cover the Authority’s costs relating to land deals – e.g. on variations of leases or where the tenant wishes to change the user-clauses on the lease.   Where possible, recovery of costs is sought “as far as the market will bear”.   

9.3. Income is also raised through for the provision of space for masts on the roof of the Civic Centre.  Again, there are no predetermined amounts and the rentals are agreed by negotiation. 

9.4. Conclusion 
9.4.1. There is limited scope for further “charging” within Property Services.   Charges are not predetermined – rates tend to be negotiated on the basis of what the market will bear at the time, which allows for the best costs to be sought at that time.  

9.4.2. At some later date, it may be possible under the “trading” regime to provide work for third parties – estate surveying etc – e.g. for Eden, Lake District Planning Board, Hospital Trusts etc.   This could possibly involve some form of “management buy-out”.

10. Planning Services

10.1. Planning Services covers 4 key service areas, all of which are statutory, but they do have elements of discretionary services.   Possible areas for incorporation into this study include:

10.2. Shopmobility Scheme - This is a discretionary service for which no charge is levied.  Users of the scheme are asked to make contributions – this is well supported but is purely voluntary.   A recent systems audit of Shopmobility noted that some authorities charge an annual membership fee and/or usage fee for every hire made - this may be an area for further review.

10.3. Pre - Planning Advice - This is a service which the Authority already provides at no charge to the public.   It is acknowledged that a number of other authorities have already suggested this as a possible area to introduce a charge and it is understood that some larger metropolitan authorities already charge for this level of service.   It is questionable whether, for a small district authority, it would be feasible to charge for pre planning advice - there are considered to be several factors against introducing a charge of this nature:

· We already provide this service and it is arguable whether offering pre-planning advice at a cost would increase the workload of the section.   

· The Public may refuse to pay for the service, which may generate more work when handling / processing planning applications.

· It would be difficult (but not impossible) to know when to impose the charge and how to measure it – for general assistance and queries from members of the public, at what point would charging commence. 

· The Unit is in receipt of a Planning Delivery Grant which has been available since 2003/04 and lasts for 3 years. For the current year, the grant received was in excess of £250,000.   It is understood that the provision of the grant is based on Best Value Indicators and new BV204 which incorporates a checklist that includes pre-planning advice.  When this Grant finishes at the end of March 2006, it is understood that the ODPM is to review their statutory charging policy and it may be that fees are increased and could include a pre-planning element into the revised planning fees.    

10.4. Local Plans - Hard copies of Local Plans are sold to members of the public at a set fee but it is understood that under e-Government regimes, to make information more accessible, Plans are to be published on the Authority’s web-site.   Access and availability will be allowed free of charge unless pre-access credit cards payments are imposed.

10.5. Selling Services to Neighbouring Authorities - Qualified and experienced surveying staff are difficult to attract in Planning Services – fortunately the Building Control Section is fully staffed at present.   There are discussions as to whether Carlisle City Council can assist in providing some service to Copeland Borough Council in return for a management / service fee.

10.6. Conclusion - There is scope within Planning Services to introduce further charging – Shopmobility being an obvious area for consideration. 

11. Economic and Community Development Services

11.1. Tourism and City Centre Management
11.1.1. Ticket Sales – the Tourist Information Centre sell tickets for other organisations across the country using the “Ticketmaster” system.  There is some discretion on charging (commission) for smaller, local organisations such as local theatre groups, but there is a standard rate for larger/national organisations such as London theatres etc.   It is not considered that there is any scope for further increasing charges in this area.

11.1.2. Assembly Room - Charges are raised for the use of the Assembly Rooms at the Old Town Hall Visitor Centre.  These charges are reviewed on an annual basis.  Concessions, by way of discounted charges, are granted to registered charities, O.A.P. groups and other community groups.  It is not considered that there is any further scope for increasing charges, as this may make the use of the rooms too costly for small organisations.

11.1.3. City Centre Management - Charges are raised for users of the City Centre, examples include the Continental Market, children’s rides, bouncy castles etc.  This raises approximately £10,000 per annum.  There is no fixed rate for such charges – they are negotiated depending on what the market will bear at that time.  The Authority is currently awaiting a legal ruling to determine the actual ownership of the City Centre, as if it belongs to the Council, it would be possible to generate further income of approximately £100 to £200 per day for space for promotional trailers – the Armed Forces, Colleges etc.

11.1.4. Advertising - Hotels and bed and breakfast establishments are charged for advertising space in publications, which are produced to promote Carlisle.  The aim is to break even on the cost of publication, but in fact a small profit is achieved.  Attempts have been made to increase the charges for this advertising, but this has met very strong customer resistance and it is considered that there is therefore little scope for movement.

11.2. Community Support
11.2.1. Community Centres – these moved to charitable organisations a few years ago and as a result the Authority has an arms length relationship with the Centres.   The Authority does still provide grant aid and management support through directly employing staff to aid the Centres.   Centres could contribute to this management/admin support, but it is doubtful whether this would be supported, particularly by the smaller community centres.   Also, it is understood that a management agreement is in place with Centres, which refers to the level of management and admin support provided centrally to assist Centres.  This agreement would need to be changed if charging occurred.  Considering the funding and support arrangements already in place and considering the nature of the Unit and the role of Community Centres, this is not considered a relevant area for a further charging review to be undertaken. 

11.2.2. Talks, training etc are occasionally provided by Community Support staff to outside groups and organisations such as Community Centres, College, Voluntary Groups etc on topics such as organising events, risk assessment etc.  This type of training is adhoc and whilst is not considered to be a core role of the section, where possible requests are accommodated and a charge is made for the service.    The amount of work requested is not enough to justify seriously considering developing this role and taking on additional resources to support this type of service.     

11.2.3. Events – all the events organised are subsided by the City Council and for the majority of events organised, no charge is imposed. Charging at events is not considered an area for further review by this study, as each event is different.   The decision to charge for an event is a political one – it will depend on the nature of the event being organised, how much the event is costing to stage, the target audience and whether there are any partners involved.  The level of charge compared to the amount of subsidy available to support the event is another key factor.   

11.2.4. Play and Young People - Independent Youth Clubs have difficulty in providing support staff.   It was the intention to recruit a support officer to support and train these staff and this proposal was forwarded to the staffing forum for consideration, but was not supported at the time.   It is understood that these independent clubs were prepared to pay for this support service, although whether this appointment would be self-funding has not been determined.  This might be an area for future consideration if enough interest was generated for the post to be fully self-funded.    

Play schemes / out of school clubs (evenings and holidays) still operate and a charge is made.  Whilst these schemes are subsidised, care needs to be taken when placing a charge for these services as it is important to consider the circumstances of community groups which are being supported. 

11.3. Business Development
11.3.1. New Deal – considering the contractual arrangement already in place to provide this service, there is considered to be no scope for direct charging in this area. 

11.3.2. Business Directory – this publication is produced every 18 months, is free of charge and is intended to support local businesses and encourage local trading.   Carlisle City sponsors the directory but the development and production is passed to a publisher who sells the advertising space.  The Authority could commence charging for this directory – particularly to businesses outside the area, but it is questionable whether it would be worthwhile to pursue considering the amount involved (admin cost, invoice cost etc -– although requests could be paid for in advance).

11.4. Brampton Business Centre 

11.4.1. The Centre focuses on the regeneration of the local community and community benefits.   Attempts to attract external funding often fail, basically because the Centre is too small to be a serious contender.   Management has recognised that in order to attract funding, the Centre needs to be part of a much larger group, hence the move towards becoming involved with Cumbria Credits.   Cumbria Credits operates the ICT Learning Centres across the county. Discussions are In progressions regarding whether the Centre can work more closely with them, delivering training on their behalf and working together on bids for funding. 

11.4.2. IT Provision - The core of the Centre’s work is the Telecentre. The training franchise for Cumbria College is still in place but it is not sure how long this will last as it is an annual contract.   The Centre is withdrawing from Learndirect as the cost of delivering the service does not meet the cost of recruiting participants on courses.   Courses to the public e.g. web site development, sage accountancy, could be developed in-house, marketed and sold to the general public.   To progress down this route, the Centre requires advice and support on the cost / recovery issues.  The question of the level of overheads charged to the Centre could be examined, particularly in regards to implementing charges (e.g. for IT training courses), as the attempt to recover a proportion of overhead costs may render the Centre uncompetitive.

11.4.3. Office Servicing Fees – various admin/secretarial services are offered by the Centre.  A strict pricing policy applies, no concessions are allowed and there is no scope for negotiation.  It is considered that managerial freedoms are needed to allow for charges to be negotiated – allowing flexibility in pricing would particularly benefit the Centre when trying to secure larger jobs e.g. large amounts of photocopying, faxing etc.  

11.4.4. Conference Facilities – well-equipped conference facilities are available at the Centre. Hire prices are set, with some concessions applied for certain groups.  Again, managerial freedom to negotiate terms of hire and charges may benefit the Centre. 

11.4.5. Conclusion - Considering the nature of Brampton Business Centre and the pressures to increase income to support operating costs, this is a relevant area for a further charging study to be completed.

11.5. Enterprise Centre
11.5.1. Opportunities to charge for services at the Enterprise Centre are regularly examined – rents are the main source of income and these are reviewed by Property Services as part of the rolling programme of rent reviews.  One area, which may benefit from a further charging review, is the basis and appliance of service charges at the Centre.   Service charges are made for all units and are intended to cover the cost of the services provided in the unit (e.g. private telephone lines) and communal areas (communal refuse, lift, lighting etc).   

11.5.2. Conclusion - The basis of the service charge is considered a possible area for a further charging review. The extent to which these charges should seek to recover the operating costs of the Centre is an area for examination.  There is also the question as to whether the level of these charges should be linked to the size of the unit rather than the fixed amount at present.

12. Culture Leisure and Sport Services

12.1. With the transfer of the majority of chargeable sports facilities to Carlisle Leisure Ltd in September 2002, the scope of charging within the remainder of the Unit is limited.

12.2. East Cumbria Countryside Project (ECCP) - By its very nature, the ECCP is active in reviewing and implementing charges, where reasonable, for any services and facilities it offers.  It is doubtful whether any further scope for charging on existing services could be identified through a study into this area. 

12.3. Park Patrol and Playground Maintenance  - Systems and procedures are already in place to carry out effective and efficient park patrol and playground maintenance functions (inspections, risk assessments, general repairs etc).  Whether it would be viable to extend this service and offer it to other bodies (e.g. recreation associations) could be considered. 

12.4. Rents from External Events - Events organised by external bodies but which are held on Council land generate some revenue into the Authority (e.g. the Cumberland Show).  It was noted that whilst these rents are often charged on an historical basis and therefore the revenue generated may be fairly limited, these events are supported as the occurrence of these events and the attractions offered directly contribute to the aims and objectives of the Council.

12.5. Fishing Rights - A lease-based payment is received for the fishing rights of the Eden at Rickerby Park.  Again, the charge is historical and the market value of these rights is probably much higher than is currently being achieved.  However, the lease is with a local Angling Association, so whilst supporting a local sports club, the club also has an active presence (informal patrol) on this part of the river which helps ensure only those with authority to fish do so.  The intention is to review this arrangement and draw up a formal agreement between the Authority and the Angling Association regarding these fishing rights.

12.6. Talkin Tarn - Whilst this is still under negotiation, if Talkin Tarn is acquired by the City Council, there maybe the opportunity to implement / review charges made for certain activities and services.  Although it is not possible to determine charge and usage levels at such an early stage of negotiations possible areas may include car parking, educational usage and the tea rooms.   There may also be scope for introducing an annual membership for regular users.

12.7. Sports Courses - The Sports Development section organises many courses (instructional, coaching, health and safety, child protection etc) for which the cost is either fully or partly subsidised.   The section attracts external funding to support many of these courses.   Arising from the QUEST award which was achieved by the section earlier this year, a review of charges associated with sport courses is currently being undertaken by the section. 

12.8. Sports Pitches - Charges are already applied for the use of sports pitches, which are still under City Council control.   Concessions apply for sport pitch hires for junior activities – these discounts are quite substantial (between 60-70%) depending on the type of hire.  Clubs receive further discounts on hire. 

12.9. Tullie House
12.9.1. Even though some concessions apply for families, groups and educational purposes, it is the case that admission charges to Tullie House are high in comparison to other regional and national museums, most of which do not charge an admission fee. The issue of the future development of Tullie House is currently the subject of an extensive study being compiled by consultants of behalf of the City Council, which will be considered by Members in the Autumn.
12.9.2. Other income is generated through the commercial letting of the catering facilities, and the hire of premises for corporate events, small conferences, general meetings, exhibitions, weddings, private parties etc. This is an area where rates are negotiable (rather than fixed charges being applied) because Tullie House is in direct competition with the open market. Tullie House also charges consultants, publishers and other commercial enquirers for the reproduction of objects or images from the museums collections and for information from the Biological Records Database.
12.9.3. Loans - The issue of loaning items from collections to private collectors, commercial organisations etc has been briefly examined.   Whilst this might be an area which could be developed and charging for loans applied, there are other considerations which would have to be stringently addressed and controls applied before this area was progressed.   Conditions are often attached to collections (climatic conditions, registered status etc) – these conditions obviously restrict the pieces available to loan and to whom loans are made.   Other issues such as restrictions of usage, ownership, insurance implications also have an impact on providing a loan facility.   Loans to other museums are made.  There is an informal agreement that no charge is made for these loans, as complimentary loans are offered in return, although transport and security costs are met by the loan recipients.

12.9.4. The Tullie Card: at present the Tullie Card has no fixed life expectancy.   It is available to Carlisle residents only, at a charge designed to cover the administrative cost of providing the Card.   It meets the Authority's objective of providing free access to Tullie House to the residents of Carlisle.  Whether it would be feasible to amend the usage of Tullie Cards to raise income could be examined
12.10. Conclusion 
12.10.1. It is doubtful whether there is any scope for increased charging within Culture, Leisure and Sport Services.   Many of the charges imposed, particularly for sports and leisure activities are subsidised.   The hire of sports pitches and the costing applied to courses may be areas for further review.   It is noted, however, that that one of the prime objectives of the Council is to encourage community participation and promote healthy living and lifestyles, which is partly achieved through supporting sports development activities.   Care would have to be exercised to ensure that any increased / revised charging policy in this area did not have an adverse effect on the Unit’s work.

12.10.2. Charging for services and facilities within Tullie House is a study in itself – indeed external consultants have been commissioned to produce a development plan which looks at the future role and changes needed to sustain Tullie House.   This study is scheduled for completion and reporting in September 2004 and will, in part, look at income generating activities within the building.  It is suggested that no further review of charging policies within Tullie House should be pursued until the outcomes arising from the development plan study is known.
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