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INTRODUCTION

The City Council is carrying out a review of all its properties that are held for Economic Development purposes.  This means all of the industrial estates, the various workshop premises, the Enterprise Centre and City Centre commercial assets.   This covers all of the Council’s non-operational property.

The purpose of the review is to formulate clear policies for the future management of the Council’s portfolio of land and premises in order to:

· Improve the economic advantage of Carlisle for the future

· Retain, improve and make sustainable the income that is generated by the portfolio

The review will take until the end of 2005 to complete.  The Council will then draw up Business and Management Plans for the Council’s property service that will begin to guide decision making from April 2006 for the next 10 to 20 years.

The intention is to build on the long period of investment by the City Council since the 1950s that has resulted in an industrial property portfolio worth £40 million that currently brings in an annual income of £1.8 million.  If the City Centre assets are added the whole estate is valued at £65 million with a total annual income of £3.95 million.

The importance of the Council’s land holding in the local economy is illustrated by the fact that out of a local workforce of around 50,000, about 10,000 people are employed by businesses that are located on Council industrial estates or Council premises.  Employment linked to the City Centre properties has not been estimated but will add several thousand more.

The report that follows explains how this review will be managed and what it will do.

1.
WHAT THE REVIEW WILL INCLUDE
1.1
The Review will be conducted in three parts, comprising:

· A Portfolio Review

· A Geographical review

· A process to identify priorities for action

1.2
The Portfolio Review will include:

(i)
An evaluation of individual Council properties held for economic development purposes
 on a site by site basis to include:

(ii)
An assessment of the extent to which each property [including its current management policy and practice] is contributing to the Council’s financial and economic development objectives.

(iii)
An assessment of whether the delivery of objectives is dependent on the property remaining in Council ownership.

(iv)
An assessment of whether properties generate suitable levels of sustainable income based on target yields

(v)
An assessment of hidden value opportunities.

(vi)
Where appropriate, an evaluation of the case for investment or retention to achieve financial and/or economic development objectives.

1.3 The Geographical Review will include:

(i)
The identification of logical geographical areas within Carlisle and the key drivers of economic success in each area.

(ii)
An evaluation of the role of the Council’s land holdings in each area

(iii)
An assessment of changes or opportunities that could deliver economic or financial benefits

1.4 Priorities for Action

(i)
This part of the review will categorise the Council’s estate into:

· Properties for retention that require no immediate investment

· Properties for retention that currently meet financial return requirements, but require and justify future investment to be sustainable

· Properties for retention that currently meet financial return requirements, but where the income is not sustainable in the long term and investment is not cost effective (i.e. for eventual disposal)

· Properties for retention that do not meet financial return requirements but deliver other Council objectives

· Properties for retention that do not meet financial return requirements but offer other economic development opportunities or geographical opportunities

· Properties for disposal – where there is no justified reason for continued retention

(ii)
This section will also shortlist investment opportunities /projects for consideration by the Council  for eventual inclusion the Business Plan.  This will include

· Up to three priorities for immediate investment

· Up to three priorities for the delivery of Economic Development opportunities including possible acquisitions

1.5
For the avoidance of doubt the review will not include operational property such as the Civic Centre or the Old Town Hall.  The review group will include corporate and [exceptionally] operational property if it is satisfied that there are strong reasons for doing so on economic development grounds.  A review of all remaining property is intended in due course.

2.
DESIRED OUTCOMES FROM THE PROCESS 

2.1
The Review is intended to deliver the following;

· Clear and consistent policies for the various elements of the Council’s property portfolio.

· A transparent strategy for maintaining and sustaining the Council’s property related income for the future.

· Economic Development benefits and a framework for investment

2.2
Business Plan and Management Plans for the Council’s economic development property will be prepared following the review.  These will include:


Management Plan:
(i)
A perspective for the Council’s property over the next 10-15 years including a concise description of what the Council wants to achieve through its economic development property holdings and the links with the Council’s strategic policies.

(ii)
Performance measures for the Council’s economic development holdings

(iii)
A set of policy statements that describe how the Council will secure the future vitality and value of the City Council’s economic development assets.

(iv)
For all those categories of economic development assets identified in the review, written management policies that reflect the future needs of the Council and its tenants.

(v)
Clarification of the Council’s management policies to ensure consistency and alignment with planning policies.

Business Plan

(i)
An indication of the resources allocated to each of the categories of property identified in 1.4[i].

(ii)
An assessment of investment need and delivery plan for agreed programme of projects

(iii)
Disposal programme for relevant properties.

(iv)
Partnership opportunities and external funding sources to achieve investment and /or economic development objectives.

(v)
An assessment of the overall financial implications of the review for the Council.

(vi)
Longer term investment framework

3.
MANAGEMENT OF THE REVIEW

3.1
Membership and Terms of Reference of the Management Group

The group will be known as the Asset Management Group

3.1.1
The Group will consist of the:

· Head of Property Services [lead officer]

· Head of Commercial and Technical Services

· Head of Planning Services represented by the Local Plans and Conservation Manager

· Head of Economic and Community Development represented by the Economic Development Manager 

· Head of Financial Services or nominee

· Head of Legal and Democratic Services or nominee

The core review team will be the Head of Property Services and members of the Property Services Business Unit working with the Economic Development Manager.  It is intended that the Asset Management Group will support the review by ensuring that staff resources in addition to the core review team are made available when required.  The Group will meet at key points in the review [usually in advance of key milestone dates] to progress the review in line with the terms of reference set out in paragraph 3.1.2 below.

The Economic and Community Development Unit will lead on the liaison arrangements with business tenants.

3.1.2
The Terms of Reference of the Group shall be:
(i)
To lead the systematic review of all land and property held by the City Council for Economic Development purposes.

(ii)
To be responsible for the overall co-ordination of the work, including liaison with stakeholders and external agencies 

(iii)
To prepare briefs and commission consultants where appropriate.

(iv)
To identify special projects such as the Carlisle Economic Renewal Action Plan and to align the work of the Review to support these.

(v)
To manage and allocate the budget for the review

(vi)
To recommend performance measures

(vii)
To manage the reporting of the review through the Council’s corporate and political processes.
(viii)
To include other land holdings within the review if in the view of the group there are economic development benefits in doing so
(ix)
To take a long term and strategic view of the role of property and where appropriate to explore novel and innovative methods to achieve desired outcomes for the Council, including models of best practice from public and private sectors
3.2
Consultation Proposals
3.2.1
The group will arrange to engage with stakeholders on the progress of the review.  These will include:

· The Cumbria office of the RDA

· Occupiers on the Council’s industrial estates

· Local Commercial property agents

· Kingmoor Park Properties Ltd

· Cumbria CC

· Cumbria Inward Investment Agency

· Cumbria Chamber of Commerce

· Lanes and Market Hall Partners

3.2.2 Consultation will occur at two levels.  First there is the need to let stakeholder organisations know that the review is taking place, how it is being carried out and what it is expected to achieve.  This will be done by circulating the scoping report [or a summary of it] and by a meeting of selected representatives from the organisations listed above.  Contact with these bodies during the process of the review will be discussed at that meeting

3.2.3 The engagement with businesses will take place in different ways depending on the circumstances.  A Business Liaison group already exists for Kingstown/Parkhouse/Kingmoor. Interest in the creation of a similar group is being canvassed for Rosehill/Durranhill in connection with the Carlisle Economic Renewal Action Plan. 

3.2.4 Capacity to sustain additional liaison groups will be limited and for other properties other means of consultation will have to be explored, depending on the provisional findings at each stage of the review.  Timing will be important and it will be essential to consult on real projects and real proposals.

3.3 Reporting Arrangements

The review will be managed as a project of the Corporate Resources Overview and Scrutiny Committee.   The Committee will steer the review through stages i – iii below, after which it make recommendations based on draft Management and Business Plans to the Executive.  

As the review progresses it will also be routinely included on the agenda of the Development Advisory Group. 

4.
TIMETABLE FOR THE REVIEW

4.1
Stages of the Review
The Review will have five stages:

(i)
Jan – April 2004

(ii)
April  2004 – April 2005

(iii)
May – September 2005

(iv)
September 2005 – April 2006

(v)
April 2006 onwards - implementation

Phase (i) [Jan –April 2004]

This will comprise preparation work, including agreement on the various elements in the scoping report, designing and agreeing the methodology for the review and agreeing the consultation and reporting processes.  This period will also include beginning basic data gathering including initial estimates of the liabilities [in terms of essential repairs needed to infrastructure and fabric to enable the Council to meet its obligations as landlord or to make a property fit for purpose]

Phase (ii) [April 2004 – April 2005]

This will cover the conduct of the review itself on a property by property basis

Phase (iii) [April 2005 – September 2005]

Preparation of a draft Management and Business plans

Evaluation of the financial and legal implications of the review as a whole

Phase (iv) [Sept 2005 –April 2006]


Consideration of Budget implications

Council approval of the outcomes of the review and approval of implementation in the form of approved Management and Business Plans.

Phase (v)


Implementation from April 2006

4.2
Milestones
Action
Date

Development Advisory Group (DAG) and O&S chairs and vice chairs visit estates
November 2003

AMG agrees first draft of scoping report
January 2004

Initial report to Overview and Scrutiny Committee
February 2004

DAG reviews scoping report in light of O&S comments.
March 2004

Overview and Scrutiny Committee joint visit to estates
April 2004

Produce work-programme and briefs for work to be undertaken during remainder of 2004/05.
May – July 2004

Options for estates appraised, commencing with Carlisle South (Rosehill, Durranhill and St Nicholas)
From May 2004

Programme of Overview and Scrutiny meetings/workshops 
Provisionally, June & October 2004 and February, April and September 2005

Completion of review process
April 2005

Draft Business Plan completed
Sept 2005

Business Plan approved and in place with investment plans agreed for all assets
By April 2006

Staged implementation of agreed outcomes of the review.
From April 2006

5.
THE SCOPE OF THE REVIEW

5.1 What are the Economic Development Assets?

The list is as follows:

5.1.1
Industrial Estates
· Kingstown 

· Parkhouse and 44 North

· Rosehill 

· Durranhill 

· Willowholme 

· Burgh Road 

· St Nicholas 

· Land at Longtown Industrial Estate

5.1.2
Workshops/Workspaces

· Denton Holme Trade Centre.

· South John Street

· Port Road

· Hewson Street
· James Street
· Enterprise Centre James Street
· Irthing Centre Workshops, Brampton.
5.1.3
Other Economic Development Assets

· Shareholding in Kingmoor Park

· Land at Morton

· City Centre assets, e.g. Lanes, ‘Woolworth’ block and Market Hall

· As the Asset database is introduced other assets will be considered for inclusion in the review. [See 1.2 above]

5.2
Starting Point and the need for a Review

5.2.1 This section sets out:

· The drivers for the review

· The current policies and management practices for property

5.2.2 The drivers for the review are:


5.2.2.1
The first driver of the review is the Audit Commission Best Value Reviews and Inspections of the Property Service and Economic Development.  The Property Services BV review concluded

· “Whilst the Council has an implicit strategy of using property to support economic development, there is no clear plan for the future of the portfolio, other than to continue to draw income from it.  The Council has not yet developed a strategy to rationalise the portfolio, or maximise either income or capital return, or sustain the quality and economic value of the assets themselves”

5.2.2.2
The Inspection report for Property Services recommended that specific proposals be formulated for

· Maintaining the fabric of the community’s property assets through a programme of asset maintenance

· Improved liaison and consultation with tenants

· Clarifying  the Council’s community and financial aims for property in one consistent policy expression; and

· Developing criteria for decisions on whether to dispose of property

5.2.2.3
The Inspection report on Economic Development [May 2001] recommended that the Council should:

· Examine the corporate approach to property in the light of this review and the parallel review of the property section and the asset management plan.  Particular attention should be given to clarifying the role of property development and property management functions.

5.2.2.4
The second driver is the conclusions of the Lamb and Edge report on the Carlisle Property Market and the Council’s role.  These were:

· That the Council has a huge portfolio of non-operational assets for its size but concentrates almost exclusively on maintaining and developing its operational assets, ignoring its industrial estates. It is reaping the reward of decisions that were made in the 1950 – 1980 period.  The property portfolio has become an end in its own right and without a change in approach there will be a considerable fall in income and an increased liability.  Also, there is no clear picture of the part property will play in the Council's development strategies up to year 2020.

· That the Council has a significant role to play in the industrial and office market because these markets require public sector leadership whilst priority retail is dynamic enough now to take care of itself.  They also concluded that the Council could be seen to be holding up economic development and needs to change its approach.

5.2.3 The sources for current policies are

· Custom and practice

· The Council’s Corporate Plan for information relating to the Council’s priorities

· The Asset Management Plan

· The Council’s Constitution on the roles of the Property Services and Economic & Community Development Business Units relating to disposal of land

· Executive Reports and reports to Council

Appendix One gives details of these in more detail under each of the above headings.

5.2.4
Existing Management Policies.

5.2.4.1 A written letting policy for the Kingstown Estate was produced in 1984 but this has not been reviewed.  None of the other estates have written policies

5.2.4.2 The workshops were intended to establish a market for small workspaces with short –term ‘easy in –easy out’ terms with rentals expressed on a weekly inclusive basis.  This approach has been maintained, but may or may not be appropriate in the current commercial market.

5.2.4.3 The Enterprise Centre has a tenants’ handbook which includes all the management policies that apply at the Centre.

5.2.4.4 The City Centre assets developed in partnership with the private sector have management policies.

5.3
Prioritising the Order in which Properties will be Reviewed

5.3.1
The packages of property held for ED purposes that could be reviewed together and the order of their review is:

1. Carlisle South estates

2. Junction 44 properties

3. The remaining estates

4. Enterprise Centre and workshops

5. City Centre properties

5.3.2
The Carlisle South Estates include:

· Durranhill 

· Rosehill

· St Nicholas

· South John Street/ Water Street

5.3.3
The Junction 44 properties include:

· Kingstown

· Parkhouse and ’44 North’

· The Council holding in Kingmoor Park  [ with Cumbria CC]

5.3.4
Remaining Estates and holdings:

· Willowholme/Shaddongate

· Burgh Road

· Land at Longtown Industrial Estate

· Morton

5.3.5
Workshops and Enterprise Centre

· As 5.1.2 above, page 5, excluding South John Street

5.3.6
City Centre Assets, including the Lanes, Market Hall, ‘Woolworth’ block and other individual properties

5.4
Relationship with the Carlisle Economic Renewal Action Plan.

5.4.1 The Carlisle Economic Renewal Action Plan is a proposal made on behalf of the Carlisle Eden LSP to the North West Development Agency for the regeneration of wards within the poorest 20% of the Index of Multiple Deprivation. [Botcherby, Upperby, Morton, Currock, Harraby and Belle Vue]

5.4.2
Two parts of the proposed plan, Key Project 2 – the Capital Investment Strategy, and Key Project 4 – Enhanced Capital Programme – Carlisle South A6 Gateway will involve Council property included in the Review, particularly the Durranhill and Rosehill Estates.
5.4.3
The timetable for the Review will need to take account of the timetable for the implementation of the Economic Renewal Action Plan and it is for this reason that the Carlisle South Estates are in the first part of the review programme.
5.5
Methodology of the Review

5.5.1
The AMOG team will apply a consistent methodology for each element of the review. 

5.5.2
Because the capacity to carry out the work is limited the Portfolio Review will be based on a three–stage ‘sifting’ process designed to direct most effort into those properties where action needs to be taken. Further details of this process are included in Appendix Three.

5.5.3
The Geographical Review will not cover the whole of Carlisle but will be limited to those areas where the Council has a considerable stock of property and those areas where change is expected or needs to be stimulated.  Without prejudice to the eventual inclusion of other areas the following can be identified:

· The area to the South and West of Junction 44

· ‘Carlisle South’

· Willowholme and Shaddongate area

· St Nicholas and Currock Road areas

· The corridor of the CNDR

· Longtown and Brampton

· City Centre.

5.5.4
Evaluation templates for each property will be prepared.  An example of this is also set out in Appendix Three.

5.6
Outcomes for individual properties  - questions that need to be answered

5.6.1
The key questions for each property include these:

· Should the Council continue to own this property?

· If so why?

· If not what are the options for the property?

· What are the liabilities and the investment needs for the property?
5.7
Future Investment

5.7.1
Future investment proposals will take two forms.  Firstly, investment in properties retained following review in order to maintain the value of the asset and/or to achieve economic development outcomes.  

5.7.2
Secondly, investment in new land or buildings to secure the Council’s wider economic development policy objectives, or to rationalise or consolidate the Council’s ownership where there is a property management or economic development case for investment

6.
BUDGET PROVISION TO SUPPORT THE REVIEW PROCESS

6.1
The following are budgets that are approved or in the pipeline for detailed approval [Jan 2004]

(i)
Supplementary estimate 2003/04 £25,000 [consultants fees]

(ii)
Supplementary estimate 04/05 £25,000 (again, for consultants)

(iii)
Asset Investment Fund 03/04 £200,000 (Under CaTS delegation - committed)

(iv)
Asset Investment Fund 04/05 £200,000 (already in budget but will need releasing through Council)

(v)
Asset Investment Fund 05/06 £200,000 (subject to raising capital receipts - and Council release)

6.2
The following are bids for 2004-05 subject to approval. 

(i)
Bid for industrial estate maintenance 04/05 £500,000 (for which we can slice fees etc and subject to appropriate business planning arising from the review]

(ii)
Bid for Newark Terrace 04/05 £150,000 (not really industrial - subject to acquisition but maybe can be used for other acquisitions)

(iii)
Bid for Leabourne Road 04/05 £100,000 and 05/06 £100,000 (Carlisle South ]

(iv)
Parkhouse electricity bid 04/05 £1 million [ to be added by NWDA funding of £1 million as approved by them and likely to be phased over 3 years) 

(v)
Match funding from NWDA Carlisle South.
7.
PERFORMANCE INDICATORS
7.1
There are no performance indicators that are specific to the Council’s economic development assets.  The current performance template for property is reproduced below as an indication of type of PI that could be measured. 
PI ref.
Description
2000/1 

as at 1/4/01
2001/2

as at 1/4/02
Current
Targets





2002/03

as at 1/4/03
2003/04


2004/05

ODPM 1
A
-
% GIA in Cond. Cats A-D
 A









 B









 C









 D







B
-
Backlog of maintenance: Total









% in priority levels 1 – 3:
  








  1








  2








  3














ODPM 2
A
-
Rate of Return for Property






















ODPM 5
A
-
% capital projects +/- 5% outturn







B
-
% capital projects +5% timescale














HCG 2
Performance of investment portfolio






Notes:
ODPM
Office of Deputy Prime Minister indicators – national

HCG
Historic Cities Guild – regional
LOCAL
Carlisle City Council land performance indicators
*1
ODPM Local indicators not assessed in 2000/1

*2
ODPM definitions changed, previous figures unavailable

ODPM1
A
% of GIA in condition categories A-D, where D is poor and




A is good

ODPM1
B
Backlog of maintenance by cost expressed:




1.
As a total value




2.
As a % in priority levels 1-4, where 1 is urgent and 4 is 





of least priority

ODPM2
Current Internal Rate of Return for the portfolio expressed as an average for:-


A
Industrial

ODPM5
A
% of capital where out-turn falls within +/- 5% of the estimated 

out-turn, expressed as a % of the total capital projects completed within that final year.

B
% of projects falling within +5% of the estimated timescale, expressed

HCG02
Investment Performance of portfolio as a whole

APPENDIX 1

Existing Council Policies and priorities relating to property and the roles of the Council’s Property and Economic & Community Development Business Units in relation to property

1.
Custom and Practice

· Presumption in favour of not selling freeholds.

· Historically, a presumption that revenue generation is more important to the Council than capital receipts [current practice at Parkhouse in now an exception to that general rule]

2.
Current Property Policies and Asset Management Plan

2.1
An index of reports has been produced going back to 1994.  These will act as reference material for the Asset Management Group.  Most reports relate to specific pieces of property or specific transactions and few include statements of general policy.  Those that do are about moving towards best practice.  The conclusions drawn from these reports are that the City Council accepts that:- 

· It should adopt a proactive rather than a reactive approach to management including reinvestment in its property assets

· It should treat property as a corporate resource.

· It must allocate sufficient resources to manage property effectively and for re-investment

· That there is a rationale for public sector intervention in the property market where necessary to further City Vision objectives

· That change is necessary if the vitality of the Council’s economic development assets is to be maintained

· A fundamental review is necessary to bring about that change

2.2
The current Asset Management Plan [AMP] covers the years 2003-06 and sets out the organisational arrangements for corporate asset management and the performance indicators for the property.  It establishes the links with the Council’s Capital Strategy and the requirements for the property service, including the need for the review.  The AMP is written as part of the performance management framework required by the Office of the Deputy Prime Minister [ODPM].

3.
Council Priorities for Economic Prosperity where there are links to property- taken from the Corporate Plan 2002-05

3.1
Within Objective EP 1-  “in partnership develop, support and modernise the local economy” are the following property related priorities:

· Establish whether the Council’s land ownership policies support local investment and business development [completed]

· Establish an Asset Investment Fund for economic assets

· Investigate and develop ways to use the Council’s property assets to support regeneration, economic development and other objectives in the corporate plan

· Review the Council’s economic and financial aims in one consistent policy expression

· Implement new criteria for decisions on whether to dispose of surplus property assets

· Implement new investment fund for Council owned and economic development assets to support a strong economy after the asset review is complete

4.
Roles of the Property Services Unit and the Economic & Community Development Unit in relation to property and ‘development’ [taken from the Council Constitution - March 2003]

4.1
Property Services Unit

· Give advice on how property can achieve corporate objectives combined with the responsibility to undertake Best Practice Asset, Estates and Facilities Management of the whole of the Council's Corporate Property Portfolio.

· Provide strategic property advice and management on how land and property assets can assist in implementing the Council's corporate objectives and managing the Council's strategic property partnerships

· Provide advice on how asset management can be used to deliver services in the most efficient and effective way across operational and non-operational property portfolios including asset valuations to comply with CIPFA Regulations, the identification and sale of surplus assets

· Provide policy advice on ownership and management of property

· Monitor costs and performance through performance indicators

· Establish and implement an Asset Investment Fund

· Manage development enquiries for property in the City and partnership with colleagues in the private sector

· Provide day-to-day management of the corporate estate including sales and lettings, valuations, rent reviews and lease renewals, landlord and tenant matters, rental income and debtor monitoring and rating work

· Provide strategic management, procurement and monitoring of the Council's property portfolio, building services and facilities in order to ensure that needs are met and maintained

4.2
Economic & Community  Development Unit

The Economic and Community Development Services is the key driving and co‑ordinating locus of economic activity aimed at ensuring that the Council's own resources and those obtainable through partnership are brought towards seeking to achieve sustainable communities within a strong, local and sustainable economy.  The functions of the Business Unit are - [selected functions with links to the review of economic development property]

· To be a strategic leader and advocate for the creation of a strong local economy

· Understanding the strengths and weaknesses, opportunities and threats relating to the local economy

· Supporting business development and enterprise directly or through partner agencies

· Creating the conditions for businesses to start up and grow through direct service provision and with partner agencies

· Encouraging skills retention and development and supporting links between education and business

· Providing opportunities for ICT access and training

· Stimulating inward investment in partnership with CIIA

· Responding to business and development enquiries with Property Services and Planning Services

· Co-ordinating external funding

· Leading the implementation of the Carlisle Rural Strategy

· Leading a corporate approach to regeneration particularly in the more deprived parts of the district and facilitating the development of sustainable communities

· Providing operational and management support for externally funded regeneration programmes
APPENDIX 2

Phase 1  - Outline of Tasks Jan 2004 to April 2004



Date
· Officer Steering Group agree draft scoping report

end Jan

· Initial report to O&S Corp Resources

19th Feb

· DAG considers progress 

March 19th
· Estimates of cost of remedying liabilities

ongoing

· O&S joint tour of Estates

April

· Scoping report and Project Plan for review period 


including methodology finalised

April

· Scoping Report [or summary] circulated to selected organisations for information and comment

April

Phase 2 - Outline of Tasks May 2004 – April 2005

· May – July development of in-house work-programme including briefs for specific individual properties or packages of properties and resource allocation

· July 2004 –April 2005 Review programme underway site by site

Phase 3 - Outline of Tasks April 2005 – September 2005

· Report on an evaluation of the outcomes from the review including financial implications

· Preparation of Business and Implementation Plans 
Phase 4  - Outline of Tasks September 2005 – April 2006

· Council approval of review 

APPENDIX 3

Methodology for the Economic Development Asset Review

This appendix describes the processes for the Portfolio Review and the Geographical Review

Portfolio Review

The aim of the portfolio review is to identify those properties that need to be kept by the Council, those that do not, and areas where investment is required either to deliver additional economic development benefits or to sustain future income.

The portfolio review will involve the following process:

Stage1
An initial sift of the properties to prioritise those to which specific consideration needs to be given. The sifting process would be a desk top exercise, and includes the following stages:

a)
As assessment of whether the properties held (either individually or in some cases as whole estates) are contributing to the delivery of the Council’s corporate objectives based on existing Asset Management information.

b)
As assessment of whether the delivery of those objectives is reliant on the property remaining in the continued ownership of the Council.

c)
Does the property generate a suitable level of income based on a target yield?

d)
Is there hidden value in the property? 

The output from the initial sift stage would be a matrix informing the review of which properties it is essential to hold, and which can be considered for disposal.  For example:

Test 
Property 1
Property 2
Property 3
Property 4

Does it contribute to the delivery of the Council’s corporate objectives?
Yes
No
Yes
No

Is this reliant on continued Council ownership?
No
N/A
Yes
N/A

Does the property generate an income above target yield?
Yes
No
No
Yes

Is there hidden value?
No
No
Yes
No

Is there any justification for owning the property?
Yes, income.
No
Yes delivery of objectives and hidden value
Yes, Income.

This enables those properties for which there is no justification for retention to be identified, [shaded example above] and a clear policy put in place for their disposal.

Stage 2.
This stage looks in slightly more detail at those properties for which there is initial justification for retention.  For each of these properties, the following questions would then be asked:

a)
Is the current income sustainable? If Yes, retain and manage accordingly (i.e. review again in say 3 years)

b]
If No: would it be economic to invest to achieve a sustainable level of income?  If Yes, identify general nature of investment required, and identify as property for retention and investment. If No to above, and if identified for potential disposal:

c)
Are there any other reasons to retain this property that are linked to Economic Development objectives? (e.g. contribution to the Carlisle Offer, contribution to potential development area etc)

d)
If yes, identify reasons and actions required and retain and manage as Economic Development opportunity.  If No: add to the list of properties for potential disposal, as income will not be sustained in the long term, there are no other advantages of ownership and alternative investment of the capital value may represent a better option for the Council.

The outcome of this stage is that each property will have been identified under one of the following headings:

· Retain and manage – review again in future

· Retain and invest

· Retain for economic development purposes

· Dispose

Stage 3
The third stage in this part of the review is to prioritise those properties for which action needs to be taken.  There are two categories to consider: -  properties for retention and investment, and properties retained for economic development purposes.  The properties within each of these categories need to be looked at in more detail:

3.1
Properties for Retention and Investment:


a)
What investment is needed

b)
What is the total estimated cost (broad brush assessment at this stage)


c)
What is the potential return on the investment


d)
Are there any obstacles to investment, and if so what are they

e)
What is the timetable for delivery (Short 1-4 years, Medium 5-9 years, Long 10 years plus)


f)
Risk assessment


These investment opportunities can then be prioritised into short term, most deliverable with greatest potential for return.  It is intended that the top 3 opportunities can then be progressed into more detailed feasibility studies.  The remainder of the opportunities will be managed as potential future investment opportunities.

3.2
Properties Retained for Economic Development Purposes:
a)
How can the property contribute to the Economic Development of Carlisle

b)
What changes need to be made to deliver the benefits (e.g. redevelopment)


c)
What are the costs involved


d)
Can the benefits be measured against the cost


e)
Are there any obstacles to delivery

f)
What is the estimated timetable for delivery (Short, Medium or Long term)


g)
Risk assessment


As above, this will enable these properties to be prioritised into the short term, most beneficial opportunities to deliver economic benefits to the city.  As above, it is anticipated that the top 3 would then be the subject of detailed feasibility assessments.  As above, the remainder would be managed as future Economic Development opportunities (e.g. short term lets if future development opportunity etc, liaison with Tenants as to their prospects etc).

The outcomes of this process are relatively clear, but recommendations for action cannot be finalised until the geographical review is completed to ensure a comprehensive understanding of the estate has been taken into account.
Geographical Review

The aim of the Geographical Review is to consider the Economic Development issues for specific areas of the City, and to establish how both the Council’s land ownership in each area, and other non-council owned land in each area could contribute to the future economic well-being of the city.

The geographical review is anticipated to involve the following processes:

Stage 1
Identify within the administrative area of Carlisle City Council no more than 6 logical geographical areas where economic activity predominates, or where it needs to be stimulated, and where the Council has significant land holdings.  

For each area, identify the key drivers for economic success in the area, together with any topographical or localised constraints.  This will help to identify the issues in each area that impact most on it economic development.  These may include:

· Infrastructure (Good or Poor)

· Accessibility (Good or Poor)

· Stock of land and buildings

· Demand, i.e. what specific development or business pressure is in the area.

· Development activity

· Physical constraints

· Service constraints (e.g. power supply)

· Communication constraints

· Contribution to the Carlisle Economic Offer

This process sets the agenda for areas of improvement that can lead to economic benefits in each area, and provides a local context within which the more detailed review can be undertaken.

Stage 2
The next stage is to identify the key Council landholdings in each area.  It is anticipated that these will largely be estates, but with some individual properties or areas of land.  Each of these land holdings is then considered against a set of criteria to establish fitness for purpose.  This is done by considering the elements that contribute to the success of the property in delivering economic benefits, and scoring each of these as good, acceptable or poor:

· Adequacy of vehicular access and roads

· Adequacy of electrical supply

· Choice and availability of a variety of business units

· Broadband availability

· Security

· Availability of car parking

· Ease of access from other areas

· Business Vitality

· Estimated remaining life of buildings

· Flexibility for future change

This enables the good estates to be managed appropriately, and poorer performing estates/properties in an area to be identified and prioritised for more detailed consideration.  At this stage, these can be compared to those prioritised from the Portfolio review to establish any areas of overlap.

Stage 3
Once the worst performers have been identified these are then considered in more detail.  This involves identifying what change is needed to enable the estate to deliver additional economic or financial benefits to the area.  This could include, for example, upgrading of estate roads, redevelopment, rationalisation and development of alternative sized uses, the introduction of improved service infrastructure etc:

· Changes required

· Benefits delivered (Measurable tangible outputs)

· Estimated cost, and whether this is realistically achievable within the overall Council financial context

· Funding sources available (Including disposal of property, capital funding, grant funding, revenue implications etc.)

· Obstacles to delivery (legal, tenure related, physical etc)

· Timescale for delivery (Short, Medium or long term)

· Risk assessment

From this process it is proposed that no more than 1 short term opportunity in each geographical area is then identified that appears capable of delivering real benefits to Carlisle.  Those identified for the whole administrative area should then be assessed for comparative feasibility and deliverability, and a shortlist of no more than 3 projects identified for progress and consultation.

Stage 4
In parallel with the stages set out above, non-council owned land and buildings in each geographical area should be reviewed to identify whether there are any potential acquisitions that could generate greater economic benefits to the area than the opportunities identified from within the Council’s estate.  This can initially be a desk top exercise identifying areas of land with potential, areas of land contiguous to Council owned opportunities, and buildings or legal interests that if acquired could remove obstacles to improvement or increase the benefits that are derived.

As set out above, these need to be prioritised according to their cost/benefit analysis, and timescale for delivery.  Some of these may link directly into Council owned opportunities, others may stand alone.  Again, the aim is to identify no more than three high priorities for the entire Carlisle administrative area.
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� As defined in section 5.1 below
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