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APPENDIX A

OXFORDSHIRE COUNTY COUNCIL

THE CAPITAL STRATEGY 2003

Introduction

1. The Capital Strategy was first formulated in 2000. Its purpose is to set out the Council’s approach to capital planning, procurement and management of the capital programme; it underpins how the Council prioritises, evaluates and monitors its capital investment programme. 

2. The capital strategy has evolved significantly since its inception. The Executive has been working to define its strategic direction and priorities for the Council. This year the updated Capital Strategy reflects the latest strategic thinking of the Executive set out in its strategy Maximising Our Resources, with a commitment to report back to Council in November on progress to date. The Capital Strategy 2003 represents the stage the Executive has reached in its strategic approach to investing in the Council’s assets. It benefits from both the outcomes of the CPA process and feedback from GOSE on last year’s plan – which highlighted the need to focus more on performance of assets and on how the Council is achieving cross cutting objectives through its capital programme. 

3. Relevant County Council policy is found in: the Oxfordshire Plan – the key strategic planning document of the Council; the Structure Plan, Local Transport Plan and Community Plan; Raising Our Performance – the strategic organisational action plan; the Financial Strategy (adopted in October 2002); and the Medium Term Financial Plan. These plans make up the framework that further includes Service Performance Plans and the Public Service Agreement, signed in February this year. 
Background

4. Oxfordshire County Council is a major local economic entity. It employs over 16,000 people. The gross spend in 2003/04 is £631 million. The Council has a Capital Programme for 2003/04 with a gross value of £73 million. The Council owns 600 properties around Oxfordshire with an estimated value of £1 billion.

Progress and update

5. Oxfordshire has a capital programme of £227m over the period 2003/04 – 2004/05. The programme is updated quarterly. In 2002 Oxfordshire submitted an ambitious PFI project for approval to DFES. This involved new build for a number of secondary and primary schools in towns with a growing population, and would have secured significant improvement to other key sites. Unfortunately the bid was not successful, although feedback was encouraging and placed us 18 out of 56.  Learning & Culture are currently discussing a follow up bid, and are looking at the potential offered by the new funding for secondary schools of the future.  The Executive has made provision for retention of a PFI finance expert in the 2003/04 budget. 

6. The Public Service Agreement (PSA) was signed in February. It includes a partnership with the City Council to provide key worker housing, with each partner contributing £0.500m. This project is now underway. The Council will be proactively maximising resources available to it for investment through the opportunity to borrow under prudential guidelines from next April 2004 – subject to affordability.  The agreed Medium Term Financial Plan already allows for the estimated costs of borrowing an additional £2m. Further work is now going on – both on the budget and planning side - to make best use of this available resource. There is the possibility that the Council will look to increase this limit – if this appears to be both financially robust and supported by our plans.

7. The Council established a Capital Programme and Asset Management Corporate Steering Group in 2001 drawn from across the Council. The Leader and Deputy Leader have made a commitment through Maximising Our Resources to review the effective use of all its assets  (revenue budget, capital programme, its service and corporate knowledge and expertise, ICT). The steering group has a new membership to reflect the importance of this commitment and its intention to succeed. It includes the Leader and Deputy Leader, the strategic directors or their business manager and is chaired by the Director for Resources.

Property Review

8. The Executive has put in place a new structure for property management. The key features of this are: properties held centrally; the central property service will reside in the Resources Directorate and will be strengthened; property sections in service Directorate will specify property requirements, reflecting their business needs both now and in the future; the central property function will deliver them.  The Executive has instituted a wholesale review of its property holdings with a view to: identifying and realising surplus property; making better use of property, with greater sharing of properties across service directorates; providing a better match in property terms between the needs of an area and the property in that area. As such there will be significant consultation and feedback from the relevant stakeholder groups.

Consultation
9. The Council undertakes significant consultation in the development of its capital programme.  MORI countywide surveys have been used formerly, but the Council’s consultation officer is looking proactively at new and different ways of consulting; for example through the citizen’s panel and the Local Strategic Partnership. One of the key themes of Raising our performance is ‘keeping in touch’ with our customers. The Oxfordshire Structure Plan and the Local Transport Plan both take into account the views of consultees. In January 2002 and 2003 Oxfordshire staged an innovative budget consultation in a representative community workshop.  This approach to consulting local people generated much interest and has been cited by MORI and DTLR as good practice.  It is planned that for 2004/05-budget process there will be a two stage approach, pre and post Local Government Finance Settlement. The former will focus around priorities and the latter around the funding consequences of realising those priorities.

10.  Key stakeholders are consulted specifically on a wide range of capital schemes. For instance the Education Asset Management Plan includes structured consultation with all stakeholders. The schools focus group comprising head teachers and officers of the Council is used for consultation with schools on property and other issues. The outcomes of consultation feed into consideration of the capital programme and its priorities.  The key workers affordable housing bid which is part of the Public Service Agreement is an active example of this.  This also represents successful partnership working with the City Council. Other examples include:

· The formulation of the Local Transport Plan;


· The outcome of a consultation during the Libraries Best Value review identified the aspiration of library users for upgrading of library premises including the central library to provide a wider range of books and increased ICT facilities; 

· The development of school projects (targeting devolved capital) taking into account the views of relevant stakeholders; and

· Inviting staff to suggest priorities for the use of the budget allocated for improving the Council’s buildings.

Partnerships

11. The Council has embraced partnership working across a wide range of projects.  Examples are:
· contracts for design of roads and buildings with the private sector;

· the joint committee set up with two adjacent Fire Authorities to explore the possibility of the provision and running of a combined Control room;

· externalising Homes for Older People to enable them to meet current and future registration standards;

· joint arrangements between Education and Social Services and both the voluntary and private sectors for providing early years centres;

· joint working with the private sector on the feasibility of a Guided Transit Expressway;

· the Council has developed a Broadband Network for its schools and libraries.  District Councils and the Health Authority have been involved in subsequent discussions around the development and will be linking to the Network in due course. We have been successful in securing £0. 650m Government funding over the next two years for the Oxfordshire E-Government Partnership. This is a joint project with the City and Districts. The Council is seeking to attract further users to the Network from the voluntary and private sectors;

· partnership working with the Osborne Group, The Oxford Preservation Trust and external funding organisations to redevelop the Oxford Castle site.  Oxfordshire has succeeded in gaining funding of £Xm from SEEDA for this exciting project.

12. Specific examples of partnership working with District, Town or Parish Councils include:

· the strategy for waste management;

· provision of a library and other community facilities in Adderbury, Wychwood, Deddington and Thame;

· joint use Leisure Centres;

· co-ordinated bidding for Developer Contributions to enable achievement of maximum contributions;

joint affordable housing for key workers project

13. Examples of successful partnerships include waste management, where we have managed to keep down our levels of landfill waste by initiatives with both our contractors and District Councils; and in our work with bus companies which has provided Oxfordshire and Oxford City with one of the most successful transport infrastructures where, by providing bus friendly measures, the county benefits from a modern fleet of buses which are environmentally friendly and provide excellent access for the disabled. These measures have resulted in a steady increase in bus usage, bucking the national trend and winning several awards for the Council. This policy is continued as one of our PSA targets is to continue to increase bus usage. A large survey is currently being undertaken with our customers on our Park and Ride Services.
Planning and Prioritising Capital Investment

Criteria

14. The Council uses specified criteria against which to measure the priorities for the capital programme. These are: strategic priorities set out in the Oxfordshire Plan; specific service led priorities (the Executive has further published a priority framework to sit alongside its Maximising Our Resources strategy, which sets out ten specific service led priorities and three partnership priorities); cross cutting solutions; self financing projects and those that generate additional capital receipts; securing matched funding.

15. The main priorities for the capital programme are shown below:

· Learning & Culture: the main priority for spending is to provide basic need “roofs overhead” to meet increasing pupil numbers. Opportunities are taken to reinvest capital receipts within the service to provide improved facilities. In Oxford City there a major £40m project to move from 3 tiers to 2 tier education with support from DfES and reinvestment of capital receipts from surplus sites.  This is expected to be completed successfully in autumn 2003.    Council policy is to increase the floor area in the majority of its 43 libraries and a number of innovative solutions have been identified to provide some of these improvements.

· Resources are allocated to the priorities identified in the Local Transport Plan including a study of road safety and community safety initiatives. The Council is spending at least the indicative amount on structural maintenance of roads and bridges. In addition the Council is providing significant infrastructure improvements in the County’s growth towns funded from developer contributions.

· The Council has transferred its Homes for Older People to an external provider. This allows private sector finance to enable the homes to be brought up to registration standard for which the Council did not have the capital resources.  There is a programme to move adults with disabilities from Council-run homes into the community in partnership with the District Councils and Housing Associations. This is being funded by the sale of surplus homes.

· The Council has almost completed the first phase of a Broadband Network as a step towards implementing electronic government. This means that all schools and libraries are now linked, or very shortly will be. Ambitious e-learning materials are being developed. OCN/Broadband is being extended to all County Council offices where appropriate, and the opportunity to make it available to businesses and the rural community are being explored. There is now government funding for a joint project with Districts (£650,000).

Measurement

16. The Best Value Reviews feed into the programme where appropriate. Waste Management has identified the need to improve facilities at the Council’s Recycling Centres. This is included within the Action Plan for the Review.  As a longer-term strategy there is a project for waste management being developed as a potential PFI bid. 

17. Benchmarking is used for prioritising and decision making:  schools’ asset management plans influence how devolved capital is prioritised, and difficulties in meeting the required standards for care homes for older people led to a private partnership solution. 

18. The Project Appraisal required for each proposed scheme must identify how it meets the strategic priorities for the Council, the needs of the Service Performance Plan and any associated Best Value Reviews. The appraisal sets out both capital and revenue implications of each project. Revenue implications are generally met from within existing resources, but may be bid for through the budget process. ‘Invest to save’ projects are considered individually. It is intended to further refine the process. A system of Option Appraisals has now been trialled, and will be rolled out for formal adoption from autumn 2003.

Funding the Programme
19. The Council is investing  £227m in capital spending over the period 2003/04 – 2004/05. This spending is paid for by borrowing, contributions from developers (who pay for roads and other infrastructure), and income from the sale of unwanted land or property and Government grants. The Council has been successful in attracting lottery funding towards some projects and continues to look for further lottery funding opportunities. The Council is pursuing other ‘bid’ funding sources.

20. The Council is proactive in seeking developer contributions. Joint working groups have been established with the District Councils in order to co-ordinate and maximise the amount of contributions the developers make towards providing new infrastructure.  In this way the Council ensures it can successfully apply significant influence through the planning process.

21. The Council has also attracted some £20m of investment through partnership with the Osborne Group to open up the site of the Old Oxford Prison to the public and provision of other facilities on the site such as a hotel, retail outlet etc. This includes £ X m funding from SEEDA and  £150,000 from English Heritage.  Work on the site is progressing well.

Better ways of working

22. Several cross-cutting member/officer working groups allow officers below Director level to interact with members. These include social inclusion, school improvement, IEG, the Oxford Castle re-development, and waste management.

23. We are committed to improving and modernising all Council buildings for which there is an evaluated need; improving access, providing better quality services and improving cost effectiveness. Raising our Performance, the Oxfordshire Plan and the Implementing Electronic Government Statement all recognise the significance of the E-government agenda.

24. Crosscutting solutions are sought where appropriate to provide new assets for the Council. Recent examples include the provision of joint libraries on school sites and the provision of a joint facility which will include a new enlarged Library, Social Services day centre and an area office for highways engineers, developed on a former library site in Kidlington. Use of all existing buildings is maximised through promotion of shared facilities, and this practice is now prevalent.

Value for Money and Quality

25. A procurement strategy is central to obtaining value for money. The Council will shortly be appointing a senior procurement officer.

26. The Council has externalised its property services, including architecture, planning and estate management, highway design services and has also sold its direct labour organisation  (highways, grounds, vehicle maintenance).  Alongside the Review of Property, a Review of Property Services is also underway to ensure that these arrangements still represent best value. The Review is examining how property should be organised and managed at member and departmental level; what Property Services should be provided in-house; and how any services provided externally should be packaged and procured.

27. The Council’s Contract Procedure Rules have been revised to ensure that price and quality criteria are used in awarding contracts for construction works. The Council has already adopted two-stage tendering using price and quality criteria for many projects.

Monitoring and Evaluation
28. The Council has a rolling three year capital programme prepared by the Executive in line with the Council’s priorities for deployment of capital resources.  Quarterly reports are submitted to the Executive to ensure effective management and monitoring of the capital programme. It is intended that the capital programme will be monitored monthly from September.

29. The Director of Resources is now charged with reporting on the performance of the Council’s property portfolio. He reviews the overall performance and condition of the Council’s property portfolio and considers how the portfolio meets identified property needs, and reviews progress made towards achievement of targets set for improvements in the performance of the portfolio for 2003/04 (including development of the Council’s corporate Asset Management Plan.

30. The review of performance considers condition, energy management, capital receipts against target, capital programme performance,  improvements to offices as part of Raising Our Performance. It is as a result of the monitoring of performance that the Council put the Property Review at the heart of the  ‘Maximising Our Resources agenda, to address issues around the investment needed in our buildings and to achieve the modernisation and rationalisation of new working methods (for example by maximising the benefits of having invested heavily in ICT),

31. The Property Review is key to the development of the Council’s corporate Asset Management Plan and to achieving significant improvement in the performance of there property portfolio.
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� Capital in this context covers major provision and improvement of buildings, roads, other infrastructure and major ICT.
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