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BACKGROUND
The Board has requested further information regarding the strategic approach that the Authority has to its property portfolio and how it is ensured that the portfolio is appropriate and fit for purpose.  The appendices demonstrate the direction of travel that there has been to the current investment level and identification.  This report concentrates on the built portfolio as opposed to the hydrant or digital portfolios or the soft services normally associated with facilities management such as cleaning or grounds maintenance.  All property cost elements form part of the scorecard system annotated later in this paper. 
Under The Policing and Crime Act 2017 Essex Fire Authority Property Transfer Scheme 2017 the Essex Police, Fire and Crime Commissioner Fire and Rescue Authority became the recipient of over £100m of fire stations, training buildings, a headquarters complex, a vehicle workshop and other ancillary buildings. The portfolio has benefitted from an investment strategy borne out of an attempted private finance initiative bid.
The fire Authority had a desire to replace a number of fire stations, their headquarters and some training areas in around 2001 using PFI funding as a vehicle.  Having undergone the first two gateways it became obvious that the borrowing to value ratio of the newly established authority was very low and self funding these schemes could benefit the Authority without losing central government support. 
The first stock condition survey was undertaken in 2005 by a team of consultants, establishing the mortgageability of the portfolio.  Following in depth discussions with directors and members the decision was agreed to use the stock condition to guide asset investment, refurbish existing fire stations, look to update training facilities and purchase a more appropriate headquarters facility.  Evidence indicated an investment of around £1.7m per annum was appropriate to maintain the buildings.  The condition survey takes the form of Useful Remaining Life assessment.  Moving away from a condition score made investment planning became easier and allowed more accessible reporting.  Capital funding was based on a payback period of around 25 years for new constructions.  
Budget management was changed to reflect the setup with Asset Protection Works and Asset Improvement Works accommodated in capital programming; this change also suited the adaptions to capital accounting regulations.  Asset Protection Works cover the elements that would be expected to be found under the useful remaining life surveys and Asset Improvement Works cover extensions, change of use and new builds.  This separation allowed resources to be easily adapted to suit organisational requirements and a lean approach to budget authorisation. 
Asset Protection works can be identified up to 10 years in advance.  The current condition, property score and notional 10 year spend are shown on each scorecard. 
It was important that stakeholders were still offered the opportunity to customise their environments where appropriate.  Asset Improvement Works is an application driven fund from Authority to Design through to completion ensuring that investment is targeted from inception. 
Once the investment decision has been made, there is a need to ensure standardisation of building elements. Property Services hold a design guide that contains outputs and specifications for all areas.  Elemental information has been built using professional knowledge and experience.  New products are tested through the research and design group RADICALE. Over the years this has ensured that our environments are up to date but tried and tested.  Standardisation does have limitations though as one building is never the same as another and every build is a prototype. 
 
Capital planning and delivery still remains a complicated process.  Projects are vulnerable to intention and fragile in their nature.  While the strategy has been to protect the Authority’s assets once the decision is made to include them in the portfolio; this has had an impact on facilities where their future is unclear.  Some of the larger stations and buildings have not benefitted in the same way as smaller more cost effective stations.  Workforce predictions are not always accurate, building occupation is not always stable and with an asset life of at least 65 years a building will have many uses in that time.  

Options and Analysis
The useful remaining life analysis, the assumption that the decision for a building is made at the start of its life has streamlined the approach for asset investment decisions.  There are still some issues around asset management.  The scorecard assessments for operational benefit and usage are still not fully formed, while the condition assessment, building costs and allocated staff are right, this may still not reflect the effectiveness of a station properly.  Ops have recognised this issue and progress is being made towards a more useable measure for them. 

Benefits and Risk Implications
[image: ]A single key performance indicator for property investment is a complicated output.  However, in considering the carbon footprint which the Authority has been tracking from a 2006 baseline, improvements in the buildings and the relationships between users and buildings can be seen.  
No property investment is a science and as such carries risks.  The operational delivery model calls for a specific turn out time, this influences the location of stations.  The Integrated Risk Management Plan defines the response type of each location.  Changing vehicles does lead to some operational obselescence of buildings; Colchester has had its appliance bay floor lowered more than once, Tillngham and Shoebury cannot accommodate newer vehicles if they continue to grow with each incarnation. A long term strategy for property carries risk and reward if its right.
Financial Implications

The [image: ]budgets and out turns are shown for the last financial year for Property Services.  Complications around partnership arrangements, pay arrangements and strategic intention have left the staffing budget overspent.  Steps are underway to bring this back in line.  Strategic decisions and a move to digital tendering have also impacted on the capital programme which slowed down last year, this does mean a strong start to the spend this year.  
Equality and Diversity Implications
While the built environment cannot change equality and diversity targeting, it does provide a catalyst for change.  Over the years communal facilities have been changed to individual ablutions although the projects are at pace, the rate of change achievable still means there are a few stations that still have outdated facilities.  Whole sale changes to buildings are a slow process in a 3 yearly plan, faster in a 65 year asset life.  
The Authority benefits from a largely able workforce.  Decisions on work areas that may involve non operational activities do need more planning and there are work areas within the portfolio that have been utilised in a way that could lead to implications for the Authority.  Unplanned changes to underused areas could have such implications.
Workforce Engagement
Plan agreement now sits with the Asset Sub Committee, plan communication sits in the Command Property Forum and project communication is mainly though Officer in Charge at each location.  The project process includes design, pre start and regular update meetings though the life of a project.  Any one can initiate a client design request.  Many groups are invited to the RADICALE group to ensure that intelligence is gathered at all levels of the organisation to help shape the future of the portfolio.  As with all groups, the effectiveness depends on the commitment of the team, operational staff change regularly and there is usually delay in handover and relevance.
Legal Implications
Buildings carry a significant amount of legal risk.  Knowledge of the workplace regulations is usual although areas such as legionella and services testing are less known.  Building, planning and other construction regulations also ensure that constructing environments is undertaken in an obligatory way.  Knowledge, dedication and a strong approach to planned preventative maintenance helps ensure that the Authority stay abreast of their duties.
APPENDIX 1 – Property Strategy Evolution 
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