
Community Asset Management Policy – Consultation Draft 


1 Introduction
1.1 This policy document aims to help the Council and the community make the most of property currently owned by the Council. In particular, it is interested in those properties that the community might want to manage, use or even own directly.
1.2 At the moment, the Council and the community work together in lots of properties across Calderdale. Sometimes the community has a lease with us, sometimes the community uses part of the building and the Council manages the rest.
1.3 There are some properties where the community wants to take over the full ownership of the building, on a long term lease or even as the full owner (“freehold”).

1.4 Calderdale Council does not have a formal policy on this at the moment. The current situation has developed property by property, with decisions taken at different times and for different reasons. 

1.5 This policy tries to set out an overall framework to help us make decisions in the future. This will help us to treat every community fairly, and help us to make decisions about our property in everyone’s best interest. 

1.6 This is a consultation draft only. This means we have not taken any decision about this so far. These are some ideas, based on best practice elsewhere and advice from experts.
 We want something that is right for Calderdale, and so we are asking people in Calderdale what they think of these ideas. 
1.7 The final decision will be taken by Council Members, taking into account a range of issues, including the responses to this consultation. 

1.8 This consultation is running from December 2008 through to February 2009. We plan to take the final draft to Council Members for a decision in March 09. 

1.9 You can send us your views by post, via email or you can call us to discuss this consultation. 


1.10 We will publicise the final policy in early Summer 2009. We will contact everyone who responds to the consultation directly, to let them know what has been decided. 

1.11 We have tried to make this as easy as possible to read. Wherever possible, we have tried not to use jargon. At the back of the document, there is a section called “Glossary”, which explains some of the specific terms we have used. 
2 Summary

2.1 This policy aims to set out a framework for community management of public assets in Calderdale.

2.2 It explains the advantages of successful community management of public assets. It also explains some of the background and context to community management, particularly where this involves transferring an asset from Council ownership to community ownership. 

2.3 The policy sets out the principles that the Council believes should underpin our approach to community management of our assets. 

2.4 It defines a spectrum of community use and management of assets, from hourly rental through to freehold transfer. (We explain more about what we mean by ‘spectrum of use and management’ in Section x) 

2.5 The policy also outlines evaluation criteria, to help decide which kind of management arrangements is best in a particular situation. 

2.6 Finally, this policy sketches out the process that should be followed when considering a change to management arrangements by the community, whether transfer or just a change in lease arrangements. 
3 Aims and Objectives of the Policy

3.1 To ensure more effective use of public assets in Calderdale;
3.2 To improve and extend access to services within different localities, whether delivered by the Council or by the third sector, and

3.3 To enable local residents to take more responsibility for facilities in their own communities, by 

· Encouraging and supporting more community management of public assets where this is in the best interest of all parties; 
· Improving the existing arrangements for community management of public assets to ensure all communities receive the support they need. 



4
Benefits of successful community management of public assets

4.1 The Council’s physical assets include land, buildings and other structures used for a variety of different social, community and public purposes. For some of these assets community management and ownership could deliver: 

4.1.1 Benefits to the local community, including:

· Building confidence and capacity

· Attracting new investment and reinvigorating the local economy

· Securing stronger, more cohesive and sustainable communities

4.1.2 Benefits to the Council and other public sector service providers
· Creation of a new partner able to tap into additional resources

· Ability to engage with a more cohesive local community

· New service provision complementing and augmenting statutory services

4.1.3 Benefits for the organisation taking ownership

· Financial security
· Increased recognition

· Power

· Management capacity and organisational development

· Having a secure base to expand and diversify

4.2 Public assets are rarely used by everyone: their ‘value’ being locked in to a particular use or a particular group of people. Changing ownership or management offers opportunities to extend the use of a building of piece of land, increasing its value in relation to the numbers of people that benefit and the range of opportunities it offers. Community-led ownership offers additional opportunities to secure resources within a local area and to empower local citizens and communities. 

4.3 Community management of assets will be put in place in order to promote the widest public benefit that can be achieved in relation to, for example: 

· Community empowerment
· Area-wide benefits

· Building the capacity of the third sector and encouraging a sustainable third sector

· Economic development and social enterprise

· Improvements to local services 

· Value for money



5
Background and context 

National

5.1 The ownership and the management of land and assets by community organisations is currently the focus of Government attention. Community asset ownership is increasingly seen as a means to achieve a range of key objectives, from promoting civil renewal, active citizenship and improving local services to tackling poverty and prompting economic regeneration – through developing social enterprise and supporting the growth of community anchor organisations. …
5.2 The 2006 Local Government White Paper confirmed the Government’s intention to increase opportunities for community asset ownership and management, and promoted asset transfer as part of a local authority’s ‘place-shaping’ role. It indicated that a fund would be established to help with this, later announced as the £30million Community Assets Fund managed by the Big Lottery Fund. 
5.3 ..The then Secretary of State at the Department for Communities and Local Government, Ruth Kelly MP, established a review in September 2006 to look a the powers, policies and barriers relating to the transfer of public assets to community organisations, headed by Barry Quirk…. 
5.4 The Quirk Review found that a careful increase in the community’s stake in an asset can bring a wide range of additional benefits for the community, the organisation receiving the asset and the local authority facilitating the transfer. The benefits of community ownership and management can outweigh risks and opportunity costs. 
5.5 Quirk believes that there are already a sufficient range of powers and policies to enable and encourage community control of public land and buildings. What is required is political will, managerial imagination and a more business-focussed approach by the public and voluntary sectors. 
5.6 One of the central problems regarding the transfer of public assets has been the onus on public sector bodies to secure the best use of their assets to meet their objectives. This is usually taken to mean disposing of surplus assets on the market at best price. …
5.7 However, local authorities have been given discretionary powers under the Local Government Act 1972 to dispose of land in any manner they wish and the government recognises that there may be circumstances where an authority considers it appropriate to dispose of land or property undervalue. The General Disposal Consent of 2003 grants local authorities the power to dispose of assets (freehold or leasehold) at less than best consideration within defined limits to secure the promotion or the improvement of the economic, social and environmental wellbeing of their area. Government advice indicates that any decision should be made by comparing the very tangible benefits of a market value disposal with the less tangible benefits a transfer may bring to the wider community. 
5.8 The Government’s Empowerment Action Plan 2007 includes actions relating to the transfer of assets and to a programme of support for community anchors, including the availability of further funding to support the development of anchors.  
5.9 Guidance to local authorities on asset management has not covered the potential opportunities offered by community asset transfer. However, since the publication of the Quirk Review this has begun to change with an increasing number of local authorities setting individual transfers within a strategic approach. The Framework for Local Authority Asset Management Planning published by Communities and Local Government in February 2008 (“Building on Strong Foundations”) now includes reference to community asset transfer and indicates how Central Government guidance is now effectively bringing the community empowerment and asset management agendas together. 

Local
5.10 Although the Council does not currently have a policy that covers community management specifically, we do have a policy for the way we manage properties owned by the Council, called the Corporate Asset Management Plan. 
5.11 There are a number of communities in Calderdale who currently manage public assets in their localities, such as Waring Green Community Centre in Brighouse, which is leased from the Council but managed directly by the community for the benefit of the community. 

5.12 There are also a number of community groups who want to play more of a role in managing the assets in their towns and villages, such as the Hebden Bridge Partnership, which is looking at the Hebden Bridge Council Offices. 

6 Principles
These are the things that we believe about community management of public assets. They explain why we think we need this policy, and how we think this policy should work. We will try not to do anything in this policy that disagrees with these principles. 
6.1 Public assets owned by the Council and the community are a major strength and resource for our borough. They can be an important tool in helping to meet the Council’s overall objectives.
6.2 The Council is committed to involving local residents in the planning, shaping and delivery of services wherever possible. We are committed to ensuring that local residents can take responsibility for developing their own solutions to the challenges they face. 

6.3 The Council recognises the opportunities offered by community management of assets, as well as the risks. 

6.4 The Council is committed to ensuring that quality services are available to all communities within the borough. 


6.5 All public assets, managed by the Council or the community, should be open and accessible to all. They should meet our standards around equality and diversity, so that all communities feel welcome and can be actively involved. 

6.6 Any community groups who want to play a more active role in the management of their local public assets should be able to access information about this policy. There will be a named contact for enquiries, available online and through the Contact Centre. 



7
The Spectrum of Community Involvement in Council Assets 
7.1 There has been a lot of discussion and publicity about transfer of assets. People often understand this to mean where the Council gives a building or a piece of land to a community group, usually for little or no money. 
7.2 This policy is not just about that kind of asset transfer. 
7.3 We believe that different communities in different areas need different kinds of relationships with us, to help manage property in the best way. 
7.4 We think there is a range of different types of arrangement, which may suit different groups. This policy aims to get communities the right kind of community management. It is not just about transferring assets. 
7.5 Instead of just talking about asset transfer, we want to talk about a spectrum of management. This helps us to think about what is involved in each kind of  management arrangement. 
7.6 The diagram below shows what we mean by this spectrum of management. 

	Hourly/daily hire
	Short term lease
	Long term lease
	Freehold transfer

	Where a community hires part of a building or some land owned by the Council for a specific purpose, for a limited amount of time. They will be consulted as users, but not involved directly in management. 
	Anything from a few months to 5-10 years. Usually gives responsibility for internal maintenance and decoration etc to the community group.
	Can be up to 99 years. Most of the responsibility goes to the community group, and they can use this lease to raise money more easily and from more sources than a short term lease
	The ownership of the property passes entirely to the community group. The Council has no rights or responsibilities over the building at all. 

	
	
	
	

	e.g Sports hall at North Bridge Leisure Centre
	Example?
	Example?
	Example?

	
	
	
	

	Level of community autonomy*

	Very low
	
	
	Very high

	

	How much capacity does the group need (e.g. skills, staff, time, ability to raise money)

	Very low
	
	
	Very high

	
	
	
	

	What are the risks to the Council? **

	Very low
	
	
	Very high

	
	
	
	

	What are the risks to the community group? **

	Very low
	
	
	Very high


*ie, how much independence does the community group have? How much control do they have over the building, and how much do they have to consult the Council before they do anything? Low autonomy means the community group does not have any independence and has to consult the Council about doing anything in the building. High autonomy means that they are very independent and do not have to consult the Council at all. 


** This just shows what tends to be higher risk, and what tends to be lower risk. All situations are different, so this only gives a general indication. 

7.7 Within each category, there will also be different arrangements. For example, we can lease buildings at full market price, at a reduced rent, at a peppercorn rent (e.g. a nominal amount like £1 per year) or for free. When drawing up a lease we can decide who is responsible for decorating inside, how often it has to be done etc.

7.8 Different arrangements may be right at different times. For example, a group currently on a short term lease with us may decide that they need a long term lease. We may want to move from a lease to a freehold arrangement in the future. 


8 Outline of Evaluation Framework
8.1 In order to help us decide which kind of management arrangement is best for each situation, we will draw up an evaluation framework.

8.2 This framework will help the Council and community groups look at the kind of issues that will affect successful community management, and will cover:
· Evaluation of the building under consideration:
There will be some criteria around the kind of building that we will consider for community management. Eg: physical condition, current usage, civic importance. 

If we have a building that is already used to capacity, where we are delivering priority Council services, that does not need external investment because its physical condition is good enough, and that is important to our identity as a borough, then it would be unlikely that we would consider it for transfer into community management on a long lease or into community ownership. 

This evaluation will link into the Corporate Asset Management Plan. 

· Evaluation of the community group:

This would cover issues like capacity, sustainability, long term plans etc. We would look to use a recognised quality system to help us make these judgements. There is a specific quality scheme for community groups running buildings called VISIBLE we will look at using. 
· Evaluation of the impact on the wider community and on our objectives: 

This will involve thinking about how the building is used now, and how the community group plan to use it in the future. We will need to sure that the community as a whole will be gaining from the new arrangements, not losing out. 

We will also look at how this fits into our other strategic plans and objectives. Ideas that help us to achieve our overall priorities will have more chance of success. 

· Evaluation of risk: 

This will look at financial and legal risk, for the Council, but also for the other parties involved. Where there is risk, we will look at how we can manage or mitigate it. 

· Evaluation of financial impact:

This will involve looking at how much it would cost us to put the idea into practice, and what we will get back in return, both in terms of money, increased services and other benefits. 

In some cases, we might have identified a building for disposal, and a community group would like us to transfer it to them. Disposal usually means selling it at the best price we can get on the open market, but it can also mean transferring it to a community group, either at a reduced rate or for free. If we do this rather than sell it at market price, this will have a financial impact. We will have to think about how much we would have got at market value, and how this money would have been used. 

8.3 The detailed evaluation framework will be published in full later this year.



8
Key Stages in the Community Management Process

8.1 Each situation will be considered individually, and on its own merits, but will follow the same overall process: 

	Stage 
	Who is responsible

	Identify need/ opportunity

This might be a need for new services, or a need to change the way a particular building is used, or it might be an opportunity that arises because we have changed the way we deliver a service or because external funding has become available.
It might be because we have identified a property for disposal, but we think that a community group might want it.

	This can come: 

-directly from the community, from an existing group or some individuals who want to form a new group

-from Ward Councillors

-through community engagement structures like the Area Forum which ask residents for their ideas and views 

-from Council officers

	Central record made of the need/ opportunity

This gives the Council a chance to record the request/idea, and to make sure that all Council services affected are informed.

	Community Asset Management Lead (this will be a named officer who will be the main point of contact for all enquiries about this process)

	Idea assessed against the Evaluation Criteria
	Community Asset Management Lead and community group, with support from other Directorates, particularly Legal and Estates


	Agree with community group the kind of arrangement to propose:
	Community Asset Management Lead

	· hourly rental/ short term lease:
refer back to service that owns the building and Estates

(standard lease then negotiated with them – no need for Member decision)
	

	· long term lease: at market price

refer back to the service that owns the building and Estates

(standard lease then negotiated with them – no need for Member decision)
	

	· short term lease/ long term lease at less than market value

report to Members needed
This may involved wider consultation with the community and other stakeholders
	

	· freehold transfer

report to Members (including heads of terms to be negotiated with community group)
This may involve wider consultation particularly if disposal/transfer is being considered. 
	

	- Decision on lease/transfer
	Cabinet


9 Glossary
· Freehold

This means owning the property outright (i.e. not leased from another organisation). 
· asset transfer

When the Council (or another public body) passes ownership of a building to another organisation. 

It usually means transferring freehold ownership (i.e. so that the new organisation owns it outright) but it can also be used to mean setting up a very long term lease. For example, the Council can lease a building on a 99 year lease. In many ways, this gives the community organisation the same benefits as full ownership, e.g. they might be able to take out a mortgage, or borrow against the value of the building. 

It does not necessary mean transferring the building for free. Sometimes there might be a nominal payment (of £1, for example) or something more substantial. 

In most cases, it would not mean just a normal sale at market value though. 

· public assets

These are the buildings, land and other property that the Council and other public sector bodies own. This is a Council policy, so it only refers to Council buildings, land and property. 

Most of the time, we are talking about buildings, but there are occasions where the community might want to take over a piece of land.

· Lease
The formal legal agreement between the Council who owns the asset, and the community group who want to manage it. 

A lease can be short term (1 – 5 years) or much longer. In some cases, we are considering very long leases of up to 99 years. Over 30 years is usually considered a long lease. 

· civil renewal

“Civil renewal concerns how government and people can work together to make life better.

It involves more people being able to influence decisions about their communities and taking responsibility for tackling local problems rather than expecting others to.

There are three essential ingredients to civil renewal:

1. Active citizens: people with the motivation, skills and confidence to speak up for their communities and say what improvements are needed.

2. Strengthened communites: community groups with the capability and resources to bring people together to work out shared solutions.

3. Partnership with public bodies: public bodies willing and able to work as partners with local people.”
Taken from the website for the Department of Culture, Media and Sport

· community anchor

Community anchors are organisations that play a central role in their local community, particularly for local voluntary and community groups. Usually, they have a physical base which they use to provide services, provided by them and/or by other third sector or public sector organisations. Community anchors respond to their community’s needs and are led by the community themselves, rather than imposing ideas and solutions from outside. 

· place shaping role

‘Place shaping’ is seen as the responsibility of local government and all the local partners in the public, voluntary and business sectors. It is about creating attractive, prosperous, vibrant, safe and strong communities where people want to live, work and do business.

(Taken from the I&Dea Ideas and Development Association website)

· Department for Communities and Local Government/ Communities and Local Government

The central government department that has responsibility for how local government works. 
 What do you think of these aims and objectives? Do you agree that these aims are worthwhile, and will address a need in Calderdale? 





What do you think about these principles? Is there anything you would like to see added? 





What do you think about this description of the different ways that people get involved in using and managing public assets? 


Do you think we have missed any kinds of management arrangements? 


Would you suggest any changes to this description? 








Is there anything else you think our evaluation criteria should cover? Is there anything that you think we should specifically think about when we draw up the detailed evaluation framework? 


















































































































































Are there any other benefits you can think of? 





Contact:	Sarah Manfredi


Tel:		01422 393271


Email:		� HYPERLINK "mailto:sarah.manfredi@calderdale.gov.uk" �sarah.manfredi@calderdale.gov.uk�	


Address:	Community Services, Northgate House,


		Northgate, Halifax, HX1 1UN








� Most of this document is taken from model outline produced by the DTA, called “Model outline asset transfer strategy and policy statement”. As well as using their structure, where we have quoted directly from this DTA document, there will be a note at the bottom of the page saying “DTA Model”. We have also used documents produced by Kirklees Council. 


� DTA Model


� DTA Model 
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