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Purpose of the report: 
The effective management of the council’s property is important to maximise the benefit of 
the assets held on behalf of the communities of the city.  This report sets out the current 
arrangements and why change is necessary to improve the contribution to council 
priorities. 
 
RECOMMENDATION for Cabinet approval: 
1. Agree the vision for property set out in the report as the basis for future 

decision making relating to property matters. 
 
2. Agree the principles set out in the report which should guide all future activity 

relating to property matters. 
 
3. Note the new management arrangements being introduced to ensure a more 

coherent approach to property management across the organisation. 
 
The proposal: 
The way council land and property is managed has been the subject of debate for 
sometime.  We currently do not have a clear statement of what we are trying to achieve 
through our land and property portfolio and the management arrangements are the result 
of reorganisations based on pragmatism rather than clear organisational rationale. 
 
This report sets out the work which has taken place over the last few months to tackle 
these shortcomings and the proposed way forward. Specifically the report sets out a clear 
strategic vision which should guide all future decision making.  This vision is supported by 
a number of principles which should the basis upon which future operational decisions are 
taken. 



 
The report also outlines a new management structure which creates a new “Corporate 
Landlord” function.  This change is imperative to ensuring a more coherent organisational 
approach to managing property. 
 
Work Undertaken 
The property portfolio owned by Bristol City Council has a value of around £2billion.  Many 
different types of property are held ranging from council owned dwellings, schools, 
community buildings and the offices from which council services are provided.  The City 
Council is one of the largest landowners in the city and as such is in a prime position to 
influence outcomes which meet strategic objectives to improve the lives of the 
communities of Bristol.   
 
In a period of economic challenge when private developers may be reluctant to progress 
individual schemes, the use of council owned land and buildings can be important to 
stimulate regeneration. This is also an important element to consider when outlining a 
property strategy. 
 
As there are many different views about the current arrangements it was important to 
return to first principles to identify a clear future strategy. The first step was to clearly 
identify current activity.  This can be categorised into three areas: 
 

1. An owner of a significant portfolio of land and buildings. 
2. A landlord of 28,000 council houses. 
3. Influencing regeneration outcomes through partnerships with external agencies, 

such as the Homes and Communities Agency and working with private developers. 
To do this effectively the council needs better skills to bring schemes to the market 
in a way which inspires confidence and delivers the regeneration priorities across 
the city. 

 
Internally the management arrangements mirror these activity areas. 
 

• Corporate Property function – part of the Corporate Services Directorate.  
This team manages the commercial portfolio which generates circa 
£13million to support the general fund budget.  This team also leads on 
corporate asset management and manages the disposal of any property 
declared surplus to requirements. 

• Major Projects – part of the City Development/Neighbourhoods Directorate. 
This team manages the delivery of the significant projects across the city, 
such as the major transport schemes and regeneration schemes such as 
Knowle West.  It also includes the Building Practice team which undertakes 
repairs and maintenance of council buildings, undertakes minor capital 
works, provides a surveying practice and oversees energy management 
within council owned buildings.  

• Landlord Services – part of the City Development/Neighbourhoods 
Directorate. This team manages and maintains the council housing stock of 
28,000. 

• Strategic Housing team – part of the City Development/Neighbourhoods 
Directorate.  This team oversees all the housing activity excluding the 
management of the council housing stock.  This involves setting out a 
strategy for the delivery of affordable housing within the city, which involves 
liaison with the Homes and Community Agency, Private Social Landlords 



e.g. Housing Associations and working with private developers to ensure 
new housing schemes provide adequate affordable housing in line with 
agreed planning policy. 

 
With these current arrangements in mind two streams of work were identified as part of the 
task to refocus the council’s property management: 

 
1. Objectives – the first step is to establish a clear idea of why we hold our portfolio 

and the opportunity it offers to deliver the priorities of the Council.  Without this 
clarity it will always be difficult to have a property function which delivers the most 
effective outcomes. 

2. Management Arrangements – current management arrangements are very 
dispersed with no clear structure to manage the entire portfolio.  This has led to 
duplication of activity and a lack of corporate approach to issues such as asset 
management.  It has also led to significant criticism from external parties who do 
not experience a coherent approach to property within the council. 

 
The remainder of this report sets out the specific activities undertaken for each of these 
workstreams: 
 
Objectives 
The first task was to outline a vision for holding a portfolio.  This is set out below: 
 

“Through the ownership of a wide range of assets, Bristol City Council will promote 
sustainable development to meet the social and economic needs of our 
communities.” 

 
To ensure this vision can be a meaningful to guide future activity a number of supporting 
principles have also been proposed which are set out below. 

• The Council's property assets are currently valued at circa £2 billion and cover 
nearly 40% of the city. This includes property we hold for our own use, our council 
housing stock of 28,000 properties, assets such as schools which support our 
functions and land held which has either been declared surplus to our requirements 
or is held for investment purposes.  

• In addition to producing both revenue and capital, this large asset base also 
enables focus on other key areas of importance such as economic development, 
quality and affordable housing. 

• The council needs to reconcile the need to provide new housing, employment and 
associated infrastructure together with suitable and sufficient supporting community 
infrastructure. In this regard, there is a critical need to engage with local 
communities in drawing up plans which are aimed at addressing local needs as well 
as strategic citywide objectives.  

• A coordinated, corporate approach across the Council is needed to develop these 
opportunities and to obtain the best possible outcome for the city and Council Tax 
payers. In particular the Council should agree a mechanism for the development of 
a corporate approach to asset management, which is coherent and consistent 
across the Council, allowing for strong robust arrangements for effective corporate 
oversight of the full asset base. 

• The Council should implement processes to ensure asset management across the 
Council is clearly linked to the Corporate and Directorate Objectives. 



• Where appropriate make more effective use of borrowing in order to enhance the 
value of Council assets and enable development to proceed. 

• Be more outward looking in its approach to property and develop closer links with 
the private sector and local communities in order to improve VFM across the 
Council's asset base. 

• The Council should continue to sweat its commercial property assets in accordance 
with the agreed strategy for the Investment property portfolio, provide a “corporate 
challenge” on the use of its operational property and continue to review and 
rationalise its surplus property to provide best VFM for its citizens.  

• The Council must ensure all internal management arrangements lead to a holistic 
approach to maximise the potential value of land assets. 

 
Cabinet is asked to consider the vision and principles outlined above and agree these as 
the basis for all future activity. 
 
Management Arrangements 
Currently management responsibility for the property portfolio is split between teams in the 
Neighbourhoods/City Development Directorate and the Corporate Services Directorate.  
This has led to a lack of coordination with some potential duplication of effort.   
 
The area of greatest overlap which leads to this lack of co-ordination is between the 
current Corporate Property and Building Practice teams.  In many other organisations 
these activities are managed together as a “Corporate Landlord” function.  This is the 
model we now propose to create within Bristol City Council, based in the Corporate 
Services directorate.  A study was commissioned to evaluate the best way to create this 
new structure.  The report has now been completed and the main issues highlighted as 
follows: 
 

• We have a technically skilled workforce with good local knowledge of assets. 
• There is no clarity of purpose and no clear vision outlining why the council owns 

assets and what they are held to achieve. 
• More commercial experience is required to raise potential value of our asset 

base and successfully engage with the private sector. 
• Key functions and projects are carried out in isolation and asset holdings are 

reviewed in isolation. 
• Innovation is lacking to create benefit from assets. 

 
The Corporate Landlord function would have the following purpose and deliver the 
following benefits: 

1. Ensure a “One Council” approach to Bristol’s buildings and land assets to 
optimise best value property solutions whilst improving services to communities 
within the city. 

2. Asset management would be driven and owned corporately not by individual 
directorates but specialist expertise and needs should be recognised. 

 
A new organisational structure is in preparation and will be implemented through the 
agreed managing change policy.  Moving to this new Corporate Landlord structure will 
address the shortcomings identified in current arrangements and deliver the savings 
outlined in the budget proposals for 2012/13. 
 
 



With these new arrangements in place three issues remain – Major Projects, Landlord 
Services and Strategic Housing. 
 
The study did not include any consideration of the Housing Landlord and Strategic 
Housing functions as current management arrangements are working well. 
 
The remaining issue is Major Projects.  The Building Practice team element will form part 
of the new Corporate Landlord. The remaining elements are the engineering practice, 
management of the city docks and management of major projects.  It is this final area of 
activity – management of major projects – which has been the subject of debate.  This 
report does not deal directly with this team although it is recognised that further 
discussions need to take place. In particular these further discussions need to consider the 
best way to manage the separate elements of regeneration – the initial visioning through to 
the project management of individual schemes. 
 
In terms of property management the biggest issue has been the lack of co-ordination 
within the organisation.  By adopting the approach outlined above the council will have a 
much clearer framework in place to outline the objectives for holding our assets and our 
future strategy as well as much more co-ordinated managerial approach which will reduce 
costs and improve strategic management.  
 
Consultation and scrutiny input: 
Cllr Anthony Negus – Executive Member for Housing, Property and Regeneration 
Corporate Property team 
Building Practice team 
Graham Sims – Strategic Director (City Development & Neighbourhoods) 
 
Other options considered: 
In relation to the management arrangements other options considered were: 

1. Maintain status quo.  This wasn’t considered appropriate as this would maintain the 
disaggregated approach to property management which is at the heart of current 
shortcomings. 

2. Combine Corporate Property with the whole of Major Projects.  This option was not 
taken forward as this would not provide an adequate focus on property 
management. 

 
Risk management / assessment:  
 

FIGURE 1 
The risks associated with the implementation of the decision : 

INHERENT 
RISK 

 
(Before controls)

CURRENT  
RISK 

 
(After controls)

No. RISK 
 
 
Threat to achievement of the key 
objectives of the report Impact Probability 

RISK CONTROL MEASURES 
 
 
Mitigation (ie controls) and Evaluation 
(ie effectiveness of mitigation) Impact Probability 

RISK OWNER 

1 No agreement on vision for 
maximising value of assets. 

High Medium A clear statement has been set out in 
the report. 

High Low Will Godfrey 

2 Inability to implement new 
managerial arrangements. 

High Medium Detailed consultation has been 
conducted and the new arrangements 
will be managed in accordance with 
agreed policies 

High  Low Will Godfrey 

 
 
 



 
 
 
 

FIGURE 2 
The risks associated with not implementing the (subject) decision:  

INHERENT 
RISK 

 
(Before controls)

CURRENT 
RISK 

 
(After controls)

No. RISK 
 
 
Threat to achievement of the key 
objectives of the report Impact Probability 

RISK CONTROL MEASURES 
 
 
Mitigation (ie controls) and Evaluation 
(ie effectiveness of mitigation) Impact Probability 

RISK OWNER 

1 Continued lack of co-ordination of 
management of property. 

High High Improved working relationships 
between different teams. 

High  Medium Will Godfrey/ 
Graham Sims. 

2 Non delivery of savings plans  High  High Would have to secure alternative 
savings from other activities. 

High  Medium Cabinet 

 
 
Public sector equality duties:  
Before making a decision, section 149 of the Equality Act 2010 requires that each 
decision-maker considers the need to promote equality for persons with the following 
“protected characteristics”: age, disability, gender reassignment, pregnancy and maternity, 
race, religion or belief, sex, sexual orientation.  Each decision-maker must, therefore, have 
due regard to the need to: 
i) eliminate discrimination, harassment, victimisation and any other conduct prohibited 
under the Equality Act 2010. 
ii) advance equality of opportunity between persons who share a relevant protected 
characteristic and those do not share it.  This involves having due regard, in particular, to 
the need to: 
- remove or minimise disadvantage suffered by persons who share a relevant protected 
characteristic. 
- take steps to meet the needs of persons who share a relevant protected characteristic 
that are different from the needs of people who do not share it (in relation to disabled 
people, this includes, in particular, steps to take account of disabled persons' disabilities); 
- encourage persons who share a protected characteristic to participate in public life or in 
any other activity in which participation by such persons is disproportionately low. 
iii) foster good relations between persons who share a relevant protected characteristic 
and those who do not share it.  This involves having due regard, in particular, to the need 
to tackle prejudice and promote understanding. 
 
Initially the main impact will be upon employees as the new organisational arrangements 
are put in place.  Once formal consultation commences a full equalities impact assessment 
will be carried out and the any changes made will be done through the agreed policies and 
procedures. 
 
As the council takes a more proactive approach to managing property we will need to 
ensure issues relating to the specific needs of the different communities across the city are 
fully assessed.  For instance community asset transfers should follow the agreed policy 
which requires appropriate consideration of all equality issues. 
 
Eco impact assessment:  
 
The management of council land and property has a wide range of environmental impacts, 
which have the potential to be positive or negative.  The Council's vision for holding a 



portfolio includes a specific commitment to promote sustainable development.  As this 
commitment is translated into consistent corporate environmental standards then this will 
result in an environmental improvement. 
 
Resource and legal implications: 
 
a. Financial (revenue) implications: 
 
Budget proposals assume a £300k saving by March 2014 from a more cohesive Property 
function. These proposals will assist in the delivery of these savings. 
Any redundancy costs will be funded from the Corporate reserve. 
 

Advice given by  Steve Skinner, Finance Business Partner 
Date   8.12.11 
 
 
b. Financial (capital) implications: 
 
None 
 
Advice given by  Steve Skinner, Finance Business Partner 
Date   8.12.11 
 
 
c. Legal implications: 
 
The recommendations are well reasoned and lawful.  They would assist the council in 
performing its statutory duties by ensuring that relevant considerations are taken into 
account when decisions are taken on property. 
 
Advice given by  Stephen McNamara, Service Director – Legal Services 
Date   8.12.11 
 
 
d. Human resources implications: 
 
Any employee implications arising from any proposed change programme should be 
identified at an early stage and addressed as appropriate through an equalities impact 
assessment.  Change will also be managed in accordance with the Council's HR Policies 
and Procedures.  
 
Advice given by  Rachel Falla, HR Business Partner  
Date   21.12.11 
 
 
Appendices: 
 
Access to information (background papers): none 
 
 
 
 
 
 




