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1.

Introduction

1.1

1.2

1.3

1.4

This Capital Strategy is intended to outline the principles followed by Gravesham
Borough Council in its approach to capital investment over the long-term. It sets out the
framework within which the council will plan, procure, prioritise and manage its capital
investment and financing decisions in support of the delivery of the council’s priorities, as
set out in the Corporate Plan 2019-2023, and has intrinsic links to the Treasury
Management Strategy of the council.

The Local Government Finance Act 2003 provides the statutory framework for the
consideration of affordability in the council’s capital investment decisions, taking into
account both initial capital investment and ongoing revenue implications of the capital
investment activity. Capital projects undertaken by the council will primarily focus on
those, which deliver long-term economic benefits to the borough and/or generate
beneficial financial returns that will contribute to maintaining its ongoing financial
sustainability.

The strategy has been developed by the Financial Services Team in conjunction with
Housing colleagues and representatives of the Asset Management Group (AMG), which
is chaired by the Director (Communities) and works corporately to promote good practice
in Asset Management.

The strategy will be reviewed at least annually to ensure it remains fit for purpose and in
line with other key strategic documents of the council. Minor updates will be made to the
document with the agreement of the S151 Officer. Any material updates will be
presented to Full Council for adoption.



2. Corporate Priorities and links to other strategic documents

2.1

2.2

2.3
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2.5

2.6

The council’s Constitution provides the Framework for how the council operates, how
decisions are made and the procedures that are to be followed to ensure that these are
efficient, transparent and accountable to local people. The Constitution contains specific
references to how capital investment planning decisions should be taken.

The Corporate Plan is the key document for setting the strategic direction of the council.
The plan is developed through consideration of local priorities, understanding the key
community characteristics of the borough, consultation with residents, businesses and
key stakeholders in the borough and government policies. The Corporate Plan 2019-
2023: Delivering a Gravesham to be proud of was adopted by Full Council in October
2019 and set the thee strategic objectives of the council as being:

People: a proud community; where residents can call a safe, clean borough their home.

Place: a dynamic borough; defined by a vibrant and productive local economy taking
advantage of growth in the area, supported by its strong and active community.

Progress: an entrepreneurial authority; commercial in outlook and committed to
continuous service improvement, underpinned by a skilled workforce and strong
governance environment.

Each council department is required to prepare an annual Business Plan to demonstrate
how its activity in the forthcoming year contributes to the delivery of the Corporate Plan
objectives. The Business Planning template identifies where projects to be undertaken
during the year are likely to require capital investment.

The Medium Term Financial Strategy (MTFS) sets out how the council will plan for and
meet the financial challenges it faces over the medium term as a means of delivering a
robust and stable financial basis on which to deliver quality council services. The council
recognises the importance of ensuring that its increasingly limited revenue and capital
resources are aligned with key policy priorities.

The Treasury Management Strategy documents how the council will manage its cash
flows and investment transactions and seek to effectively control the risks associated with
such activities in the pursuit of optimum performance consistent with those risks. The
strategy also sets out how the council will make use of external professional advisors and
ensure that the knowledge and skills of officers and Members involved in such activity are
maintained. The Capital Strategy will seek to determine the borrowing need of the
council, with this informing long term cash planning and therefore the treasury
management activity of the council.

The Housing Strategy shows how the council and its partners will work together to
address the borough’s housing needs and includes specific priorities to improve the
quality of housing in both the private and public sector and to maximise the supply of
affordable housing. This is intrinsically linked to the Housing Development Strategy,
which identifies how the council intends to add to its housing stock and the types of
homes the council aims to deliver. Historically, expenditure on the council’s housing
stock had represented the largest element of the council’s capital investment programme.
In more recent years, focus has been on maintaining the standard of the council’s
housing stock and delivering the council’'s commitment to delivering new council housing
units.



2.7

2.8

2.9

2.10

The corporate Property Strategy presents a framework for the strategic management of
the council’s non-dwelling property assets. The principle objectives of the Property
Strategy are:

e To provide members and senior management with a source of reference for
property related assets.

e To retain, increase and develop new sources of income from assets.

e To provide a financial return through its investment portfolio and sales of surplus
assets.

e To support a programmed, planned maintenance programme.

e To assist Housing Development with the council’s new build housing development
programme.

e To support adequate and appropriate accommodation for services

e To assist with the delivery of major projects (e.g. Fleet Leisure and Heritage
Quarter).

The Property Acquisition Strategy provides a framework for purchasing commercial
property assets as a way of securing a better total return (i.e. from both income and
capital appreciation) than cash investments, whilst still maintaining a high level of
security.

The IT Strategy details how Information and Communication Technology (ICT) can be
applied and developed to support the delivery of the Corporate Plan, the transformation
agenda of the council and drive service improvement by enabling change and
efficiencies.

The Digital Strategy supports the customer service and access strategy of the council
and aims to expand the service delivery options by providing and encouraging customers
to use the most convenient and cost-effective digital contact channels, where
appropriate.



3. Capital Expenditure

3.1 Capital expenditure involves the acquisition, creation or enhancement of fixed assets such
as land, buildings or equipment, which have a long-term value to the council. Such assets
support the delivery of council services over the long term and create ongoing financial
commitments to the council, either through capital financing requirements or ongoing
revenue costs. The council uses the following classification of assets:

Asset Classification

Asset Type Examples

Property, Plant and Equipment

Council dwellings

Land and buildings

Vehicles, plant and equipment

Infrastructure assets (e.g. paths, street furniture)

Community Assets (e.g. parks and open spaces,
allotment sites)

Assets Under Construction

Intangible Assets

IT Software

Investment Properties

Properties principally held by the council to
provide a revenue income stream/capital
appreciation

Heritage Assets

Assets of historic or cultural interest to the
borough (e.g. statues, monuments, civic
regalia)

Assets Held for Sale

Assets that are being actively marketed for
disposal

3.2  The council applies a de minimis level of £12,000 for individual items to be charged as
capital expenditure. Items below this level are charged to revenue in the year that the

expenditure is incurred.




4. Capital Expenditure and Treasury Management Investments

41

4.2

4.3

Treasury Management investments take place as a consequence of the council’s cash
flows and debt management activity and will seek to maximise the return on the cash
balances held by the council until this is required for use in the delivery of council
business.

The council’s treasury management investment priorities will be security first, liquidity
second and then return. The management of these activities is documented in the
Treasury Management Strategy and the Annual Investment Strategy.

The council’s Annual Investment Strategy recognises that the council may, from time to
time, make investment decisions as part of its policy decision making process or to help it
fulfil its strategic objectives. Such decisions will be subject to due diligence checks but
will be classified as a service investment (and capital expenditure) rather than a treasury
management investment. At the time of preparing this strategy the council had interests
in two such service investments:

¢ Municipal Bonds Agency (MBA) — established by the Local Government
Association (LGA) to provide councils with the opportunity to raise funds at
significantly lower rates than those offered by the Public Works Loan Board
(PWLB).

¢ Commercial acquisitions — assets purchased under the council’'s Property
Acquisition Strategy with the intention of generating a revenue income stream
for the council.



5. Commercial Activity and Property Investment Decisions

5.1

5.2

5.3

5.4

5.5

5.6

During 2022/23, the council will continue its programme of activity to develop new ways
of working and create new income streams through trading operations. Any council
investment in specific trading operations will be subject to developed business cases,
supported by independent technical, legal, risk management and financial advice as
required. Ongoing performance of these operations will be monitored by the council to
ensure that they continue to operate within the parameters set by the council as primary
shareholder.

Commercial property investment decisions are directed by the requirements of the
Property Acquisition Strategy. The strategy forms part of the council’s overall activity to
proactively respond to ongoing pressures on local government funding and sets the
principal criteria for selecting investable property assets.

Funding of £26.2m was approved by Full Council for implementation of the strategy. The
powers to acquire or dispose of properties purchased under the strategy have been
delegated to the Chief Executive or Director (Corporate Services), supported by a cross-
political party working group advised by the Chief Executive, Director (Corporate
Services) and the Monitoring Officer. As appropriate, independent external professional
advice is sought as part of the due diligence arrangements in evaluating potential
acquisitions. These arrangements ensure that appropriate governance arrangements are
in place whilst also reflecting the need for the council to be able to respond quickly in the
event of a suitable property coming to market.

Any decisions made by the Chief Executive or Director (Corporate Services) are reported
to the next meeting of the Cabinet for information purposes. Monitoring of activity under
the strategy will be reported to Cabinet and the Finance & Audit Committee through
budget monitoring reports, specific reports on the performance of the council’s property
investment portfolio and through the council’s Performance Management Framework and
Treasury Management Indicators.

The council has recognised that its decisions to invest in commercial property will expose
it to fluctuations in the commercial property market. To this end, the council has
established a Commercial Income Protection Reserve intended to meet any maintenance
and upkeep requirements of assets purchased under the Property Acquisition Strategy or
to smooth the impact on the General Fund revenue budget of any unplanned void
periods. The Reserve is valued at 25% of the Rental Income reflected in the Medium
Term Financial Plan.

There have been increasing indications from the Government over the last year that
some local authorities may become overly dependent on commercial income as a source
of revenue for delivering statutory services. In November 2020 HM Treasury published
new PWLB lending criteria prohibiting access to PWLB funding for three years where
councils undertook to buy investment assets. Furthermore, consultations are currently
being undertaken by CIPFA on the Prudential Code and Treasury Management Code of
Practice proposing that commercial activity should be the primary purpose of investment
decisions. The council will continue to keep abreast of developments in this area and
ensure its activity has due regard to the codified guidance in place at the time of any
decision.



6. Loans

6.1

6.2

The council has discretion to make loans for a number of reasons, but primarily for
economic development or furtherance of housing delivery to meet the needs of the
borough. Any such loans will be treated as capital expenditure.

In making loans the council will undertake appropriate due diligence to evaluate the
borrower and the risk of borrower default on repayment amounts, ensuring that loan
terms are reflective of this evaluation. As per the Constitution of the council, any decision
to issue a loan will be taken in accordance with the treasury management policies and
practices approved by Full Council.



7. Priority Areas for capital investment

7.1

7.2

The council recognises the importance of strategic consideration of capital project
proposals as a means of prioritising the limited capital resources it has whilst ensuring
the availability of resources so that essential assets continue to be provided and
maintained.

General Fund

The financial resources available to meet corporate priorities are constrained in the

current economic and political climate. Central government support for capital investment

has reduced significantly over recent years, and the council recognises that capital
investment will increasingly need to rely more on internal resources or through the

council pursuing capital projects which are either self-sustaining or generate positive
returns, both in terms of meeting corporate objectives and producing revenue savings.

7.3  The council’s capital investment priorities for the General Fund will be:

Corporate Property Assets — the council has a land and property portfolio valued
at some £46m at 31 March 2021, (subject to external audit validation) which is
subject to periodic review by Property Services and the Asset Management Group
to ensure that these assets continue to support the delivery on council services
over the long term. The council has established a maintenance programme to
support its key property assets which considers both capital and revenue
requirements to ensure that these assets remain operational. Where acquisition or
disposal of land or property assets is recommended, this will be actioned in
accordance with the Property Strategy.

Sustainability of the council — the council will seek to invest in capital projects
that support the sustainability of the council and the borough over the longer term.

Regeneration Investment — the council will seek to invest in capital projects that
support longer term economic growth and place shaping. This will include the
acquisition of strategic sites for the purpose of delivering such projects.

Website Content Management System — a new cloud based website content
management system, which will provide greater resilience; less technical overhead
and maintenance; more robust disaster recovery and a redesigned website.

7.4  The following material investments are planned to take place between 2021 and 2026:

Vehicle Fleet — investment will continue to be made in the council’s waste &
recycling, repairs & maintenance and grounds maintenance fleets to support the
ongoing delivery of these services to the borough and its residents.

Land Development — master planning exercises are underway to develop council-
owned land assets in Gravesend Town Centre, at Dering Way and at the Brookvale
Depot to support the delivery of much needed economic development and housing
within the borough. Schemes included are the redevelopment of area within the
Town Centre, including The Charter delivered through the Council’s Trading
Company Rosherville Ltd.

New Leisure Centre — budget to fund the build costs of a new leisure centre in the
Borough.
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7.5

7.6

7.7

Housing Revenue Account

The financial resources available to meet corporate priorities are constrained in the
current economic and political climate. Central government support for capital investment
has reduced significantly over recent years, and the council recognises that capital
investment will increasingly need to rely more on internal resources or through the
council pursuing capital projects which are either self-sustaining or generate positive
returns, both in terms of meeting corporate objectives and producing revenue savings.

The council’s capital investment priorities for the Housing Revenue Account will be:

Council Dwellings — the council has dwellings portfolio valued at some £409m at
31 March 2021, (subject to external audit validation). As a Landlord, the council
has a responsibility to ensure that the dwellings it provides are fit for purpose and
maintained to a decent standard. Where acquisition or disposal of dwellings is
recommended, this will be actioned in accordance with the approved Housing
Development Strategy. Investment in the council housing stock ensures properties
remain lettable, helping to secure and sustain the rental income, which
fundamentally ensures the viability of the HRA. The council undertakes a
programme of stock condition surveys to ascertain the status of its housing stock
and inform both capital and revenue expenditure requirements over the next 30
years to ensure the stock is sufficiently maintained.

New Build and Acquisitions — The council will be looking to continue the
programme set out in 2021-22, which has been severely impacted by COVID-19
pandemic. The programme utilises the ‘1-4-1’ receipts generated from the sale of
council dwellings though the Right to Buy (RTB) scheme, which from April 2021 are
to be used to meet 40% on the cost of eligible new build schemes and dwelling
acquisitions. This investment helps to deliver housing to meet the needs of the
borough, as well as offsetting the loss of housing stock and associated rent income
loss from sales through RTB.

Alleyways - A new project targeted at providing a deep clean of alleyways to
improve the local environment for residents and enable better access to properties
is included in the capital programme for 2022-23. The project will target the most
challenging areas first and will include working with residents to determine
opportunities and the desire for alley gates to help keep alleyways free from
rubbish and fly tipping. To help enable this work to improve the quality of the local
environment and also contribute to our climate change objectives, a new electric
rubbish collection vehicle will be procured for this initiative. £105K has been
provided for this scheme.

Fire doors to flats — Following the Grenfell tragedy and advice distributed by
Government, a risk assessed programme has been developed to replace fire
doors.

The following material investments are planned to take place between 2022 and 2027:

Maintenance of existing dwelling stock — delivery of a programme of works
focused on the replacement and improvement of elements within dwellings and
ensuring the health & safety of our tenants.

11



¢ New Build and Acquisitions — investing in the expansion of the council housing
stock for the purpose of delivering further affordable housing for use by residents of
the borough.

12



Sources of Capital Funding

7.8

7.9

Central government support for capital investment has reduced significantly over recent
years and financial resources available to meet corporate priorities continue to be
constrained in the current economic and political climate. There is a need, therefore, for
greater reliance to be placed on internal resources or external funding, including
borrowing, to fund capital investment. Decisions on capital investment will need to have
a greater focus on projects that are either self-sustaining or generate positive returns
both in terms of meeting corporate objectives and producing revenue savings.

The capital programme will be funded from the following principal sources:

¢ Central government - Grants may be allocated in relation to specific programmes
or projects, such as the Disabled Facilities Grant.

¢ Third Party funding - funding for capital projects may also be provided by quasi-
government sources, national organisations or other parties external to the council.
The Council will always seek to maximise external contributions, subject to any
related grant conditions and/or match-funding obligations.

¢ Developer contributions - these represent contributions from developers on
implementation of a permitted scheme towards the provision of public assets or
facilities and are generally linked to the mitigation of impacts of developments on
existing communities. These contributions are usually earmarked for specific
purposes in planning agreements and are generally related to infrastructure
projects.

e Unsupported borrowing - under the Prudential Code the council has discretion to
finance the capital programme by undertaking borrowing to fund capital projects with
the full cost of that borrowing being funded from within council resources. Each
proposal for borrowing will be assessed in its own merit to ensure that it is prudent,
affordable and sustainable.

The council has set an authorised limit and operational boundary for gross debt with this
reviewed and monitored by the Finance & Audit Committee as part of their treasury
management responsibilities. The limits for the forthcoming year and following two
financial years are set out below:

2022/23 2023/24 2024/25
Operational Boundary
Estimate £m Estimate £m Estimate £m

Debt 246.080 294.550 291.950
Other Long Term Liabilities 97.590 97.230 96.820
Total 343.670 391.780 388.770
Authorised limit. 2022/23 2023/24 2024/25
Debt 256.080 304.550 301.950
Other Long Term Liabilities 102.590 102.230 101.820
Total 358.670 406.780 403.770

I Figures subject to change when the treatment of the St George’s Centre transactions has been agreed
2 Figures subject to change when the treatment of the St George’s Centre transactions has been agreed

13




o Capital receipts from asset disposal - council assets which are deemed surplus
may be considered for disposal, generating capital receipts that can then be directed
to fund other capital projects.

¢ Revenue Contributions, Balances and Reserves - capital expenditure may be
funded directly from an in-year revenue contribution, a direct contribution from
working balances or by specific revenue reserves set aside for such purposes.

8. Capitalisation Flexibilities

8.1

Central government support for capital investment has reduced significantly over recent
years and financial resources available to meet corporate priorities continue to be
constrained in the current economic and political climate. There is a need, therefore, for
greater reliance to be placed on internal resources or external funding, including
borrowing, to fund capital investment. Decisions on capital investment will need to have
a greater focus on projects that are either self-sustaining or generate positive returns
both in terms of meeting corporate objectives and producing revenue savings.

10. Identification and appraisal of capital project proposals

10.1

10.2

10.3

10.4

There is a requirement for the council to ensure continued funding for existing programmes
of work and to prioritise new capital projects that come forward. For this purpose, the
council has developed a capital bid process. New project proposals will be submitted
using the CP1 Form (see Appendix One) and will be initially endorsed by the relevant
Director before being put forward for further evaluation by Financial Services.

The council has adopted the following high level criteria in assessing such bids:

o the extent to which the project contributes to meeting the key aims and objectives
of the Corporate Plan;

¢ the extent to which projects contribute to the priority areas set out in the strategy;
o the impact of the project on service provision and meeting statutory obligations;

¢ the financial viability of the project and the extent to which it provides future
benefits to the council and the wider community;

¢ the consequences of not undertaking the project.

On receipt of a CP1 Form, the evaluation process will be conducted by Financial Services
as part of the annual budget setting process. The outcomes of the evaluation exercise will
then be presented to the council’s Management Team for review and endorsement of
projects to be taken forward. As part of the annual budget setting process, the endorsed
capital programme will be presented to Cabinet initially before being proposed to and
approved by Full Council.

Capital plans for the forthcoming five years are incorporated into the annual budget book.
The Medium Term Financial Plan and HRA Business Plan incorporate the anticipated
revenue effects arising from the capital programme. In year capital project proposal can be
generated from a variety of sources, primarily from external funding opportunities or a
need to respond to a particular issue that has arisen during the year. Such proposals will
be considered in the same way as those submitted through the annual capital bid process.

14



11. Revenue implications of Capital Expenditure

11.1

In approving projects for inclusion within the capital programme, the council will
ensure that capital investment plans are affordable, prudent and sustainable, taking
into account the arrangements for the repayment of debt through the Minimum
Revenue Provision (MRP) policy approved as part of its treasury management
framework. Anticipated ongoing revenue budget implications of capital expenditure
decisions will be documented on the CP1 form used to capture and consider new
project proposals.

Capital financing charges, additional running costs, savings on expenditure or income
arising from capital investment decisions will be reflected in the Medium Term
Financial Plan.

15



12. Capital Programme 2022/23 to 2026/27

121

programme each year when agreeing the budget.

12.2

The council has a statutory responsibility to set a fully funded three year capital

For the purposes of strategic capital planning, the council has extended its public

capital programming horizon to five years and the proposed programmes for both the
General Fund and HRA are provided at Appendix Two and Appendix Three, with a

summary of these plans provided below. These plans are also published in the

Budget Book, which supports the budget and council tax setting considerations, by
Full Council in February each year.

2022/23 2023/24 2024/25 2025/26 2026/27
Original Original Original Original Original
TOTAL RESOURCES USED Budget Budget Budget Budget Budget
(£) (£) (£) (£) (£)
General Fund Capital Expenditure 72,479,120 | 51,960,030 1,817,150 1,184,800 2,072,340
HRA Capital Expenditure 24,058,970 | 23,513,030 | 19,042,650 | 11,188,150 7,888,620
TOTAL CAPITAL PROGRAMME 96,538,090 | 75,473,060 | 20,859,800 | 12,372,950 9,960,960
FINANCED BY:
Grants & Contributions 10,237,740 4,015,330 962,800 832,800 832,800
Major Repairs Reserve 7,060,410 6,728,410 6,728,410 6,728,410 6,728,410
Capital Receipts 5,756,270 7,469,900 5,761,750 2,619,950 1,259,850
Specific Reserves 1,192,750 1,778,710 704,350 202,000 1,089,540
Revenue Contributions 574,020 0 0 0 0
External Borrowing 68,555,850 | 55,480,710 6,702,490 1,989,790 50,360
Internal Borrowing 2,945,790 0 0 0 0
Revenue Grants Not Yet Applied 215,260 0 0 0 0
TOTAL RESOURCES USED 96,538,090 | 75,473,060 | 20,859,800 | 12,372,950 9,960,960

12.3 The fully funded five year Capital Programme of the council has a total value of £215.1m

of which:

e £129.5m relates to General Fund projects

e £85.6m relates to HRA projects
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13. Governance and monitoring of the capital programme

13.1  The Capital Strategy will be considered annually by the Finance and Audit Committee
before being presented for approval by Full Council.

13.2 The Constitution of the Council (Financial Procedure Rules, Annex 2.6) requires:

¢ the Section 151 Officer to ensure that a three-year programme of capital
expenditure is prepared on an annual basis, following the principles established in
the Council’s Medium Term Financial Strategy. The programme will show projects
already approved and those for future consideration. Such programmes will be
considered by the Chief Officer Management Team and Cabinet before
submission to the Full Council.

¢ the Section 151 Officer and the Director responsible for development
management to maintain a register of capital funding sources.

¢ afull report to be presented to Cabinet for any planned or proposed capital
expenditure exceeding £100,000 or which might entail the council taking on
significant liabilities before any contractual commitment is entered into.

e A full report to be presented to Cabinet where a revised estimate of a scheme
either exceeds £100,000 or exceeds the last reported estimate by an amount
equal to 2% or £10,000, whichever the lesser figure.

13.3 The annual business planning process for the council requires each department to set
out proposed projects for the year and identify where such projects are likely to require
capital investment and how projects link to corporate plan objectives and policy
commitments.

13.4 In-year capital requirements are assessed in accordance with the evaluation process
defined in this strategy and are considered by Management Team prior to presentation to
Members.

13.5 Atleast quarterly, responsible officers are requested to provide updates on the delivery of
projects included within the annual capital programme. This process is supplemented by
financial monitoring information produced by Financial Services and circulated to key
officers.

13.6 The capital programme is monitored on a quarterly basis as part of the Council’s budget
monitoring arrangements by both Cabinet and the Finance and Audit Committee, with
reports to Members provided on new projects, variations to existing projects, slippage in
programme delivery and the progress of significant schemes.

13.7 The Capital Strategy and the capital programme in subject to Internal and External Audit
review.

17



14. Understanding and Managing Risk

141

14.2

14.3

14.4

14.5

Risk is considered throughout the capital investment process set out in this strategy
through the way in which projects are appraised, approved, monitored and reported on.
The Prudential Indicators reported as part of the council’s treasury management
monitoring arrangements also provide measures by which the council can assess and
understand the risk of its capital investment decisions and ensure that capital expenditure
remains affordable, prudent and sustainable.

The council has adopted a project management approach. Project management tools
will be used in accordance with the size and scale of the project, with a risk assessment
carried out as part of the completion of any Project Initiation Document.

Each capital investment project is assessed to ensure that the council is aware of any
taxation implications the project may present.

The council is facing diminishing capital resources and limited access to grants and
external funding opportunities, which means the council, needs to monitor use of
available funds to ensure that it is fully aware of the financial implications of capital
investment. Suitability and availability of funding is considered on a project-by-project
basis and levels of capital resources are reported to Management Team and Members
through quarterly budget monitoring reports.

The acquisition or disposal of capital assets, or procurement contract to deliver or maintain
capital assets are to be conducted in line with the council’s Contract Procedure Rules and
Procurement Strategy.

15. S151 Officer Assurance

15.1

15.2

This capital strategy has been prepared in line with the requirements of the 2018 CIPFA
Prudential Code and 2018 Treasury Management Code.

The Section 151 Officer views the strategy to be prudent and affordable and fully
reflective of the council’s Medium Term Financial Strategy, Treasury Management
Strategy and other Strategic Plans.
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