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1.1

1.2

Purpose/Executive Summary

Highland Council has control of use of 230 off-street car parks. It currently charges for
20. A new policy for off-street car parking was introduced in August 2018, following a
Redesign Review. This has not been fully implemented however engagement with the
public has demonstrated support for the principle of introducing charges in order to
support and sustain services and jobs. Alongside this, Members have identified the
importance of greater flexibility in disaggregated budgets in order to address local
priorities and a key way to achieve this is through generating income.

The report seeks approval for a new policy approach for off-street car parking. The new
policy seeks to improve the process for considering local charges, provide a transparent
way in which to consider objections from the local community and support a place-based
approach for local areas by providing a share of the surplus income generated to spend
on local priorities.

Recommendations
Members are asked to:
e Agree the new policy for off-street car parking set out at section 5
e Agree to a two-phase roll-out (option 2) to the introduction of the new policy as set
outat 6.7
e Agree to the level of local/service share of surplus income, taking into account the
recommendation of the Executive Chief Officer Resources outlined at section 7.2
o Option A: 70%/30% service/local share
o Option B: 60%/40% service/local share
o Option C: 50%/50% service local share
¢ Note the suggestion that any additional local income should be focused on
spending on roads infrastructure.
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4.2

Implications

Resources — the resource implications of the paper are set out at section 6. The
proposed approach assumes a level of take up to support both a local share of service
income and protect the current levels of service provision.

Risk — the share of local/service income proposed is based upon adoption of the new
approach and a level of take-up. This has been designed to enable a local share of
surplus income but also ensure that current service provision is maintained. Should the
new policy approach not be adopted then the model will need to be reviewed.

Community (Equality, Poverty, Rural, Island) — engaging with the community and
providing a clear and transparent mechanism for raising objections, is a key aspect of
the new policy approach. Part of the engagement process will consider any potential
equality, poverty, rural and island impacts as part of each site assessment.

Legal — the traffic order process is a statutory legal process. The new policy approach
incorporates these legislative requirements into the Council’'s policy approach to
engagement and decision making.

Climate Change — there is an expectation that funding becoming available locally to
enhance traffic management will impact positively upon Air Quality.

Gaelic — there are no implications.

Background and Context

There are two types of car parking provision which operate: on-street and off-street.
This report focuses on off-street parking. Highland Council has control of use of 230
off-street car parks. It currently charges for 20, with agreement to charge in a further 4
having recently been made. A future EDI committee will receive an update related to
on-street parking.

The Council agreed in June 2018 to the recommendations of a Redesign Review of Car
Parking, available at:
highland.gov.uk/downloads/file/19586/car_parking_review _report.

The recommendations of this Redesign Review were then incorporated into the
Highland Council Parking Policy and Guidance 2018 to 2023, available at:
highland.gov.uk/downloads/file/19425/the highland council parking policy 2018 to 2023.
However, members will be aware that this policy has not been fully implemented.
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5.1

Throughout extensive engagement over the past year, income generation has emerged
as a key theme and staff and communities have indicated that the Council should
introduce new forms of charging. The benefits of the additional income can help to
support and sustain services, protect jobs, and generate improvements, such as local
infrastructure. It can also help benefit the Council’s financial position. Charging in car
parks can support traffic management and manage the impacts of tourism.

The Council has control of 230 car parks, however only 20 (with a further 4 having been
agreed) are charged for which provides scope for generating more income locally. Just
over 90% of all car park income in Highland is generated in two areas, however it is not
widely understood that all Council car parks incur substantial revenue costs including
rates, water charges and maintenance (surfacing etc).

We have made progress in successfully introducing new car parks and charging in a
number of areas, however, we need to increase the pace of generating income as
further savings are required next year. We remain committed to continual improvement,
providing best value for the public, and managing a sustainable budget without job
losses.

In addition, through the Governance review process, Members have indicated that a
key priority is to have greater flexibility on disaggregated budgets at a local level to
direct spend to services where there is greatest priority. Within the current financial
climate, the best way to achieve this is through generation of income and this accords
with what residents and communities have told us.

Highland Council has shown a commitment to a place-based approach. Every area has
different needs and priorities. This has been evident in recent local engagement activity
which has underlined that things that are important to local communities. Adopting a
clear approach to income generation can enable choices on priority matters, for
example, gully cleaning in Dingwall, pot hole repairs in Sutherland and tourist
infrastructure in Skye.

A revised policy approach can enable local communities to get involved and influence
local decision making through a structured process. This paper presents options for
taking forward a new approach including the distribution of a local share of surplus
income.

New proposed off-street car parking policy

There are opportunities to learn from the experience of the existing car parking policy in
order to improve how we move forward:
e To combine the engagement and traffic order consultation process to create a
clear process with defined stages.
e Enable a process which allows all locations to be considered as part of a defined



consultation process through which objections can be raised and responded to.

¢ Need to agree a local split in advance to support local choices.

¢ Not to include a charge on disaggregated budgets should there be any shortfall
in income generated.

e More transparent information sharing and open communication about the burden
costs associated with existing car parks.

5.2 The following principles are therefore proposed to underpin any new approach moving
forward:

* Equitable i.e. addresses both legacy and new income

+ Expected surplus for re-investment to Council budget — service and local

+ All sites to be considered for charges with scope for local variation and the
needs of local communities to be considered e.qg. tariffs, local season pass

» Clear process for local resident’s approval/objections

* Provides a share of income for local areas

» Streamlines engagement and decision-making process

The following changes are proposed to simplify and streamline the car parking policy
and decision-making process:

Table 1: Amendments to Car Park Policy

2.3 Policy Area Amendment
Local Design All potential sites are considered for charging — with
a decision made on whether to progress made
following public feedback. Principle to charge for all
off-street car parks is in recognition that this is a
service provision. This is based on:
e Existing operating costs and the need to
meet these costs
e Take account of the challenging financial
situation facing the Council at a time of
increased pressure on core service budgets
Principle of equity and the need for all local
areas to generate income where possible
e To streamline the process for Members and
focus on decision making once local
engagement is complete

Policy Area Amendment




Streamline the It is proposed to streamline the engagement
engagement process process to reduce duplication and simplify the

process for the public. This process mirrors the
planning application process and is therefore
familiar.

A flow chart setting out this approach can be found
at paragraph 5.5. This retains the pre-engagement
phase, formal consultation phase, review and local
committee decision where outstanding objections

exist.

Streamline decision Members will only consider the introduction of

making process charges at committee where objections are received
during the consultation process that cannot be
resolved.

Local budget The existing policy indicates that where local targets

management/balancing | are not met, this must be found from that local

disaggregated budget. For the avoidance of doubt,
it is not proposed to include any local targets or any
penalties on areas where a final decision is taken
not to introduce charging within the new policy.

5.4 The rationale for the proposed amendments addresses the range of issues highlighted
by Members over a number of months. The key benefits include:

Retaining the principle of local decision making

Supporting a place-based approach — and creating a surplus for the local area to
spend on service priorities e.g. roads

Addressing the charge of inequity by considering all sites for charging
Supporting involvement of the public in informing local choices — there is a clear
process for the public to raise their objections and for their objections to be
considered, resolved and, if not, for this to be presented to Members for
consideration

It includes a pre-phase on engagement with key stakeholders including
Members and Community Councils to help design the proposal for the local area
Simplifies the process for engagement and decision making

Will create new enforcement jobs across Highland to support delivery

Provides investment in local infrastructure

5.5 Off-street Car Park Roll Out — Consultation and Decision-Making Process



Proposals - site specific with local variation dependent
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Current Financial Picture and Potential Income

One aim of the proposed new approach is to maximise the potential income generated
from Council assets in order to support services both across the organisation and
through greater local choices for Members within areas. The following outlines the
current income generated and the potential which could be generated through the new
approach proposed.

Highland Council has control of use of 230 car parks. In 2018/19 the Council charged for
parking in 20 car parks. The actual service income from car parks in 2018/19 was
£1,671,674. There are also costs associated with running and maintaining car parks.
The total expenditure on car parks where charging already exists was £682,213. This
includes staffing and ancillary costs for running Rose Street Car Park of £270,140. The
surplus income available from existing car parks for 2018/19 is therefore £989,461. This
is currently all used to support services.

Table 2: Income and Expenditure 2018/19

Total service income £1,671,674
Total expenditure £682,213
Surplus — contribution to Council services £989,461

Analysis suggests that there is the potential to generate an income from off-street car
parks across the area of up to £4.423m. This is based on the following principles:

Table 3: Principles for potential income generation

Principle Explanation

Based on 149 sites At present this excludes those with less
than 15 bays, in recognition of the cost
effectiveness of implementation.

Includes potential and current sites All modelling is based on including sites
that currently charge along with those
that do not.

Rate of return of £417 This is a low rate of return and this varies

considerably across Highland at present,
with the average of £673 for 2018/19.
Should the 2018/19 average rate of
return be applied, it could be possible to
generate income of around £6.034m.
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As noted in paragraph 6.2, there is already an existing cost to running and maintaining
car parks across the area. This is currently a revenue burden to the organisation.

Expenditure costs include:

¢ Annualised maintenance costs
e Business rates and water

e Equipment maintenance

e Supplementary costs

e Cash processing

e Enforcement

¢ Overheads to ensure continued support of services

The annual expenditure, based on charging across all 149 car parks, is forecast to be
£3.625m. This is based on both current costs to maintain and run the facilities, the costs
of charging and a contribution to protect the current budget provision. However, we are
optimistic that with economies of scale due to optimal roll out of charging, then costs in

future years could be reduced, resulting in potential increase in surpluses.

Table 4 sets out the income expected by taking the current level where car parking is
charged and adding an average of £417 per bay for charging at new car parks. Costs
include both current charges and new charges.

Table 4: Potential Income, expenditure and surplus income

services

Total potential service income £4.423m
Expenditure

Annualised maintenance costs £0.370
Equipment maintenance £0.074
Supplementary costs £0.270
Business rates and water £0.371
Cash processing £0.060
Enforcement £0.238
Overheads to ensure continued support of £2.242
services

Total expenditure £3.625m
Surplus - contribution to Council £0.798m

Table 5 sets out the income expected assuming average income is achieved at all car
parking bays of £673 per bay (current average rate).




6.7

6.8

Table 5: Potential Income, expenditure, surplus income and split for 70:30, 60:40
and 50:50

100% uptake 100% uptake

Current plus | Average £673

£417 per bay per bay
Total potential service £4.423m £6.034m
income
Total expenditure £3.625m £3.625m
Surplus — contribution to £0.797m £2.409m
Council services
Split 70% to Council £0.558m: £1.686m:
and 30% to Area £0.239m £0.723m
Split 60% to Council £0.478m: £1.445m:
and 40% to Area £0.319m £0.964m
Split 50% to Council £0.399m: £1.205m:
and 50% to Area £0.398m £1.204m

The available surplus income will vary depending upon the percentage of sites agreed to
proceed and, in year one, how the new approach is rolled-out. There are two potential
options for implementation:

e Option 1: A single phase approach. This would begin in January with the aim
of completion by June. The benefit of this approach is that it would maximise the
potential income in year 1 however there are risks associated with this approach
particularly in relation to practical considerations of ensuring effective
engagement and delivering implementation across multiple sites at one time.

e Option 2: Two-phase approach. This is the recommended approach to roll-
out. The benefits of this approach include the ability to better manage complex
face to face engagement and responding to local issues; continues to mitigate
service income requirements and would enable implementation and delivery of
works to be phased.

Tables 6 and 7 present the potential surplus income available in years 1 and for years 2
and onwards dependent upon the roll-out approach. The tables also provided the
variation in potential income depending upon the level of uptake. The following
forecasts are based on the low rate of return of £417 per bay and a total of 149 car
parks. It does not take account of new car park developments nor that the average rate



of return is currently higher. It is therefore anticipated that the potential available surplus
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income available for a local/service share is likely to be higher.

Table 6: Option 1: Single Phase Roll Out Local Distribution

Take | Available | Split Split Split Available | Split Split Split
up Surplus | 70:30 |60:40 |50:50 | Surplus |70:30 |60:40 |50:50

Income Income

Yr1 Yr 2

(part Onwards

year) £000 £000 £000 £000 £000 £000 £000

£000
100% | 608 182 243 304 798 239 319 399
90% | 586 176 234 293 757 227 303 378
80% | 564 169 226 282 716 215 286 358
70% | 542 163 217 271 675 203 270 337
60% | 521 156 208 260 634 190 254 317
50% | 499 150 200 249 593 178 237 296

Table 7: Option 2 (Preferred option): Two Phase Roll Out Local Distribution

Take | Available | Split Split Split Available | Split Split Split
up Surplus | 70:30 |60:40 |50:50 | Surplus |70:30 |60:40 |50:50

Income Income

Yr1 Yr 2

(part Onwards

year) £000 £000 £000 £000 £000 £000 £000

£000
100% | 529 159 211 264 798 239 319 399
90% |518 155 207 259 757 227 303 378
80% | 503 151 201 251 716 215 286 358
70% | 489 147 196 244 675 203 270 337
60% | 475 142 190 237 634 190 254 317
50% | 461 138 184 230 593 178 237 296
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6.9 Table 8 presents the individual Area surplus in monetary terms and percentage terms.

Table 8: Option 2 (Preferred option): Two Phase Roll Out Local Distribution per

Area

100% Uptake Year 1 £529k Year 2 onwards £798k

Area % Split | Split | Split | % Split | Split | Split
share 70:30 | 60:40 | 50:50 | share 70:30 | 60:40 | 50:50
of £000 |£000 | £000 | of £000 | £000 | £000
surplus surplus

Badenoch & 3% 4 5 7 2% 6 8 10

Strathspey

Caithness 6% 9 12 15 7% 16 21 27

Inverness 35% 56 75 94 32% 76 101 127

Lochaber 19% 30 40 50 18% 43 57 71

Nairn 4% 7 9 12 4% 11 14 18

Ross & 20% 31 42 52 22% 52 69 86

Cromarty

Skye 7% 12 16 19 7% 18 24 30

Sutherland 6% 10 13 16 8% 18 24 30

6.10 Table 9 presents the individual area surplus in monetary terms and percentage terms
and is based on average income received per bay of £673.

Table 9: Local Distribution per Area based on £673 average per bay

100% Uptake Average £673 per bay £2409k
Area % share | Split | Split | Split
of 70:30 | 60:40 | 50:50
surplus | £000 | £000 | £000
Badenoch & Strathspey | 3% 19 26 32
Caithness 8% 57 76 95
Inverness 25% 180 240 301
Lochaber 16% 114 153 191
Nairn 5% 39 51 64
Ross & Cromarty 26% 190 | 253 316
Skye 8% 58 78 97
Sutherland 9% 65 87 109

6.11 This approach would bring a number of benefits and seeks to address the issues
highlighted by members over the previous months. There are potential risks associated
with the approach which require to be highlighted and the mitigation to support these:
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Risks

Mitigation

Low take up

Promotion of process and benefits to local
areas. Clear communication and messages
of purpose.

Income insufficient to meet current
service costs

Quarterly monitoring of position. Share of
income to be reviewed and/or alternative
savings identified.

Delays in roll-out

Resource identified to support roll out.
Recommended two phase approach.

New approach not agreed

Current proposal to be reviewed to protect
current service provision

Local / Service Split of Surplus Income

Section 6 of this report outlines the potential income available for local decision making
and place based strategy. It is important to note that revenue burden costs to the

Council’s central budget must be met in advance of any local distribution of funding. The

costs of the burden includes the impact of legacy car parks that currently income

generate for central funds now being included in a percentage allocation to the area; the

costs of maintaining and upgrading car parks and a range of central costs linked to car
parking ( eg rates) including the budget saving allocated to this core budget.

It is proposed that the following applies to a local income share:

¢ Net of expenditure: a share of income is net of expenditure, recognising the
costs incurred for operating car parks across the area.

¢ All car parks within the area — any local share will be based on all car parks
within an area, this includes those which currently charge i.e.. legacy car parks.

e Distribution — the distribution of any service/local share will be based on the
income generated within each area as a percentage of the total income.

There are three potential options emerging for the share of local income. The following
sets out the potential income and implications:

Option Implications

70% Service e Supports the challenging financial position faced by the

30% Local Council whilst providing a distribution of surplus to local
areas.

o Still retains a significant income for local areas.
¢ No proposed detriment to local areas

60% Service e Preferred distribution — Opportunity to vary
40% Local percentage distributed in future years.
¢ Increased local share of income but protects current
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service provision.

50% Service eIncreased risk to council if current budget provision not
50% Local met. Could create an increased budget gap.

Members are asked to consider and agree the Service/Local share of income to support
the roll out of the new policy.

Criteria for spend of local income

It is suggested that the spend for any income generated should be on the disaggregated
roads budget. This is in recognition of the current pressure on those local budgets and
the annual feedback from the public through the Public Performance Area that this is
their priority. Given the financial position of the organisation, there will be no additional
income to support this area of service unless this is through additional income raised,
such as is proposed.

It is proposed that decisions on spend will be taken by local committee and that this
should only happen once income is accrued. Prioritisation would occur January to
March for spend the following year and committees can consider how they wish to
involve communities in this process. Budgets would be able to be carried forward into
future years should areas wish to save for specific projects. The criteria for spend would
be reviewed after two years.

The proposals for a service/local split for all sites including legacy car parks are based
upon the principles of the new policy and that all sites are considered for charging. Itis
recognised that following local engagement not all may progress however, the new
approach should support the Members and the public to consider charging. Should the
new approach not be agreed, then the current proposal regarding the share of income
would need to be reviewed to ensure no impact on current service provision.

Implementation

Prior to the commencement of any engagement, development work is required to draw
up potential proposals for each location. This includes determining whether sites require
improvement work prior to charging commencing. It is proposed this will take place in
November.

Should the new policy approach be agreed, in line with the preferred option (option 2), it
is proposed to phase implementation over 2020/21. This recognises the need to ensure
that appropriate temporary resources are dedicated to engagement, responding to
feedback/objections and, if charging is agreed, making the necessary improvements to
sites e.g. white lining, resurfacing. This additional resource will be sought from the
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Change Fund.

Communication regarding the policy approach is crucial and a communication and
engagement plan is being developed to support this process. Communication to local
communities is vital both prior to and during the engagement process. The principles
underpinning the policy approach and how communities — residents and business — can
contribute are key aspects of the communication strategy.

Option 2 proposes a two-phase approach to roll out. This would begin in January 2020
with the intention to be complete by August 2020. The timing mirrors the engagement
process outlined in section 5. Each phase will begin with pre-engagement which will be
followed by public consultation, assessment of feedback and then, where appropriate, a
committee decision.

Where no objections are received, and therefore no committee decision required, it is
likely charging will commence earlier. Depending upon the level of work required in
certain locations, and the availability of contractors, there may be a delay in
implementation in certain locations. Allowing any potential delays, full implementation
should be complete and operational by December 2020.

Outcomes

The purpose of this new approach is to improve outcomes for both the Council and
communities. This includes:
e Enabling improved local choices and prioritisation through increased local income
e Provides investment in local infrastructure
e Supports the Council to sustain services and local jobs
e Potential to generate greater funds for spend locally
e Introduces a simplified process to support engagement and local decision making
e Supports public involvement in informing local choices

Author: Liz Denovan, Executive Chief Officer Resources & Finance
Alison Clark, Acting Head of Policy
Mike Mitchell, Finance Manager

Shane Manning, Principal Traffic Officer

Date: 21 October 2019



	Recommendations

