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1
Introduction

1.1 Purpose of the document

The Project Initiation Document (Lite) consolidates information required regarding the  fundamental aspects of the project and is the basis against which the project is evaluated and prioritised.
· Why is this project important
· What will the project do, what outcomes will be delivered, what are the success factors and risks
· How much will it cost, what resources are required
** This document is a “lite” version of the full Project Initiation Document (PID) required when initiating the project fully. The full PID contains additional information.
· How will the project be implemented, how will it be managed

· When will the project be implemented

· Who will be involved and who will be impacted

1.2 Executive Summary

1.2.1
This project seeks to pilot new ways to improve the local environment where there are concerns of anti-social parking, littering, dog fouling, fly-tipping, abandoned vehicles or vehicles for sale. It seeks to do this in a way that is cost effective and will evaluate the outcomes of these new methods in order to assess the options for the Council going forward in addressing these residents’ concerns. 
1.3 Project Objectives
1.3.1 To identify and deliver pilot projects to combine elements of street enforcement including littering, PSPO enforcement (e.g. dog fouling or walking), abandoned vehicles, street sales of vehicles, fly-tipping and anti-social parking. 

1.3.2 To evaluate the pilot projects and project future costs for rolling out such work across the District. 

1.4 Current issues and priorities

The project seeks to address the following objectives of the draft strategic plan 2017/18
	1.1.1  Maintain high quality local neighbourhoods and streets.
	New – reduce the level of pavement parking in the District

New – manage the behaviour of dogs in our parks and open spaces.

CP01 – Satisfaction with ‘keeping public land clear of litter and refuse’

New – Reduce Fly-tipping across the District

New - Reduce the sale of cars on verges and highways




1.4.1 The project will identify two pilot sites and undertake a cross department assessment of the needs of those areas and develop bespoke action plans for enforcement. Sites will be chosen as having concerns about anti-social parking, littering, dog fouling, abandoned vehicles, fly-tipping, and/or street sale of vehicles. 

1.4.2 Where there is a focus on anti-social parking consideration will be taken of the impact of any action plan on access for emergency vehicles to the area, and for access of refuse freighters. Evaluation of such pilot work will be used to compare costs against the use of Traffic Regulation Orders. 
1.4.3 Community consultation will be undertaken to identify the specific issues and desired outcomes so that the impact of any projects can be monitored appropriately. 

1.4.4 The project will seek to use new legislation such as the Anti-social Behaviour, Crime and Policing Act 2014 in order to effectively enforce better protection of the local environment. This could include the use of Community Protection Notices and/or Public Space Protection Orders. The Environmental Protection Act, Licensing Act, Road Traffic Act, Highways Act and other relevant legislation will also be considered for use but the most efficient piece of legislation chosen in order to address the range of concerns in a local area. When considering efficiency this will include the cost of pre-consultation, implementation and enforcement. 
1.4.5 The project will also seek to engage local stakeholders in identifying sustainable solutions to the issues identified e.g. engaging schools in the sustainment of safe drop-off and pick-up behaviours of parents

1.4.6 The project will engage other relevant agencies in the design and delivery of projects as relevant e.g. Highways/HCC in developing school travel plans, housing providers in managing communal housing areas, and the police in identifying fly-tippers. 

1.4.7 Additional sessional contract staff will be employed (up to 1 FTE), where required, to provide a consistent enforcement service e.g. during a school run period, or a known time of day for fly-tipping or littering in a park or open space. Such staff will be recruited from the local community where possible and will target unemployed residents. 

1.4.8 The impact of the pilots will be measured, including any income generated through the issuing of fixed penalty notices. The views of local residents will be assessed in measuring the impact of the pilots. The cost of the intervention will be calculated with a view to assessing the capacity of the Council to deliver such projects in other areas of the District. 
1.5 Implications of project not being complete

1.5.1 There will be limited change in the trends on public dissatisfaction regarding littering, abandoned vehicles, street sales of vehicles, fly-tipping and anti-social parking.
1.5.2 There is the possibility of reduced public satisfaction with the Council’s management of neighbourhoods and streets. 

2 Business Case

Why should this project be undertaken?
· To respond to residents’ concerns about the local environment and in particular anti-social parking, littering, fly-tipping, sales of vehicles and abandoned vehicles.
· To identify more cost effective ways of delivering enforcement services in the District that are sustainable. 
· To improve the quality of local neighbourhoods and streets. 
How will project success be measured?

· Local residents will have pre, and post intervention surveys undertaken to gauge the levels of concerns and problems in a local area as well as the effectiveness of the pilot interventions.
· Pre and post intervention levels of littering, fly-tipping, dog fouling, abandoned vehicles, street car sales, anti-social parking etc will be measured. 
· The cost of the new interventions against the outcomes achieved, and the income generated through any prosecutions or issuing of fixed penalty notices. 
· An assessment of the sustainability of any pilot interventions e.g. schools self managing school drop off / pick up times. 
2.1 Project Definition
2.1.1 The project will work on two pilot areas to address issues of anti-social parking, littering, fly-tipping, dog fouling, abandoned vehicles and street sales of vehicles. The pilots will seek to make use of ‘street wardens’ for enforcement where required, and make use of the most cost effective legislation to implement a proportionate response to identified local problems. It will assess the cost effectiveness of such an approach.  The project will assess the sustainability of outcomes achieved and project the costs of expanding such a service across the District. 

2.2 Outputs and Outcomes

Outputs
· The delivery of two pilot projects for parking and street enforcement.
· The gathering of outcome data and public opinion on the effectiveness of the pilots. 

· The cost- benefit analysis of each pilot.
· The projection of expanding such an approach across the District in the future. 
Outcomes

· Residents in the areas where pilot projects take place will feel that the Council is responding to locally identified issues and improving the quality of local neighbourhoods and streets. 
· Income generated through the issuing of FPNS, or prosecutions.
· An improvement with the perception of the local environment by residents and visitors to the pilot site areas. 
2.3 Benefits

2.3.1 By using new methods and combining the delivery of some of the council’s enforcement resources for anti-social parking, dog fouling, littering, fly tipping, abandoned vehicles and sale of cars on verges and highways, the Council could generate additional income through the issuing of FPNs and prosecutions that would balance the expenditure on new ‘street wardens’. At a pilot stage there will be new costs to deliver the service. However, if the pilot is effective, and then scaled up, income could be generated not only from FPNs and prosecutions but through providing the service to Parish Councils and Housing Providers for a fee to cover the cost of staff, whilst retaining any FPN/prosecution  income generated.
2.3.2 The project will increase the perception of the public that the Council is responding to locally identified issues and improving the quality of local neighbourhoods and streets. New ‘street wardens’ would deliver a higher visibility street based enforcement service at a lower cost, freeing up the time of senior officers to undertake back office investigations into perpetrators, and the required work to issue Community Protection Warnings, Community Protection Notices, Abatement Notices etc. This should therefore deliver a higher volume of enforcement work without increasing expenditure on staffing resources, so long as the costs of ‘Street Wardens’ can be recuperated through the issuing of FPNs. The costs of ‘street wardens’ can be controlled through the use of sessional work contracts so that staff are only engaged once pilot projects have been designed, and only undertake enforcement work during the hours required e.g. times when littering occurs in local parks and open spaces. 

3 Project Costs

3.1 One off project costs

	Street Wardens 1 FTE 
	£25,000 including on costs

	Staff equipment (hand held, safety, body cams)
	£5,000

	Street signage (for PSPOs)
	£2,000

	Consultancy support from Hertfordshire University / HCC
	£5,000

	Project Management
	From existing resources in the Community Partnerships Unit

	Estimated income from FPNs/prosecutions
	-£7,000

	Net costs for year 1
	£30,000


3.2 Financial viability

The average cost of implementation per pilot site could be up to £15,000. In comparison the Council, County Council, Thrive Homes, and Watford Community Housing Trust spent £293,600 during 2015-16 clearing up fly-tips. £186,714 was the estimated shared of that total cost for Three Rivers District Council. The pilot project cost represents 16% of an annual spend on clearing fly-tips. Enforcement projects that are consistent in specific areas may lead to more sustained changes in behaviours that could reduce the costs to the Council in managing fly-tipping, littering, abandoned vehicles, street sales of cars, dog fouling and anti-social behaviour complaints.  
3.3 Resources and skills

It is proposed that a project board is established to oversee the project. This will consist of:

· Andy Stovold, Head of Community Partnerships, (Project Sponsor) 

· Gordon Glenn, Performance and Projects Manager (Project Manager)

· Kimberley Rowley, Head of Regulatory Services

· Peter Simons, Senior Planning Officer

· Greg Pilley, Environmental Health

· Malcolm Clarke, Environmental Protection

· Jane Redman, Legal

· Michelle Wright, Community Partnerships

The following external partners will be engaged in the project where required and relevant:

· Hertfordshire Constabulary, ASB Officer

· Hertfordshire County Council – Graduate Management Trainee ( to provide project support with a focus on Highways and School Transport Plans)

· Thrive Homes, under the delegation of CPN powers

· Watford Community Hosing Trust, under the delegation of CPN powers

· Other local schools, voluntary organisations as relevant

· Hertfordshire University for project support and evaluation. 

Timescale
February 2017 – negotiate potential participation of Hertfordshire University School of Law and Hertfordshire County Council Graduate Scheme.

February 2017 – establish board meeting, agree pilot sites with cabinet

February –March 2017 – undertake joint assessments of pilot sites and options for action

March – April 2017 – undertake any necessary local community consultation e.g. to support the introduction of new PSPOs

April – May 2017 – undertake recruitment and induction of new staff / train existing staff and designate them to deliver enforcement action across legislative areas.

May 2017 – start pilot enforcement projects, collect data

July 2017 – first monitoring report to cabinet / general public services and community safety committee

Sept 2017 – identify capacity to start work on further pilot sites based on income being generated and agree further sites if appropriate
October 2017 – plan and start delivering interventions in 2 further sites if agreed. 

December 2017 – identify early findings and budget projects for future work and produce growth bid if required / seek funding from Parish Councils / Housing Providers for roll out in 2018/19

February 2018 – undertake consultation in pilot sites to identify perception of improvements by local community. 

March 2018 – final evaluation report of the pilot programme to General Public Services and Community Safety Committee with recommendations for future work. 

Has the project been agreed by the Head of ICT?

	Yes
	

	No
	X


3.4 Equalities

Is this project responding to an Equality Impact Assessment?

	Yes
	

	No
	X


If yes, please provide brief details of the EIA… ______________________________________________________________________________________________________________________________________________________

Has an Equality Impact Assessment been undertaken for this project?

	Yes
	X

	No
	


If yes, what are the outcomes and how do these link to the project?
The issues of pavement parking, fly-tipping, littering, etc. can have an adverse impact on people with disabilities, the elderly, and those with young children. The project will seek to reduce this adverse impact. 
3.5 Risks

Initial Risk Log
Likelihood and Probability Key
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	Risk
	Level of Risk
	Required actions
	Owner

	
	Impact
	Likeli-hood
	
	

	1. Unable to recruit ‘street wardens’
	III
	E
	Work with local job clubs to identify potential candidates
	AS

	2. Costs of street wardens are not offset with sufficient income. 
	III
	D
	Stop pilot to control budget or seek further pilot budget. 
	AS

	3. Workload generated by new FPNs, CPWs, CPNs cannot be supported by senior officers
	III
	D
	Street wardens should release part of senior officer time spent collecting evidence to cope with increased processing of FPNs and other enforcement actions. 
	JP

	4. Turnover in street warden staff increases recruitment, training and equipment costs
	III
	E
	Review as part of pilot and continue relationship with job clubs
	AS

	5. Public perception not improved in pilot areas regarding the quality of local neighbourhoods
	III
	E
	Use public consultation to identify reasons for this. 
	AS
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