Broads Authority

25 January 2008 

Agenda Item No 15
Patrol Launch Contract

Report by Director of Waterways and Head of Navigation Works

	Summary: 
This report explains the background detail and future requirements for the launch contract process. 
Recommendation:
That the Authority invites local boatyards to retender for a further three year refit contract for the Authority’s launches based on the pricing options set out in Section 3.


1
Background
1.1
After a report was submitted to the Broads Authority in January 2005, 
agreement was reached following a tendering process to award the contract for the refit of 8 launches to a local boatyard, Moonfleet Marine.  

1.2
The launches are costly to maintain and do require considerable amounts of time and resources to keep them up to a high standard, although this work has extended the life of these vessels.

2
Contract Review

2.1
A review of the first two years of the current contract has been undertaken, and the costs and results set out in a report to the Navigation Committee (Appendix 1). The review concluded that the standard of workmanship is high and the contract has run smoothly. Additionally, it was considered that undertaking the refit work externally was an appropriate delivery mechanism for the next 3 years, whilst further alternative options are explored. A final review of the contract will be undertaken following the final account at the end of the contract period, 31 March 2008.
3
Future arrangements 2008/09 – 2010/11

3.1
It is proposed that the Authority undertakes a retendering exercise during this winter, as the current contract expires on 31 March 2008.  It is suggested that three options are put to boatyards as set out below:

3.2
Option A – The maintenance for 8 launches are priced for refit by contractors, with a review of the existing specification. 

Option B – The maintenance for 6 launches is priced for refit by contractors, as above, and that the other 2 launches are maintained internally by BA staff. It is anticipated that some savings could be made with this option, although it may not be a simple pro-rata rate due to initial contract set up costs.  This was the preferred option of officers, subject to pricing, as it would enable further efficiencies to be achieved and allow an internal/external comparison to be undertaken, and investigate the cost effectiveness of using outside self-employed labour for some tasks.
Option C - Following opinion, advice and discussion at the Navigation Committee, officers have looked at these options again in detail and now propose the following further Option C - Tendering for the refit of three Northern and three Southern Broads launches to explore the idea of more localised refits.


3.3      Launch tenders will also be split into wooden and fibreglass cabined vessels. 
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APPENDIX A
Navigation Committee

13 December 2007 

Agenda Item No 16

Patrol Launch Contract

Report by Director of Waterways and Head of Navigation Works

	Summary: 
This report explains the background detail and future requirements for the launch contract  process.  Members’ views                      are sought on the proposal for the 2008/11 refit programme       as summarised below, and also on possible future options for maintenance of patrol vessels.


1
Background
1.1
After a report was submitted to the Broads Authority in January 2005, 
agreement was reached following a tendering process to award the contract for the refit of 8 launches to a local boatyard, Moonfleet Marine.  At that time several launches required compliance with the Boat Safety Scheme and a decision was made to include at extra cost to the refit programme this additional expenditure.  The figures for this expenditure are included in the exempt report entitled Patrol Launch Contract, see Agenda item 19.

1.2
From May 2006 the Head of Navigation Works took over the responsibility for the Launch refit programme and the workshop staff, working closely with the Head Navigation Ranger to achieve a good standard of work.

1.3
The launches are costly to maintain and do require considerable amounts of time and resources to keep them up to a high standard, although this work has enabled the longevity of these vessels.

2
Contract Review

2.1
In the exempt report entitled Patrol Launch contract the costs for year 1 and 2 and the additional costs that have occurred over and above normal refit costs due to failure of components and breakdowns, boat safety scheme, etc are shown.


2.2
Breakdown cover is not included in the contract and so the Authority workshop staff are now used wherever possible.  The additional staff member in the workshop for the winter period has helped with a reduction in cost for year 2 call outs.


2.3
Officers have been consulted on the quality of works achieved by the contractors and generally the feeling was very positive regarding the works carried out.  Considering that the ages of the launches range from 12 years to 30 years plus, they have been maintained to a very high standard and their appearance has been further enhanced.

2.4
The review concluded that the standard of workmanship is high and the contract has run smoothly. 

3
Refit Costing 2007/08    

3.1
Appendix 1 shows the existing budget and the revised budget (as agreed 23/01/07) required to complete the programme of works.

3.2     
The contract allowed for renegotiation of rates prior to year 3. Following discussions with the contractor the proposal for year 3 an increase to the original figure per launch was agreed.  This was considered reasonable bearing in mind there has been no inflationary increase over the preceding 2 years.

3.3
The year 3 refit has started, and 2 launches will shortly be completed with the other 6 ongoing and due to complete by the end of the winter season.  A full contract review will then be completed.

4
Future arrangements 2008/09 – 2010/11

4.1
It is proposed that the Authority undertakes a retendering exercise during this winter, as the current contract expires on 31 March 2008.  It is suggested that 2 options are considered as set out below:

4.2
Option A – The maintenance for 8 launches are priced for refit by contractors, but to reduce costs the refit specification will be reviewed, with a possible 2 stage refit introduction e.g. Year 1 – Major Refit






Year 2 – Minor Refit






Year 3 – Major Refit


with the agreement such that 50% of launches undertake a major refit each year to ensure cost savings are achieved each year.  This may only be appropriate for the vessels which are billeted in wet boatsheds.

4.3
Option B – The maintenance for 6 launches is priced for refit by contractors, as above, and that the other 2 launches are maintained internally by BA staff. It is anticipated that some savings could be made, although may not be a simple pro-rata rate due to initial contract set up costs.  This would be the preferred option, subject to pricing, as would enable further efficiencies to be achieved and allow an internal/external comparison to be undertaken.

5         Alternative Options 

5.1      There are a number of alternative ways in which this service could be provided to the Authority in the future, several of which are identified here:

(i) Re-establish a complete in house capability; it is estimated that two additional full time staff would be required, plus cost of materials, and contractors are still likely to be required for specialist work e.g. marine electrician.  This would provide the Authority the capacity to undertake the refits for the launches, workboats and trip boats, but would restrict the availability of the workshops to the other Authority’s activities. Cost approximately £48,000 for the staff salaries and overheads, and materials/contractors budgets would also need to be established.

(ii) Employ self employed labour to assist workshop staff in undertaking the refit programme which may generate a saving as use of our facilities would reduce the overhead of using a boatyard.

(iii) Sell the existing launches and replace with alternative vessels; the specification for our patrol vessels needs to be reviewed, but any alternatives would need to be suitable for patrolling, volunteer use and use on Breydon Water.  Officers have researched the current market and there is not currently an appropriate off the shelf replacement mainly due to hull design.  The existing launches have had an independent surveyors report which predicted a continued long life for the launches, and so an option would be to try and purchase a moulded vessel from the Environment Agency, which has hulls available, and fit it out in house to replace the oldest launch.  It is anticipated that the costs would be in the order of £80,000 for a single launch. We may also need a different type of vessel for Breydon patrols/towing /winter use in the future.

6
Conclusion

6.1      Members views are sought on the following:

· It is proposed that officers prepare tender documentation for a further 3 year refit contract with local boatyards invited to tender, making the necessary provision for inflationary increases.

· The Head Ranger (Navigation) and Head of Navigation Works develop further the future options for the launch refit programme, to improve cost estimates and consider the wider implications to the Authority of providing an expanded in house capability.
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