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Director of Corporate Services 

	Summary:
Following the last meeting of the Committee this report provides a draft list of projects to be funded from next year’s increase in tolls.  This is then translated into a percentage increase on which the Committee’s views are sought.  This report constitutes the formal consultation on the level of tolls for 2006/07 as required by the Broads Act.  The Committee’s view is also sought on the draft revised budget for 2005/06 and budget for 2006/07.


1
Introduction
1.1
At its last meeting the Committee received a report with the results from the first three questions in the tollpayers questionnaire together with details on the proposed method for the calculation of two of the elements in any proposed increase in tolls; inflation and the mitigation in the loss of income from the decline in the hire boat fleet and changes in the private/commercial multiplier.  The views of the Committee on these matters and the priorities for any additional expenditure were subsequently relayed to the Broads Authority at its meeting on 30 September 2005. 
1.2
The next step, as identified by the Broads Authority, is that the Authority formally consults with members of the Navigation Committee on the level of the tolls and budget for 2006/07, based on a detailed costed programme linking three things:

(i) details of specific projects which set out the full costs including staffing resources;
(ii) an overall aggregated cost; and

(iii) the percentage increase in tolls that this will necessitate. 

1.3
The Committee’s views will be reported to the Broads Authority when it 

formally considers these matters at its meeting on 25 November 2005.

1.4
Detailed work on the Navigation Account budget has shown that the estimated additional income from tolls is more limited than was originally calculated and that the level of increase required to generate the additional income envisaged would have to be higher.
2.
Proposed Projects for 2006/07 

2.1
There are two key areas, following consultation with tollpayers, the Broads Forum and the Navigation Committee, where the Authority would wish to focus its efforts:
· new moorings and associated facilities; and

· tree and scrub clearance along the riverbanks. 

These are considered in turn.

2.2
New Moorings and Associated Facilities

2.2.1
The Authority provides a network of free 24-hour moorings which are much appreciated.  The change in the proportion of hire to private craft has led to an increase in the demand for moorings, particularly at the weekends.  There is also concern about the potential impact of the Flood Alleviation Project on informal moorings.  In response to comments from tollpayers the Authority is preparing a Moorings Strategy (see agenda item 8).  A detailed audit of moorings has been undertaken and reviewed with a group of users.  A priority list for improvements has been drawn up.

2.2.2
However, the creation and maintenance of moorings is expensive.  For example, the recently constructed new 24-hour mooring at Whitlingham cost £80,000 and was funded partly by the Authority (£25,000) with the rest coming from Leader + and the Water Cities Programme.  This is in contrast to the existing budget for this work of £50,000.

2.2.3
In the 2006/07 budget it is proposed to maintain the level of £50,000 to complete essential maintenance to existing 24-hour moorings, particularly repiling at Beccles Bridge.  New developments have been identified at St Benet’s Abbey, Rockland Short Dyke, Oulton Broad, Ranworth Broad and the Whitlingham Country Park Picnic Site, and progress on these will depend on the availability of additional toll income.

2.2.4
At this stage the Authority has very preliminary cost estimates for these works (as set out below).  Progress on their development will be subject to obtaining all the necessary permissions and consents.

	St Benet’s Abbey
	£ 5,000

	Rockland Short Dyke
	£15,000

	Oulton Broad

· Dutch Tea Gardens Pontoon

· Jenson’s Island – moorings and tip


	£25,000

£50,000

	Ranworth Broad

	£35,000

	Whitlingham Country Park Picnic Site
	£90,000


2.3 
Tree and Scrub Clearance

2.3.1
Members of the Committee will recall the presentation by members of the Navigation Works Team on the tree and scrub clearance undertaken on the River Waveney and Dilham Canal last year and the maintenance and improvements on moorings.  Estimates of maintenance work required identify 76 kilometres of currently overgrown bank.  It is possible for a six-person team to clear approximately seven kilometres in the course of a 16-week winter period.  The goal for managing a particular site would be a rotation every 10 years.  There are 500 kilometres of river bank that potentially require management, but our emerging tree and scrub strategy will identify more precisely management prescriptions and the long-term needs.  There are areas where substantial progress has been made by BESL and the Norfolk Wildlife Trust and the Authority will be working with them to encourage them to take into account the needs of boaters. 

2.3.2
From this it can be seen that the present six-man team cannot keep up with the removal of the backlog, let alone achieve the desired return period on sites recently tackled.

2.3.3
An extra two members of staff in the Navigation Works Team cost in the order of £40,000 per annum including on-costs and would increase the capacity of the Team by a third.

2.3.4
The total cost of these projects is £260,000.

3.
Aggregate Cost

3.1
Three alternative levels of increase are presented to illustrate the link between toll income and what can be achieved on the ground.  They are based on three different levels of additional expenditure - £49,000, £74,000 and £98,000.

	Option 1: An Additional £49,000 of Expenditure
	

	· St Benet’s Abbey
	£ 5,000

	· Oulton Broad: Dutch Tea Gardens Pontoon
	£25,000

	· One Navigation Works Technician
	£20,000

	
	

	Option 2: An Additional £74,000 of Expenditure
	

	· Oulton Broad: Jenson’s Island – moorings and tip
	£50,000

	· One Navigation Works Technician

	£20,000

	
	

	Option 3: An Additional £98,000 of Expenditure
	

	· Rockland Short Dyke
	£15,000

	· Ranworth Broad
	£35,000

	· Two Split contract Navigation Works/Rangers
	£45,000


3.2
These are given as examples of what could be achieved with the additional expenditure and do not necessarily reflect the level of priority which will be determined by the Moorings Strategy.

4.
Level of Toll Increase

4.1
Table 1 sets out the three options and shows how the additional income relates to increased levels of tolls for a range of craft.  The Tolls Working Group assumed that the Retail Price Index was the appropriate indicator of inflation, having been used in the past.  More recent work by the Authority demonstrates that the level of inflation applying to expenditure from the Navigation Account is much higher.  One key indicator of this is the cost of dredging.  The cost of plant and labour used by contractors alongside other factors such as contamination and restricted disposal opportunities has led to average unit costs rising from £4 per cubic metre in 1997 up to £20 per cubic metre but can be as high as £35 per cubic metre.  In order to maintain the value of the toll income an additional 1.8% has been added to the Retail Price Index.  The Committee will recall from its last meeting the detailed calculation of inflation which explains this figure.

Table 1

	
	
	Approximate Toll - 2006/07 

	Private Craft :
	2005/06 toll
	Option 1

 
	Option 2 
	Option 3



	 
	Size (m2)
	
	
	 
	 

	Motor
	5
	62.57
	68.83
	69.77
	70.70

	 
	22
	138.56
	152.42
	154.49
	156.57

	 
	28
	166.40
	183.04
	185.54
	188.03

	 
	38
	212.80
	234.08
	237.27
	240.46

	Auxiliary yacht
	11
	70.38
	77.42
	78.47
	79.53

	 
	17
	85.92
	94.51
	95.80
	97.09

	 
	20
	96.27
	105.90
	107.34
	108.79

	Sail
	5
	41.43
	45.57
	46.19
	46.82

	 
	11
	43.75
	48.13
	48.78
	49.44

	Row
	All
	24.70
	20.00
	20.00
	20.00

	Hire Craft:
	
	
	
	

	Motor
	12
	276.48
	304.13
	308.28
	312.42

	 
	22
	415.68
	442.01
	448.03
	454.06

	 
	37
	624.48
	664.03
	673.09
	682.14

	 
	46
	749.76
	797.24
	808.12
	818.99


5
Revised Budget 2005/06

5.1
The detailed figures for this year’s draft revised budget – and the proposals for 2006/07 – are appended (Appendix 1).

5.2
Total income for 2005/06 is estimated at £1,893.800, an increase of £8,700 (0.5%) over the original budget.  Income from navigation tolls alone is estimated at £1,722,400.

5.3
Total expenditure is planned at £2,003,800, a reduction of £37,200 (1.8%).

5.4
These changes would result in a net deficit of £110,000, as opposed to a deficit of £155,900 in the original budget, and will reduce the level of Navigation Account Reserves to £370,900 as at 31 March 2006.

5.5
The most significant variations from the original budget are as follows:

· overall employee costs have been reduced by £8,400, largely as a result of:

· the departure of the Waterways Strategy Officer and Waterways Safety and Projects Officer in September/October 2005;

· the completion of the Broads Hire Boat Project in September 2005 (the Project Officer has been retained but from October 2005 will be funded from the General Account);

· the non-appointment of a Waterways Administrative Officer (now scheduled for December 2005); and 

· the departure of the Assistant Navigation Project Technician in April 2005 (to be replaced in the new year); offset by 

· the appointment of a Senior Navigation Ranger to cover for the postholder while he is on extended sick leave; and

· the appointment of an additional Seasonal Navigation Ranger to cover winter weekends;

· the Oil Spill Preparedness budget has been increased from £6,000 to £12,000 to fund the costs of a forthcoming MCA exercise and staff training;

· the Printing, Promotion and Miscellaneous Costs budget has been reduced due to the deferral of publication costs to 2006/07;

· no further income is expected towards the Hire Boat Study Project, aside from the £4,000 already received, whilst expenditure is projected at £15,000, towards the costs of orientation signposts at moorings, electric charging points at moorings and public houses and a contribution to the costs of the waterspace.com website;

· since it has been established that the Authority will not be responsible for infrastructure works at Norwich and Great Yarmouth Yacht Stations, expenditure at these sites has been reduced, although the projected income at Norwich Yacht Station will also be less than was originally budgeted;

· the Weed Clearance budget has been reduced, since the original figure was set on the basis that weed cutting may be necessary at Hickling Broad; and

· Other Maintenance has been increased by £15,000, to fund the costs of the Southern Power Link Project which will provide eight new electric charging points.  This is being funded by Leader+ and is matched by an increase in income of £28,000.

6
Additional National Park Grant

6.1
Members will be aware that the Navigation Account is being supplemented by income from the General Account, through additional grant aid being provided by Defra over three financial years.

6.2
Details of this are set out in the Action Plan appended to this report (Appendix 2).  The Action Plan was approved by the Authority at its meeting on 11 February 2005 and subsequently submitted to – and approved by – Defra.

6.3
It includes many elements which are of both direct and indirect benefit to tollpayers.  Those which would otherwise have been funded directly from the Navigation Account include:

· £575,000 over three years towards the costs of dredging the rivers and broads, including £75,000 in 2005/06 to fund the Sediment Management Strategy;

· £80,000 to fund repairs to Mutford Lock in 2005/06; and 

· £100,000 over three years to fund practical safety improvements as part of the implementation of the Port Marine Safety Code.

6.4
In addition the costs of obtaining legal advice from parliamentary agents, in 

advance of the introduction of the Boat Safety Scheme, are being funded from the Defra grant.  These costs are estimated at £12,000 in 2005/06.

7
Budget 2006/07

7.1
The draft budget which is appended to this report has been set at a level which would maintain the existing level of activity only and not allow any growth.  This is based on a 7% toll increase and assumes a reduction in the hire fleet of approximately 50 boats (5.5%), thus reducing the fleet from 873 to 825.

7.2
This provides a total income of £1,927,700, an increase of £33,900 (1.8%) over the 2005/06 revised budget.  Income from navigation tolls only is estimated at £1,786,000, an increase of £63,600 (3.7%).

7.3
Total expenditure is planned at £2,022,500, an increase of £18,700 (0.9%).

7.4
This results in a net deficit of £94,800, and would reduce the level of Reserves to £276,100 as at 31 March 2007.

7.5
The most significant variations from the revised 2005/06 budget are as follows:

· employee costs have risen by £80,100, as a result of the impact of inflation, increments, and the filling of posts which were vacant during 2005/06;

· Boat Safety costs have been increased from £6,000 to £20,000 in order to fund the cost of producing Boat Safety Scheme Guides and associated publicity/publicity materials, including roadshows, displays, posters and leaflets, as well as making a payment to the National Boat Safety Scheme Office to act as the Authority’s agents;

· Printing, Promotion and Miscellaneous Costs have been increased to £20,000 to fund the printing and publication of safety and Code of Conduct leaflets and to transfer the safety video to DVD;

· the Dredging budget has been reduced to £400,000, but will be supplemented by a contribution of £250,000 from the General Account (see paragraph 6.3 above); and

· the Weed Clearance budget has been increased to £15,000.

8
Reserves

8.1
The projected level of Reserves - £276,100 as at 31 March 2007 – is considered to be adequate.  However members will note that the Navigation Account is still running at a deficit, albeit a reducing one, from £155,900 in the original budget for 2005/06 to £94,800 in the draft budget for 2006/07.

8.2
In the longer term the Authority needs to work towards a stable position whereby income and expenditure broadly balance each other out year on year, and Reserves are held at a level which is neither too low nor excessively high.  For the Navigation Account – given the possibility of unforeseen and significant calls of an urgent nature – this is judged to be about £200,000.

8.3
It is therefore recommended that the Authority should seek to reduce the deficit over a period of not less than two financial years.  This may be mitigated in part by an underspend on this year’s expenditure, but if not members should note that any increase in toll income over the next two years may need to be offset by the need to reduce the existing deficit.

9
Options
9.1
Paragraph 3 of this report set out what could be achieved in the event of three alternative levels of increases.  These increases would be funded as set out in Table 2 below.

Table 2

	Income Calculations 2005/06 – 2006/07

	
	2005/06 Revised Budget £000
	2006/07 Nil Growth (7%)

£000
	2006/07 Options

	
	
	
	Option 1

(10%)
£000
	Option 2

(11.5%)
£000
	Option 3

(13%)
£000

	Hire Toll Income 
	680.0
	680.0
	698.0
	708.0
	717.0

	Private Toll Income
	1,015.0
	1,077.0
	1,107.0
	1,122.0
	1,136.0

	Short Visit Tolls
	27.4
	29.0
	29.7
	30.1
	30.5

	Total
	1,722.4
	1,786.0
	1,834.7
	1,860,1
	1,883.5

	Total Increase
	--
	63.6
	112.3
	137.7
	161.1

	Extra Income over 7%
	--
	--
	48.7
	74.1
	97.5


9.2
Members will note that a 10% increase in tolls would generate an additional £112,300, of which £48,700 would be ‘new’ money, having regard to the effects of inflation and the decline in the hire fleet, whilst an increase of 11.5% would generate an extra £74,100 and 13% an extra £97,500.

10
Conclusions and Financial Implications

10.1
To have any real impact on the backlog of works and deliver the improvements that many tollpayers want to see, a substantial increase in tolls is required.  The detailed figures in this report demonstrate that even a 10% increase in tolls would generate only very minor improvements. A 13% increase is the minimum that can be recommended if any significant benefits are to be achieved.  This will also demonstrate to the Government that users of the Broads recognise that they need to make an additional contribution to match that of the taxpayer.  There is an opportunity with the additional funding to make a big difference to the maintenance of the Broads and that needs to be grasped.
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APPENDIX 2

Broads Authority Action Plan 2005/06 – 2007/08
At its meeting on 11th February 2005 the Broads Authority approved the following Action Plan for the expenditure of the additional National Park Grant allocated by Defra. It is based on the criteria set out by Alun Michael in his letter to the Authority. Some issues are difficult to programme, for example the timetable for a Private Bill and the Authority will need to regularly review the programme and make minor adjustments as necessary.

	Broads Authority Action Plan for the Expenditure of Additional National Park Grant
	
	
	

	
	2005/06
	2006/07
	2007/08

	
	£ (000s)
	£ (000s)
	£ (000s)

	1. Improve the integrated and sustainable management of the waterways
	
	
	

	Increased dredging of rivers & broads in line with Sediment Management Strategy
	75
	250
	250

	Repairs to Mutford Lock - survey complete, one corner collapsing
	80
	0
	0

	Bringing 8 Broads into "favourable condition" by 2010 (PSA) & Water Framework Directive initiative
	80
	100
	120

	Enhancements to Broadland Flood Alleviation Scheme - conservation, access and moorings
	20
	20
	20

	Asset Management/Access e.g. Resurfacing Ranworth Car Park, Repairs to How Hill Staithe
	70
	15
	40

	New tolls computer system and revised website
	30
	30
	30

	Private Bill to update Broads Act
	55
	45
	0

	
	
	
	

	3. Work with the boating industry & local organisations to improve safety on the water
	
	
	

	Practical safety improvements following risk assessments as part of the Port Marine Safety Code
	20
	40
	40

	
	
	
	

	4. Work with the Broads Tourism Forum to promote & develop sustainable tourism in the Broads
	
	
	

	Promoting tourism in the Broads and Quality Charter (+ bid for external funding - Leader+/EEDA)
	70
	0
	0

	
	
	
	

	Total
	500
	500
	500

	
	
	
	


John Packman

Chief Execuitve

11th February 2005
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