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1.
PURPOSE

1.1
The preparation of a report reviewing the Council’s Vehicle Maintenance Operation was an action requested by members and subsequently included in the Waste Management Services Service Plan for 2008/9.

1.2
The purpose of the report is to give members of this committee an overview of what is involved with the management and maintenance of the Council’s fleet of vehicles and the plant and equipment used by the various services in order to consider whether or not the service is run efficiently and cost effectively or whether it should be subject to being out-sourced to the private sector or provided as a shared service with another local authority.

1.3
Relevance to the Council’s Ambitions and Priorities

· Council’s Vision – we aim to be a well managed Council

· Council’s Ambition – none

· Community Objectives – none

· Corporate Priorities – none

· Other considerations – to increase the Council’s capacity by achieving at least one area of shared working.

2.
BACKGROUND

2.1
The Council owns a fleet of various types and sizes of vehicles and a large amount of plant and equipment that it needs in order to carry out a range of statutory and discretionary services using in-house staff.

2.2
The services for which maintenance of vehicles, plant and equipment is carried out by our own staff are: -

· refuse collection and recycling;

· grounds maintenance;

· street cleansing;

· general works;

· mobile office;

· dog warden.

2.3
A schedule of vehicles, plant and equipment is set out service by service at Annex ‘A to this report.

2.4
Attached at Annex ‘B’ is the staff structure for the Street Scene Section which includes the Vehicle Workshop Operation.  The Workshop Manager is Stephen Frankland and Workshop Assistant is Kevin Rushton.  At present we also have an Advanced Modern Apprentice Matthew Lancaster whose term of training and employment comes to an end on 31st October 2009.  The post will not be filled after that date.

2.5
Historically the Council’s fleet has been maintained in-house by directly employed staff efficiently and effectively without any significant issues arising.  Prior to the Council acquiring Salthill Depot the repair and maintenance work was carried out at the previous facility in Kirkmoor Road, Clitheroe.

2.6
In legal terms the Council’s fleet of vehicles includes all lease cars driven by members of staff and the Council has responsibility for ensuring all vehicles used on Council business by any members of staff are safe and legal.  Drivers who cover business mileage in private cars are still the responsibility of their employers.

3.
ISSUES

3.1
Whilst a review of the Council’s present vehicle maintenance operation has been requested consideration should also be given to our fleet management duties and responsibilities as the two are closely connected.

3.2
There are about 20 pieces of legislation, guidelines and protocols affecting driving at work which means employers must shoulder a huge and complex burden of responsibility.  The Council must have someone who understands and takes on this role as long as it operates a fleet and regardless of how the fleet is maintained.

3.3
Amongst this bundle of legal requirements are the Health & Safety at Work Act, Provision and Use of Work Equipment Regulations, Working Time Directive, the Road Traffic Act, the Road Vehicles (Construction and Use) Regulations and the Corporate Manslaughter Act.  Each represents a range of risk related issues that means that the person responsible for fleet management, must not only be vigilant but well advised.  Technically local authorities, Directors and senior managers could face criminal prosecutions following a serious or fatal accident where they have been proved to be negligent.  It is also increasingly likely that an authority may be faced with civil actions from employees affected by accidents or from third parties.

3.4
Any business or local authority that operates a fleet of vehicles as we do is expected to have a designated Fleet Manager.

3.5
An Operator Licence (O-licence) must be held by the operator of goods vehicles used to carry goods in connection with a trade or business on the public road.  This covers both ‘own account’ and ‘hire and reward’ operations and all types of transport activity including local and public authorities and statutory undertakings.

3.6
The operators licence must be held by the person – whether an individual or a company – who ‘uses’ the vehicle.  The ‘user’ is the person who employs the driver with every aspect of the operation under the licence-holders direct control.  The vehicles which are authorised to be used under a licence are those in the lawful possession of the licence holder.  This again covers vehicles which may be owned, leased, hired, etc by the Council.

3.7
Temporary drivers supplied by an employment agency or business must be employed and directly controlled and supervised by the O-licence holder.

3.8
The holder of the Goods Vehicle Operators Certificate of Professional Competence for the Council is Stephen Frankland the Workshop Manager who therefore plays a key role in the operation and maintenance of the Council’s fleet of vehicles.  All licence holders have to meet a number of detailed requirements.  The criteria include – fitness to hold a licence, maintenance arrangements, control of drivers’ hours, records and overloading, suitability of operating centre (depot/workshop) and financial resources.

3.9
Vehicle safety is one of the prime objectives of the operator licensing system.  The holder must satisfy the Traffic Commissioner that there are acceptable arrangements for maintaining vehicles in a fit and serviceable condition and that these arrangements will not be prejudiced by a lack of financial resources.  A suitable maintenance plan must include daily vehicle checks plus systematic thoroughly documented safety inspections at programmed intervals, together with proper procedures for dealing with any faults.  Records of these activities must be retained and the whole system be supported by capable and responsible staff and adequate maintenance facilities.  The intensity of the maintenance system will be dictated by, for example, the number and types of vehicles operated, the nature of the loads carried, the operating conditions and the mileages travelled.

3.10
The services that the Council provides using its own fleet and workforce tend to be both statutory and/or high profile in their nature and in terms of the refuse collection and recycling service affect every property in the Borough every week of each year.  It is absolutely essential therefore that the vehicles used are both the right ones for the job, are safe and are available to be used at all times.  The Council only has the minimum number of vehicles and items of plant to do the job in hand with little or no spare capacity available.  Efficient and responsible maintenance is therefore a key issue in providing the services we do in an effective manner as having a vehicle off the road such as a refuse collection vehicle would mean that the service might not be provided on the day leading to complaints from the public.

3.11
As mentioned at 2.4 the Council has 2 full time directly employed members of staff who along with, until 31st October 2009, a Modern Apprentice maintain the Council’s fleet of vehicles and the plant we own.  A breakdown of the costs of the operation is attached at Annex ‘C’.

3.12
Attached at Annex ‘D’ is a SWOT Analysis of both retaining the service in house and out sourcing the service.

3.13
The management and maintenance of the Councils fleet of vehicles and plant involves a number of staff in the authority including those in support services as regards payment of accounts, etc.

3.14
A small proportion of the time of the Director of Commercial Services and the Street Scene Manager is allocated to the budget code VEHCL.  If the service was outsourced whilst some of the charges would remain they would simply be allocated to other services.  There would be no savings made as regards those costs.

3.15
The support services costs would be reallocated to other budget heads meaning no savings could be made there either.

3.16
With regard to the two permanent employees currently working in the garage, it is highly likely that the expertise of one would have to be retained to act for the Council as the ‘client’ ensuring that the work done by the contractor was approved.  The second could be transferred under TUPE Regulations 2006 to the successful contractor.  In essence the outsourcing of the vehicle maintenance work would only involve the loss of one member of staff on the establishment making it in itself only a very small contract in value terms for a contractor to bid for.

3.17
At present there are in any case many pieces of repair and maintenance work that are already carried out by private companies.  Some specialist repair work is done by the original vehicle or equipment suppliers and other work is done by local companies.  Effectively there is already a proportion of the vehicle repair and maintenance work out-sourced to the private sector.

3.18
Informal soundings taken within the industry suggest that there is no compelling argument for testing the private sector market as regards our vehicle and plant repair and maintenance operation.  It is of a scale and potential value that would be neither of particular interest to a commercial operator not could it be justified in either potential savings or improved efficiency to the Council.  There would be certain residual overheads that would remain if any further work was outsourced which would only go to increase the burden on other budget heads.

3.19
However this exercise has identified the need for greater clarity to exist in respect of the overall fleet management  responsibilities within the Council both as regards the Council’s own fleet of vehicles and for private/lease vehicles used on Council business.  In the light of recent changes in legislation this is an important issue that needs resolving.  A further report on this specific issue will be brought back to this Committee in due course.

4.
RISK ASSESSMENT


Resources


This review involves the work done by 2 full time permanent members of staff and an Advance Modern Apprentice.  Should the Council’s vehicle maintenance operation be out sourced then a decision would need to be made as regards to the transfer of staff under TUPE Regulations and the effect that this would have on the services that would be affected.


There is no evidence that the service if out sourced would either produce financial savings or improve the service provided.


Technical, Environmental & Legal


There would be a number of technical and legal issues to resolve if the service was to be out sourced.


Reputation


The reputation of the Council would be affected if the out sourced service proved to be more costly than the present arrangements and if it failed and affected services as a consequence.

5.
RECOMMENDED THAT COMMITTEE


5.1
Consider whether current arrangements represent the most efficient and effective option for the Council to manage and maintain its vehicles fleet, and

5.2
Request that a further report on the responsibilities of fleet management for the Council as a whole be presented to a future meeting of this Committee.

JOHN C HEAP

DIRECTOR OF COMMUNITY SERVICES

Background Papers - None 

For further information please contact Graham Jagger on 01200 414523.
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