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1. PURPOSE

1.1
To present to members options for the continuance of the maintenance of the closed circuit television (CCTV) network in Clitheroe and Whalley.     

1.2
Relevance to the Council’s ambitions and priorities.  


· Council Ambitions – to make people’s lives safer.

· Community objectives – two of the strategic objectives in the Community Strategy are to help all our communities to feel safe, involved and reassured and to reduce instances of anti-social behaviour.

· Corporate Priorities – one of the actions of the Corporate Delivery Plan is to work through the Crime and Disorder Partnership to reduce incidence of crime and disorder and increase public feelings of safety.

· Other Considerations – none.

2
BACKGROUND

2.1
The CCTV network covering Clitheroe and Whalley comprises 28 cameras linked to the Monitoring Office in Clitheroe.

2.2
The cameras and monitoring equipment were installed by Crime Prevention Services Ltd. (CPS) and went live in January 2002.

2.3
A service plan agreement was entered into with CPS to cover the preventative and reactive maintenance of the CCTV equipment.

2.4
The agreement has a minimum contract period of 24 months, which expires on the 31st December 2006.  Under the terms of the agreement, upon the expiry of the minimum contract period the agreement will automatically continue on a rolling 24 months basis or until terminated by either party giving not less than 3 months notice prior to the end of the minimum contract period.

2.5
If the current agreement with CPS is to be terminated then written notice will be required to be given by the 1st October 2006 at the latest.

3
ISSUES

3.1
Under the current service plan agreement the Council pays an annual charge of £5000, which covers a reactive response to repair faults 365 days a year with a maximum response time of 12 hours.  It also includes two planned maintenance visits per year.  The terms of the agreement specify that the annual charge is payable in advance at the beginning of the 12 month period.

3.2
Although the agreement states a maximum response time of 12 hours recent records indicate only approximately 35% of calls achieve this target.  (See table in Annex A)

3.3
The “System Warranty Period”, which covered free repair or replacement of defective parts, expired on the 30th June 2006.  Now that the warranty period has expired CPS can charge for the supply of replacement parts or equipment.  As the system ages this may become more of an issue between the Council wanting CPS to carry out corrective maintenance work under the annual contract as opposed to CPS wanting to supply a new replacement unit.

3.4
Within the existing agreement there is very little control in respect of poor performance by the contractor either in relation to key performance indicators (KPI’s) or penalties.

4
OPTIONS


The following options have been considered:

4.1
ALLOW THE EXISTING AGREEMENT TO CONTINUE

Advantages

· Known costs for reactive call-outs and planned maintenance.

· No disruption.

· CPS are familiar with the network equipment.

Disadvantages

· Lack of contractual incentives to control Contractor performance.

· Complacency of the Contractor.

· No incentive to repair equipment as opposed to replacement, which will lead to increased costs.

 4.2
RE-NEGOTIATE CONTRACT WITH CPS 


Advantages

· Better contractual control by including penalty/bonus clauses and altering methods of payments to provide an incentive for CPS to carry out their obligations.

· No disruption to the maintenance service.  Engineers who maintain our CCTV system have a good knowledge of the workings of the system. 

· Clarification of CPS duties – over the past 3 years our knowledge of the existing CCTV system has grown and the knowledge gained could be incorporated into the Contract to clarify exactly what CPS obligations are with respect to the maintenance and replacement of the CCTV system.

· CPS could create an asset register, which would provide better asset management for the future replacement of the system.

· CPS know the limitation of the system and can provide schemes to upgrade the system where possible whether adding more cameras to the system or altering the layout of the monitoring system.

Disadvantages

· CPS may not agree to some of the alterations to the contract.

· Cost implications – costs may increase to cover additional contractual requirements.

· Complacency in performance.

·  There would still be bad relations with Panasonic who have supplied most of the equipment.

· There would be no feedback or suggestions from CPS on up-grading the system unless prompted.

· The same poor management system and difficulties with communications.

· Unable to tell whether we are paying a fair market price for the service.

4.3 
RE- TENDERING


Advantages

· Cheaper tender return – cost benefits for short and long term for both maintaining and replacing the existing system.  At present the majority of the CCTV system is out of warranty and therefore it is expected that there will be increased cost implications for renewing parts of the system.

· Tender details, specifications and payments can be added or updated to reflect more accurately the CCTV system we have in place, with advantages of:

1. Less likelihood of additional costs when the contractor is requested to carry out maintenance work outside the requirements laid out in the existing Service Plan Agreement.

2. Clarification of the Contractors obligations and therefore better monitoring of their performance could be achieved.  Performance indicators could accurately reflect their abilities and ultimately adjust their payments accordingly.

· A change in payments to the Contractor would create more incentives for them to carry out work as requested in the contract.  Presently a one off payment is made in advance and therefore the Contractor cannot be penalised.  There are 3 alternative examples of payments that could be made:

1. Penalty or bonus payments could be included.  A lack of response to a fault within the agreed call out response time could result in a deduction from annual payments.

2. 4 quarterly payments in advance less bonus payments, which would be paid at the end of the quarter.

3. 4 quarterly completion payments paid in arrears with the amount reflecting the ability of the contractor to carry out his duties.

· A change of Contractor may provide better quality management that would work together with RVBC and provide suggestions to improve/upgrade the existing system, which would ultimately assist both the Contractor and the Council alike.

· Increased involvement of the Contractors management team would ensure that there was improved quality support.  A more involved management would cascade information to maintenance support staff more efficiently, ultimately providing quality maintenance.

· A change of Contractor would not show complacency and would be more willing to assist the Client.

· There may be a possibility that the Contractor could also provide CCTV monitoring duties and tie both contracts together.  Cost saving could be made.

· The Contractor may be on very good terms with manufacturers (Panasonic) and could pass on any deals with regards to cost savings on the supply of new items and the provision of items speeded up.  At present CPS does not have a good working relationship with Panasonic, which has affected the speed of supply of replacement parts.

· A new contractor may offer a better standard of performance.

· Removal of problems with CPS

1. Repairs have not been carried out in the time stated in the contract – performance indicators over the last 9 months have shown an increase in the number of repairs made after the contracted time limit.

2. Constant wrangling over who pays for what.  Random invoices sent with no indication of what we are being asked to pay for.

3. CPS do not carry out maintenance repairs or provide details that have been asked for in the time they have promised.

4. There are still problems associated with the original installations.  Camera 14 has been wrongly connected to a private power supply.  The problem was discussed 4 months ago but still nothing has been done.

5. CPS will immediately blame the Council, LCC and utility companies other than themselves when a major problem occurs with cost implications.  So far every major problem was down to poor CPS management.

6. Paperwork is not completed correctly or not at all and e-mails remain unanswered.

7. CPS management not understanding the Contract requirements and obligations.  E.g. CPS were unaware of the 12 hour response time 2 years into the contract.

8. Free maintenance period has ended (30th June 2006).  CPS will, most likely, try to get as much money from RVBC. 

Disadvantages

· Tender returns may be higher than existing costs.

· Additional costs involved with advertising our intentions to tender.

· A new company employed will be an unknown quantity.

· There would be a settling period where the new contractor would have to spend time learning the system that could affect the ongoing maintenance and monitoring.  The Contractor would not know the limitations of the existing system and therefore provide unworkable upgrades.

· Losing CPS knowledge that has built up over the last 3 years.

4.4
NEGOTIATE CONTRACT WITH NEW CONTRACTOR

Advantages

· Cost savings would be made on not having to advertise our intentions to Tender.

· An overlap whereby the existing Contractor could train the new contractor to maintain the system and pass on relevant information as to the make up of the system.  This would prevent any delays occurring to the efficient running on the system.

· May be able to extend existing warranties.

· Better contractual control.

· Employ a local firm who operate nearby who could more readily react to problems within the response times.

· Specifications and methods of payments can be added or updated to reflect more accurately the CCTV system we have in place.

Disadvantages

· CPS may refuse to assist with the change over or pass on knowledge of the system.

· Unable to tell whether we are paying a fair market price for the service.

5.0
RISK ASSESSMENT

· Resources - Re-negotiating the agreement with CPS or re-tendering the Contract may lead to an increase in costs but better contractual control will bring a better level of service and could result in an overall reduction in costs.

· Technical, Environmental and Legal – If the contract is re-tendered and awarded to a new Contractor there may be a period of settling in whilst the Contractor gains experience of the network.

· Political – There are no political issues arising out of this report.

· Reputation – The Council’s reputation will continue to be enhanced by providing a quality, well maintained CCTV monitoring service, helping to reduce the incidence of crime and disorder and increase public feelings of safety.   

6.0
RECOMMENDATION

6.1
The preferred option is to negotiate a new contract with Crime Prevention Services Ltd. Thereby maintaining the contractor’s knowledge and experience of the CCTV network but giving better contractual control of performance and costs.

6.2
The second preferred option would be to re-tender the maintenance contract again giving better contractual control but with less certainty over costs and losing the local knowledge of CPS.

6.3
Accordingly authority is sought to give written notice of termination on the 31st December 2006 of the current Service Plan Agreement with CPS and to enter into negotiations with CPS for a new agreement, which will be drawn up by the Council.  In the event that a satisfactory agreement cannot be reached by the end of September 2006, authority is sought to go out to tender to a new select list.  Authority is also requested for the Director of Community Services to accept a tender for CCTV Maintenance in consultation with the Chairman and Shadow Chairman of the Planning and Development Committee.  

JOHN C HEAP

DIRECTOR OF COMMUNITY SERVICES

Background Papers - None 

For further information please contact John Edwards on 01200 414528.

ANNEX ‘A’

	CPS - SITE ATTENDANCE SUMMARY

	

	

	 
	 

	
	As of 25/11/2005
	As of 13/3/2006
	As of 14/6/2006

	CPS Response Time
	%
	%
	%

	 
	 
	 
	 
	 

	1 DAY
	0 - 8 hrs
	37.8
	35.4
	32

	 
	 
	 
	 
	 

	1 DAY
	8 - 16 hrs
	2.2
	2.1
	9

	 
	 
	 
	 
	 

	1 DAY
	16 - 24 hrs
	11.1
	10.4
	10

	 
	 
	 
	 
	 

	2 DAYS
	 
	11.1
	12.5
	15

	 
	 
	 
	 
	 

	3 DAYS
	 
	6.7
	8.3
	9

	 
	 
	 
	 
	 

	> 3 DAYS
	 
	31.1
	31.3
	25

	TOTAL RESPONSES
	100
	100
	100
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