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SCOTTISH FERRIES REVIEW STEERING GROUP MEETING 2
CONSULTANT LED WORK PACKAGES 
1. Given the read across on some of the consultants work packages it was agreed, at the Steering Group meeting on 14 November, that the consultants work packages be merged where possible.  We have also taken the opportunity to make two further changes, Methods of Delivery and Operation is now part of the consultant-led work packages and environmental issues has been removed as a separate work package as it is integral to all the work packages. The proposed split is set out in the table below.

	Consultant led work packages

	Methods of Delivery and Operation
	work package 1

	Competition
	

	Procurement 
	

	Fares
	work package 2

	Funding, Cost & Affordability
	

	Freight
	work package 3

	Integration
	work package 4

	Services & Routes
	

	Analysis of work package output and writing draft strategy
	work package 5

	Strategic Environmental Assessment
	work package 6


2. We will carry out a mini tender exercise using the Scottish Government Maritime Consultancy Framework Agreement which starts on 4 November 2008. This will secure us work package managers for work packages 1 to 5 set out above
3. A separate tender exercise for work package 6 will be carried out later, after a draft strategy has been agreed.  The Steering Group will be consulted on the scope for this work package.

Proposed Mini Tender Brief

4. The proposed mini tender brief is set out as Annex A to this paper. The attachments that will issue with this brief are detailed in the brief but the attachments themselves are not included. 

5. The consultants will be given a week to submit their costed proposals for the work packages being applied for. The proposals will be considered by a panel of five steering group members, Mick Wilson, Judith Ainsley, Brian Wither, Cheryl Murrie and an external member of the steering group.  
6. The timetable is set out in the table below:

	Activity 
	Date

	Issue mini tender brief
	7 November 2008

	Q&A session for all framework consultants
	10 November 2008

	Costed proposals returned
	14 November 2008



	Tender panel assess proposals
	18 November 2008

	Appointment of consultants
	20 November 2008  

	Inception meeting/1st work package managers meeting
	24 November 2008


7. Further work package managers meetings are scheduled for Wednesday 10 December 2008 and Wednesday 14 January 2009 with meetings expected to take place every 3 to 4 weeks thereafter.  



ANNEX A

SCOTTISH GOVERNMENT FRAMEWORK AGREEMENT FOR THE PROVISION OF MARITIME TECHNICAL SUPPORT 

SCOTTISH FERRIES REVIEW

Purpose
This document invites the consultants on the Scottish Government’s Maritime Technical Support Framework Agreement to tender for a number of work packages related to the Scottish Government’s Scottish Ferries Review. 

Background
The Scottish Government is taking forward a comprehensive review of ferry services in Scotland.  The review will -

· develop a shared vision and outcomes for lifeline ferry services in Scotland, in the context of the Government’s Purpose, Economic Strategy and National Transport Strategy;  

·  analyse the current lifeline ferry services and network, identifying how well it meets the proposed outcomes and how it links to other modal networks;

· inform the Scottish Government’s long term strategy for lifeline ferry services in Scotland in time to feed in to the next spending review, and influence the next round of procurement of ferry services and supporting infrastructure; and

· identify policies to be taken forward to deliver the long term strategy, including the planned investment framework.

The Review will be overseen by a Steering Group.  There will be at least two sub groups for Councils and Operators. Due to the complexity of the work required the work will be split into a number of work packages.  In addition there will be other external work streams such as the Road Equivalent Tariff (RET) study that will contribute to the work of the Review. More detail about the structure of the Review can be found in Annex A, “The Project Structure”. This paper was agreed by the Review Steering Group.
Further background to the review is set out in Annex B, The High Level Scope and Methodology for the Ferries Review. This paper formed part of the Minister for Transport, Infrastructure and Climate Change’s response to the Parliamentary Inquiry into Scottish Ferry Services.

The “general requirements” and “exclusions” set out in Annex B will apply to all of the work packages.

Tender Requirements
You are invited to tender for one or more of the work packages detailed. The award will be made under the Scottish Government’s Maritime Technical Support Framework Agreement.  

Costed proposals should be sent to –

Brian Wither

Scottish Government

Ferries Division

Area 2-H, Dockside

Victoria Quay

Edinburgh

EH6 6QQ

Telephone: 0131 244 0844

Brian.wither@scotland.gsi.gov.uk
The Project Director, Judith Ainsley and the Project Manager, Brian Wither will be available from 2pm to 3pm on Monday 10th November in Victoria Quay to answer any questions. All potential bidders are invited to attend this session to ensure that any additional information provided is equally available to all. No other discussion will be entered into with potential bidders about this tender exercise.  

Proposals should be submitted by Friday 14 November 2008.

Contracts will be awarded on 20 November 2008.  

It is essential that all work package managers work together to ensure consistency across the work packages and to ensure no duplication of effort. 

The successful consultants will be required to attend an inception meeting with the other work package managers on Monday 24 November 2008.  Further work package managers’ meetings are scheduled for 10 December 2008 and 14 January 2009. Thereafter work package managers will meet every 3 to 4 weeks. 

The successful consultants may also be required to attend Steering group meetings to present details of their findings.  
Brian Wither will manage the contracts.  

Details to include

Proposals should detail the proposed approach/methodology for providing the services, along with timescales and costs, which must not exceed the agreed rates in the overarching Framework Agreement.  The proposals should also identify relevant stakeholders such as operators, Caledonian Maritime Assets Ltd and local authorities; and appropriate engagement with relevant stakeholders.  Key staff to manage the delivery of the project should also be identified.  

All work packages will also consider environmental issues that impact on the delivery of ferry services.  Key outcomes of the strategy are a reduction in emissions by 2011 with an 80% reduction in emissions by 2050.  
Environmental issues to be considered include – 

· global carbon emissions

· local emissions

· global warming and fuel (availability, costs and alternative types)

· sewage pollution and ballast water exchange

· the impact of faster sailings

· vessels with green passports 

Please note that this list is not definitive and we look to tenders to bring their views forward.

Halcrow Consultants have already undertaken on-board surveys on all the CalMac, NorthLink, Pentland and Western ferries services.  The data collected has been stored in an SPSS database and will be available to all the successful consultants. Copies of the onboard questionnaires are attached at Annex C.

Halcrow Consultants have also already carried out household surveys as part of the RET study and the data from those surveys will be available to all successful tenderers. Copies of the questionnaires used are attached at Annex D. 

The consultants will also have access to any information held by the Scottish Government and to information on carryings and timetables from CalMac and NorthLink.

It is anticipated that additional data will be required by all successful bidders. Transport Scotland will therefore run a data collection exercise for the Review and to inform their Transport Model for Scotland. All successful tenderers will have the opportunity to feed into the data requirements for this exercise as part of the first work package managers’ meeting on 24 November.
Once collected, the data in its raw form will be made available to all work package managers for analysis  to inform their work packages.

The outcome for each work package will be a written report to be submitted to the Scottish Government by the end of April 2009.   The report will provide a range of options that have been appraised on the basis of sound analysis and evidence.  The options identified will include an analysis of the strengths and weaknesses and associated risks.  The reports will inform the draft ferries strategy that will be subject to public consultation in summer 2009.  

Attached Papers

A number of papers are attached for your information:

Annex A, The Project Structure

Annex B, The High Level Scope and Methodology for the Ferries Review

Annex C, On board survey questionnaires, carried out during Summer 2008 for the Review

Annex D, RET questionnaires
Annex E, HIE Work Package paper

Annex F, CMAL Work Package papers

Annex G, Outcomes of the Scottish Ferries Strategy

Work Packages
The work packages requiring consultancy support are as follows – 

Work Package 1 – Methods of Delivery and Operation, Competition and Procurement

Methods of Delivery and Operation

This element of this work package will consider different options for the delivery and operation of subsidised ferry services in Scotland. A range of options must be appraised on the basis of sound analysis and evidence.  Other aspects that must be considered by the successful tenderer are financial incentives, regulation, a range of delivery options and the status quo.

The different options for delivery and operation must be considered together with the strengths and weaknesses of each option.  The risks associated with each option must also be detailed.

The Review will make a recommendation about whether a Ferry Regulator should be considered in detail. This work package should not therefore exclude consideration of a Ferry Regulator should it come forward as an option.  

Competition and Procurement

The successful tenderer must test whether the continued bundling of routes is the correct way forward. This will include consideration of European Union maritime legislation and regulations, consideration of the strengths and weaknesses of bundled and unbundled routes, and considering different ways in which the routes could be bundled.

The successful tenderer must develop options for opening routes up to competition from commercial operators and consider the strengths and weaknesses of these options.

The successful tenderer must also consider how ferry services could be procured. Aspects that must be considered include; appropriate legislation and regulations including use of PSOs and PSCs; if/how routes should be bundled together; if/how routes should be tendered in future; how flexibility can be built into future contracts.

Clarity is required on the powers and structures the Scottish Government currently has for the delivery of Ferry Services.

Questions to be answered include:

· What other powers are required to deliver ferry services most effectively? 

· What structures/bodies are required to deliver ferry services most effectively? Are these structures/bodies in existence? What powers should these structures/bodies have? Do they currently have those powers?

· What routes should be opened up for competition? Consideration of the options and consideration of the strengths and weaknesses of these options.

· Should routes be bundled and if so on what basis?

· How should future ferry services be procured?

· How can we ensure flexibility within the contracts?

Please note that this list is not definitive and we look to tenders to bring their views forward.

Work Package 2 – Fares, Funding, Cost and Affordability

Fares
This element of the work package will consider the scope for rationalisation of fares structures.  This will involve consideration and analysis of the existing fares structures for lifeline services and commercially run services.  
Tenderers will be aware of the Road Equivalent Tariff (RET) pilot currently underway. The Review will take account of information available through this pilot but the Scottish Government also wishes to explore other options for restructuring fares.  The tenderer is therefore required to develop options for restructuring fares, and will be required in their bid to demonstrate how this aspect of the work will be approached.
The tenderer must consider whether and how changes to fares structure could provide greater support for the communities served by our ferries.  
Tenderers will wish to gather information on ‘price elasticity’ and this information will be gathered through the Transport Scotland data collection exercise referred to earlier in the tender brief. 

Funding
This element of the work package will seek to answer the questions:

· How should subsidised ferries connecting the mainland with our island communities be funded?

· How should subsidised inter island ferries be funded?

It must also define the criteria under which Scottish Government, local authorities and other public bodies may fund particular services. Options must be considered and put forward.
Tenders will be required to consider different funding mechanisms for ferries and will consider how this might impact on what is affordable to both the Scottish Government and the public.  
The tenderer must include an analysis of the current cost to Government in respect of delivering lifeline ferry services.  The tenderer must also consider whether there are alternative or additional funding streams available for funding ferry services in Scotland.

Consideration of what services may be commercially viable will be relevant and will be considered separately by the ‘Competitions’ work package.  The successful tenderer should therefore liaise with the relevant work package manager.

Cost and Affordability

An outcome of the Ferries Strategy is to deliver improved affordability of ferry services.
This element of the work package will therefore consider how best to improve the affordability of ferry services in Scotland, to the Scottish Government, local authorities and the public.  The costs and affordability of ferries should be considered in the context of the affordability of public transport more generally.

A further desired outcome of the Strategy is that the most efficient use is made of ferries resources.

Links with other work packages

It is recognised that this work package will have close links to the work being taken forward by other work packages, e.g. ‘Vessels, ‘Ports and Harbours’ and ‘Competition’.  It will be the responsibility of each work package manager to identify cross cutting areas, and to liaise closely with the respective work package managers.

 Work Package 3 – Freight

Introduction

This work package will develop options for the future carriage of freight to and from Scottish islands and peninsular communities.  The tenderer must define future freight needs and develop options around how these could be met into the future. 

The tenderer must analyse the current freight provision to our islands and peninsular communities and analyse the future demand for freight transport.

All kinds of freight must be considered from bulk shipping to loose freight, and the requirements of both businesses and communities must be taken into account.  Engagement with a sample of hauliers as well as their representative bodies is considered an essential element of this work package.
The tenderer must consider the current grants paid in relation to freight, together with the current subsidies provided to freight operators and develop options that are not anti-competitive and are state aid compliant.

The Scottish Government recognises that for certain types of freight, the frequency and timetabling of any service is as important as cost. The tenderer must therefore take this into consideration when developing options. 
Other areas that require consideration are:
· Targeted service enhancements

· Future vessel requirements – multi-purpose carriers or freight only carriers. 

· Lifeline lo-lo and ro-ro operations 

· Private freight operators
· Air freight
· Potential traffic volumes 

· Potential service providers looking at more attractive UK or global investments opportunities

·  EU regulatory regime limiting operating subsidies and grants to develop new infrastructure

· Lack of connecting intermodal links especially to rail with sufficient path capacity and service frequency

An important element of this work package will be the involvement of the regional transport partnerships in developing options and due account should be taken of work already done such as the Bulk Freight Shipping Study completed in March 2007.
Note for Steering Group – We would appreciate views on how far freight should be a stand alone work package.  For example, should the charging structure for freight come under the “Freight” or the “Fares” work package?
Work Package 4 – Integration and Services and Routes 

Outcomes for the ferries review include:

· Improved connections for island and remote rural communities

· Ferry services that integrate with other forms of public transport

· Improved reliability and journey times

· Ferry services that continually improve and are responsive to local people’s needs

· High quality, sustainable ferry services

Integration

This element of the work package will consider different options for better integration with all modes of transport – ferries, air, bus and rail – to focus investment on making connections across Scotland better. 
Options must be developed for pursuing improved integration of ferry services with other modes of public transport.

Tenderers should note the exclusion about detailed work on timetabling. Detailed timetabling work is not being carried out within the Review process.
Services and Routes

This work package must seek to define the appropriate/acceptable levels of service for each community.

This work package must also develop options for deciding what routes and services will be provided.
This element of the work package will consider different options to improve reliability, improve journey times and provide new and faster connections to island communities.  It will also offer options for future network configurations that better meets the needs of the communities.  

In developing options account will be taken of existing service configurations and timetables, extending sailing times, increased frequency and also the impact that might have on existing crewing arrangements. Consideration should also be given to the type of vessels required for the routes and whether a shorter route would be more appropriate.

No potential routes are excluded but specific consideration must be given to a shorter route from Jura to the mainland. 
Alternatives to ferry crossings such as tunnels, bridges and causeways must also be developed and the successful tenderer must define where these may be appropriate. This work package does not include detailed work to consider fixed links in detail. Further consideration will be given to alternatives to ferries once the overall strategy has been agreed.  
Work Package 5 – Analysis of the work package information and drafting the strategy for public consultation 

Details of the various work packages can be found at Annex A. Copies of the most up to date versions of the work package papers put together by HIE and CMAL are attached for information at Annexes E and F.

We require the successful tenderer to pull the information together from the different work packages and to write a draft strategy for public consultation in summer 2009.

We anticipate that the draft strategy will consult on viable options for the way forward identified by the work packages. It is envisaged that testing of these options will be carried out at the same time as the public consultation.

We wish to consult on the following: 

· What the appropriate level of ferry service is.

· The minimum level of service that is appropriate/acceptable for each community.

· The criteria under which services should be publicly funded.

· Where fixed links are possible, whether this is something the particular islands desire.

· The options for fares restructuring.

· The options for opening routes up for commercial operation.

Please note that this list is not definitive and we look to tenders to bring their views forward.

The successful tenderer will be required to attend all work package meetings to keep abreast of developments and to feed in requirements with the draft strategy and public consultation in mind.
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