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SHREWSBURY TOWN COUNCIL

RECREATION & LEISURE COMMITTEE
& 

FINANCE & GENERAL PURPOSE COMMITTEE

10 OCTOBER 2018 & 15 OCTOBER 2018
Responsible Officer: Helen Ball - Town Clerk

Engineering Solutions

Purpose of Report
To establish the most sustainable and cost efficient solution to meet the Town Council’s Engineering needs.

Background – Historic Context of how are we where we are now
In Shrewsbury & Atcham Borough Council days the Grounds Maintenance White Van Fleet and large grass cutters were dealt with at the Borough Council’s Depot at Underdale Road.  At the time it was part of a much bigger fleet including vehicles to maintain the council housing stock, highways, street cleansing and refuse services.  Over subsequent years the Borough Council sold off the council housing stock to Severnside Housing and contracted refuse out as part of the bigger County Council refuse contract with Veolia.  This saw the Borough Council Mechanics Depot wound down.  This was the point that the Borough Council moved from owning the white van fleet to renting so that maintenance and service would part of the fleet management package.
At the time of unitary/town council creation a number of key decisions were taken:

· Moving away from renting a white van-fleet to purchasing outright – renting out was an extremely costly exercise with the penalties for damage, however small prohibitive.  For the same budget as annual rental we purchased the key fleet;

· Developing a relationship with Shropshire Council’s Fleet Management – at the time they wanted the Town Council to enter into an SLA to manage the fleet.  Instead a relationship was developed first with Enterprise and then with Ringway to service and MOT the white fleet;

· Tendering out the maintenance of the Ride-on Fleet.  Originally all of the Ride-on-Fleet was serviced externally, but more and more has been done in house;
· Tendering out Tractor maintenance to Tractor Specialists and the mechanical engineer repairing minor problems;

· Entering into an agreement with Arval for the supply of fuel with a card payment system;


· Bringing the management of tyre repairs and punctures in-house from ATS – this considerably increased response time but added further burden on the mechanic.

All of the above, whilst improving the efficiency of maintenance of the fleet and plant has brought added burden on the role of the Mechanic.  The original Mechanic at the time of local government reorganisation was little more than a co-ordinator for outsourcing; now the mechanic is very hands on.
Background – The current Fleet

The Town Council owns the following machinery and plant that requires routine inspection/servicing/MOT/LOLA testing to meet various statutory requirements:

	Equipment
	Number
	Servicing Requirements

	Tractors
	6
	600 Hour Intervals 

	White Van Fleet
	18
	Annual MOT + Service / 6 Monthly Safety Check 

	Trailers
	24
	6 Monthly Safety Check 

	Ride-on Mowers
	32
	Annual Winter Service – Hours Based Intervals 

	Pedestrian Mowers
	64
	Annual Service (Inspections as required during mowing season)

	Strimmers
	34
	Annual Service 

	Chain Saws
	19
	Annual Service 

	Pole Saws
	9
	Annual Service 

	Leaf Blowers
	44
	Annual Service 

	Water Carts
	5
	Annual Service (repairs during season)


This totals upwards of 500 serviceable pieces of equipment that needs to be proactively maintained as well as reactively maintained during use.  
The Mechanic has responsibility for all of the above kit and maintains the relevant service logs for every single item; he determines whether there is capacity for this work to be done in-house or it is out-sourced.
Currently all but the following is dealt with in-house:

· White Fleet MOT, Servicing & Repair

· Winter Servicing of the 10 most complex ride-on machines

· Tractor Servicing & Major Repairs
· Specialist Repairs

To assist the Mechanic during the winter months two members of the Recreational Greenspace Team are seconded to the Depot to undertake servicing of the pedestrian equipment to relieve workload. This is not to say the Recreational Greenspace Team have capacity to lose two members of staff in the winter as the team have a heavy winter maintenance programme. Over the last two years the secondment has accounted for an average of 655 hours (Those two members of staff are lost to the Recreational Greenspace Team for just over 2 months a year).
Whilst there is a lot of equipment that is out-sourced it is not that it is too technical for the Mechanic to undertake; more that it is the volume of work that is required for servicing.
Winter Servicing of the complex Ride-On Mowers is tendered out annually and generally the kit is divided between the three main Servicing Companies locally.  Standards of servicing has varied considerably over the last few years and has often resulted in the Engineer having to do his own post-service checks to make sure the mower is fit for purpose.  Whilst those companies have rectified the Engineer’s Snagging Lists, this has come at a time cost to the Council, both in lost down time for grounds staff but also increased worked for the Mechanic
We have been fortunate to have built up a good working relationship with Shropshire Council’s contracted-out Fleet Engineering Department at Longden Road Depot.  Ringway provided a relatively efficient servicing, MOT and repair facility which met our requirements.  We have since been notified that the Fleet Engineering Department has been sub-contracted to SHB via the new Kier Contract, and have already been told the likely hourly rate will be £10/hr (a 20% increase on last year’s costs) more than under the Ringway arrangements.
Key Issues for looking at alternative solutions

There are a number of key issues to consider in looking at an alternative solution to having a single Mechanic and contracting work out.

i. Business Continuity – Having a single Mechanic is a bit like putting all your eggs in one basket.  Whilst the Mechanic does everything within his power to make sure all key equipment is fit for purpose before his leave, he cannot foresee the unexpected. The majority of grounds maintenance operatives who operate equipment have a good working knowledge of how their equipment works and are capable of undertaking minor repairs, but when major problems occur they need to be carried out by specialists.  During the Mechanic’s periods of annual-leave we have local servicing providers on standby, but this requires us to transport the equipment to their workshops rather than it be repaired on site where the fault happens.  This often requires other members of staff to assist (in particular the big tractor with winch & trailer), which creates further impact on down-time.
ii. Succession Planning – It has already been mentioned above that two members of the Recreational Greenspace Team are seconded to the Depot to assist in servicing the pedestrian equipment.  As this is not their routine work, they do take time to get up to speed.  It should also be noted that these individuals have gained their experience from their work outside this organisation and as both near retirement that specialism is not held elsewhere within the organisation. Having the potential of two engineers would provide an opportunity for upskilling the workforce on kit maintenance and servicing.
iii. Reduce Grounds Maintenance Down-Time – There are two aspects to grounds downtime (i) the down-time related to the length of time between when a piece of equipment is deemed faulty and when it is repaired and (ii) the down-time related to the opportunity costs of sending equipment (and in particular white van fleet) away for servicing.  
Having such a large fleet regularly means that the Mechanic has to juggle numerous repairs simultaneously and there is often a queue of equipment in the workshop requiring his attention.  He does however have to prioritise those vehicles/plant that are stranded on the highway or are subject to oil leaks because the ramifications of dealing with the expeditiously are often costly.  This means that a groundsman who breaks down on a recreation ground could be waiting upwards of 3-4 hours to have his vehicle repaired.

Traditionally white-vans are attached to various Teams and as such their equipment stays within the van, which is fine as these vehicles are secured in depots overnight.  When a white-van goes to service, the van has to have all its equipment removed, a second vehicle available to assist with drop-off and pick-up and then equipment put back into the van.  This often means that a day servicing can see that vehicle out of action for upwards of two-days.
We have calculated that a Groundsman can incur anything from 1-2 hours downtime ever single week awaiting repair or working without a piece of equipment that is currently being serviced.  Put this in the context of a 50 strong grounds maintenance team, that downtime equates to 2.7 full time equivalents.
iv. Prioritisation – When an organisation is in full control of the maintenance of its fleet, it can prioritise accordingly, but when an organisation contracts out various works, it is reliant on the fact that contractor can meet those priorities.  As an example, during the summer the 4x4 Vehicle that waters all of the hanging baskets and planters broke down.  Were we in a position to undertake the work in-house, this would have been high priority as it is needed daily, over any other piece of equipment.  At that time the Engineer was on holiday and the earliest turnaround for repair was 4-days.
v. Difficulty in out-sourced work coming back fully functioning – This year in particular has seen a number of occasions where equipment has been returned from repair and or servicing and has not been operational.  A list of real scenarios is appended to this report for your information.  Whilst some are almost laughable, it is extremely frustrating that staff have to spend time snagging any faults and having lost time awaiting faults to be rectified.
vi. Cost of Operation – Appended to this report are the costs of servicing for all of our White-Van, Tractor and Ride-On Mowing Equipment over the last few years
Options for consideration

There are possible options for consideration:

· Employing a second engineer so that all work can be undertaken in house

· Developing a relationship with HBS (Kier’s Fleet Engineering Sub-Contractor)

· Sourcing alternative garages in Shropshire that can meet the needs of our wider range in fleet

1. Second Mechanic – to enable all White Van Fleet, Ride-on Fleet & Tractors to be serviced and repaired in house (with only MOT work being out-sourced)
A SWOT analysis of the option for recruiting a second engineer is listed below:
	Strengths

· Town Council is in control of its own Fleet Maintenance

· Business Continuity

· Ability to Prioritise Workload

· Reduced Grounds Maintenance Downtime
· Grounds maintenance staff working on grounds matters and not repairs & servicing

· Reduction in overtime costs for the existing Mechanic
	Weakness

· The current workshop would require amendments
· MOT work would still have to be out-sourced

	Opportunity

· Succession Planning
· Upskilling of Grounds Staff so that they can undertake minor repairs to their equipment safely
	Threat

· Recruiting the right calibre Engineer


By far and away this option would give the Town Council greater flexibility to meet the needs of a growing fleet and given the potential land to be adopted under new housing developments the size of this fleet will only get bigger.

This option will allow the Town Council to be more flexible in its operations, working around the demands of the organisation.  Currently the Mechanic’s hours are 8.00am- 4.00pm.  The potential of having two Mechanic would give the option of operating split shits, opening up the workshop for longer; this in turn gives the option for split shifts for the grounds staff allowing key sites to be accessed earlier/later with the comfort in knowing there is Mechanic cover in the event of difficulty.
It has already been identified that the current arrangements create a level of downtime in the organisation that were those considerable hours were put to better use would see greater efficiency in the organisation.  It is not likely going to see a reduction in staff numbers, more an improvement in standards and being able to tackle some of those jobs that get put on the backburner.

In going down this route there would need to be some adaptations to the workshop.  The Workshop already has a two-bay entrance which can cater for multiple pieces of kit at the same time.  
We have currently been exploring the benefits of replacing the current vehicle lift with a four-post vehicle lift to cater for some of our bigger Ride-on Fleet.  This would also be beneficial for servicing the white-van fleet.  Initial costs are in the region of £3-5k.  There would also be the need to purchase some specialist tools for diagnostic testing.
2. Using Shropshire Council’s Fleet Engineering Sub-Contractor for White Van Fleet but still using existing specialists for Ride-on Fleet and Tractors
A SWOT analysis of the option for using Shropshire Council’s Fleet Management Sub-Contractor is listed below:
	Strengths

· MOT work (which the Town Council could not undertake)
	Weakness

· Cost
· Grounds Maintenance Downtime
· Prioritisation
· Service Standard

	Opportunity

· Possible hiring of equipment?
	Threat

· There to meet the prioritise of SC & not STC


Staff have already had a series of discussions with Shropshire Council’s new Fleet Management Contractor and whilst there is potential to enter into an agreement, the feeling from officers is that our work requirements would be done as and when there is capacity.  Staff are already struggling with accessing the Longden Road Depot site due to increased security and on average longer wait times for vehicles to be MOT and serviced.
3. Alternative Garages for White Van Fleet but still using existing specialists for Ride-on Fleet and Tractors
A SWOT analysis of the option for using alternative garages is listed below:
	Strengths

· Using Local Firms

· MOT work that the Town Council could not undertake
	Weakness

· Cost
· Grounds Maintenance Downtime
· Prioritisation
· Service Standard
· Not one garage will meet the Council’s needs

	Opportunity

· For Local Garages to increase their trade keeping trade local
	Threat

· Capacity and conflicting priorities with private customers 


The average hourly rate for garages locally is in the region of £35/45 an hour and whilst this is within the financial framework we operate there is a worry that no one garage could meet the diverse needs of the Town Council’s Fleet.
Conclusion
Our recent difficulties with various elements of servicing has really made us look at how the service in the round actually works and the often unintended consequences of those in-efficiencies on the workload of the Grounds Maintenance Team as a whole.

The invoicing costs of our out-sourced servicing is not far off the salary of appointing our own mechanic.  What is not accounted for are the intangible benefits.

We have faced criticism about our ability to maintain assets at an acceptable standard and as highlighted above if a new way of maintaining our fleet reduces that down-time, inevitably the service standards will improve and/or we will get round to some of those tasks that get put on the back-burner.

The existing mechanic service has already achieved considerable efficiencies in taking elements in-house rather than relying on out-sourcing.  This has provided us with huge flexibility.

This final move to taking the rest of the fleet-maintenance in house will create better efficiency with us being in control of our own work programmes, prioritising our own work-streams and being able to fit around key milestones that the Grounds Maintenance Team works.
Recommendation

1. That the Town Clerk be given delegated authority to move to bringing all of the Town Council’s mechanical engineering functions in-house;
2. That an Assistant Mechanic is appointed at Grade 22-25
3. That a budget of £7,500 is set aside for necessary upgrades to the Weeping Cross Mechanic’s Workshop.
Appendix 1 - Historic Servicing & Repair Costs

Summary of hired labour over the past 2 financial years
	
	Ringway
	Tractor Servicing & Repair
	Winter Servicing
	Total

	
	£
	£
	£
	£

	2016/17
	4,772.53
	2,763.02
	13,332.44
	20,867.99

	2017/18
	5,211.45
	2,587.50
	10,171.28
	17,970.23


Salary cost of employing a Mechanic
	Salary
	23,111

	On-Costs
	5,447

	Payroll, IT etc
	300

	Total
	28, 858


Savings

	Average annual out-sourced service costs
	19,419

	Reduction on parts (proactive maintenance)
	2,150

	Reduction in existing Overtime
	1,119

	Total
	22,688


Appendix 2 - Past Scenarios

Below are some examples of repairs and resulting downtime:

· A Recreation Greenspace Grasscutter was returned from out-sourced Winter Servicing and went out on site.  The Groundsman reported the machine wasn’t cutting grass.  The Mechanic inspected the machine.  The cutting blades had been put on the wrong way round – 8 hours taken to rectify problem.
· The main grass cutting tractor broke down at the Rugby Club, resulting in the mowing blades being stuck in cutting position.  This was on a day when the Mechanic was on leave.  Three members of staff had to attending to the breakdown jacking up the vehicle to free the hydraulics to allow the broken wheel pin to be replaced so that it could get back to the Sundorne Depot. Time taken 2 x vehicles, 1 x tractor, 6 members of staff totalling 12 hours of downtime.


· Those with land rovers and tractors are often asked to pull grasscutters out of damp areas, and particularly at the start of the season this is often a problem

· A member of staff was dropped off at Longden Road Depot to pick up his vehicle at 1pm.  This coincided with the Fleet Management Depot Receptionist’s lunch hour and he wouldn’t hand over the keys until 2pm
· Watering 4x4 developed a fuelling issue that kept occurring after several reset visits to Longden Road it was booked in.  A replacement vehicle was sourced from the Golf Course (meaning the Golf Course was down a machine) – time lost 10 hours, 3 members of staff.  The mechanical engineer finished the repair saving 4 days wait for a nut delivery (the nut required cleaning but was fine to reuse). 

Appendix 3 - Cost & Job Description of an Assistant Mechanical Engineer
MAIN PURPOSE OF THE POST:

· To maintain a grounds maintenance fleet of tractors, dumpers and ride-on lawn mowers in an operationally fit for purpose condition;

· To repair equipment including ride-on and pedestrian mowers together with strimmers, leaf blowers, brush cutters and chainsaws;

· To produce service records and coordinate servicing of associated equipment.  Records to be passed to the Administrator;

· To undertake risk assessments in conjunction with the Operations Manager;

· To specify spares required, reporting to Operations Manager and Administrator to order;

· To assist with floral infrastructure installation, signs, sockets and repairs etc;

· To maintain workshop, equipment and fleet in accordance with current health and safety requirements.

This post reports to the Senior Mechanic.

MAIN DUTIES:

1.
Repair and maintenance of equipment (including comprehensive winter service programme)

2.
Record keeping, passed to Administrator to file information

3
Health and Safety of workshop area

4.
Assist with ordering spares via Operations Manager and Administrator

5.
Responding to accidents, breakdowns, including out of hours cover

6.
Informing Operations Manager and Administrator of departmental requirements

7.
Undertaking risk assessments/assisting the Operations Manager

8.
Working in accordance with good practices complying with Council Health & Safety requirements

9.
Any other duties as specified by the Supervising Officer

SKILLS, KNOWLEDGE AND EXPERIENCE REQUIRED:

· Engineering qualification

· History of maintaining complex grounds and agricultural maintenance equipment

· Experience in repairing specialist equipment

· Vehicle Trailer Licence (C1E / D1E)

SKILLS, KNOWLEDGE AND EXPERIENCE REQUIRED continued:

· Health and Safety knowledge

· Risk assessment, method statements

· The ability to use complex machinery/tools

· The ability to use PC and view CD manuals

COMPLEXITY AND CREATIVITY:

· Work unsupervised with a ‘can do’ attitude

· Work under pressure

· Correctly prioritize tasks

· Respond to emergency call-outs (a small number of which may be out of hours)

· Improvise and undertake safe repairs on site

· Work to safe working practices

· Design and undertake bespoke repairs and fabrication

JUDGEMENT AND DECISIONS:

· To ban use of equipment if deemed to be unsafe or requiring repairs.

· Report any defects to Operations Manager and Administrator.

· To recommend when equipment should be replaced to Operations Manager.
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