Executive 13 October 2016

Report of the Director of Place

Result of Park & Ride Service Operator Procurement
Summary

1. York has a successful, established, network of Park & Ride
services. The Park & Ride provides a seven day, high frequency
and high quality bus link from six car parks around York to the city
centre and is an essential component of the City’s transport
strategy, enabling York’s vibrant economy.

2. The Park & Ride network is currently let as a single contract
operated by ‘First York’. First’s contract is due to expire on 31°
January 2017.

3. Following approval by the Council’s Executive, a competitive
tendering process has been undertaken over the past few months.
Although there was strong interest in the contract, no responses
meeting the council’s financial expectations against the
specification tendered were received.

4. However Officers are confident that an operator will be secured in
the coming months and following dialogue with a number of bus
companies, options for addressing the concerns of potential
suppliers will be developed. Subject to the approval of the
recommendations in this report the results of the operator review
will be brought before the Council’'s Executive in December, prior
to the issue of a new invitation to tender.

5. Inlight of the above officers have negotiated extension options to
the current Park & Ride contract with First York to operate from
1st February 2017 for either 6 or 12 months.



Recommendations

Members are asked to approve:

a) A 12 month extension of the current Park & Ride contract with
First York. The price for this extension option is only open to the
Council until 14™ October 2016; and

b) Authorise Council officers to close the current procurement and
to enter dialogue with potential bidders to shape a new Invitation
to Tender which would be brought before the December meeting
of the Executive for approval.

c) To arelease from contingency of £100k to fund the shortfall in
income in 2016/17.

d) To note the additional future years costs (£600k) will be
incorporated as growth within the budget that council will
consider in February 2017

Reason: To ensure continued operation of the York Park & Ride
service and to ensure delivery of the most economically
advantageous Park & Ride contract moving forwards.

Background

7.

10.

The Council has operated one of the country’s most successful
Park & Ride services for over 20 years. The service currently
operates a 7 day high frequency service from six sites around the
City’s ring road.

The Park & Ride service is operated on behalf of the Council by
First York under an eight year contract which ends 31% January
2017.

The Council has benefitted from a significant licence fee income
and high quality service over this contract period.

Through the recent procurement process potential bidders
demonstrated that, whilst strongly interested in the Park & Ride
opportunity, they felt unable to meet the Council’s financial and
guality expectations at the same time as operating the Park & Ride
service profitably and therefore either did not bid or submitted non-
compliant bids.



Consultation
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In preparation for the procurement process, consultation was held
with the Procurement, Legal, Financial, Property and Transport and
Air Quality departments to ensure that the proposals were aligned
to corporate policy and priorities.

The views of Park and Ride customers were sought through a
customer satisfaction survey carried out in December 2014 -
January 2015 to determine the views of the existing users. In
addition to the compilation of a range of views, the survey revealed
that 98% of Park and Ride users stated that they were either
satisfied or very satisfied with the Park and Ride service they used.

The views of representatives from ‘Visit York’ were sought in
February 2015.

Pre-procurement supplier engagement sessions were undertaken
with six potential suppliers to assist the Council in devising the
Invitation to Tender.

The Executive decision to procure the Park and Ride Contract was
subject to Scrutiny Call in and Members expressed a wide range of
views as to their high aspirations for the Park and Ride Service
specification.

The Council now proposes to enter in to further discussion with
potential bidders to identify areas of the specification which could
be altered, increased or removed to enable the Council to issue a
more economically attractive Invitation to Tender.

Options
Option 1

Terminate the current procurement process and enter in to a short
period of dialogue with potential Park & Ride bidders to inform a
number of different specification options. Proposal for an amended
specification would then be presented to members at the meeting of
the December Executive prior to issuance of a revised Invitation to
Tender.

Award a contract extension to First York to continue to operate the
Park & Ride for twelve months thereafter the new contract would
commence.
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Option 2

Terminate the current procurement process, officers enter in to
dialogue with potential Park & Ride bidders and officers to issue a
revised, reduced, specification that balances cost and service
quality to increase the likelihood of receipt of compliant bids with a
view to awarding and commencing the new contract upon expiry of
the contract extension with First York.

Analysis
Option 1

This option will provide the Council with the opportunity to consult
with the market and establish a tender which still enables the
Council to better understand the commercial impact of the various
elements of the Park & Ride tender specification. Whilst unlikely,
the primary risk inherent in this option is that in spite of revisions to
the tender specification, the Council may still not receive any bids
within its proposed budget following a further tendering competition.

Under this option a report to Executive in December will allow a
decision to be made as to the specification of the Park and Ride
service that would be subsequently put to market. Considering the
significant number of users, the importance to the City’s transport
infrastructure and the financial value of the contract this option
allows for public participation through the democratic decision
making process.

Due to the receipt of no compliant tenders, Council officers have
taken steps to negotiate and agree possible six or twelve month
extensions to the current Park & Ride contract with First York.
Officers are recommending the twelve month extension to allow
maximum lead in times to potential new suppliers and thereby
reduce the level of risk and cost likely to be included in tender
proposals. The six month extension option would be very
challenging and it is officer’s view that this could restrict the number
of operators willing to tender for the work. Either extension option
would deliver a reduced income to the Council, but in all other
respects would provide the same level of service (and at the same
fare) for Park & Ride users.

Without an extension to the existing Park and Ride contract there is
insufficient time before the current contract ends to procure an



24.

25.

26.

alternative supplier to ensure continuation of the Park and Ride
service.

The procurement exercise would commence as soon as possible
following approval of the preferred alterations to the Invitation to
Tender at the Executive meeting on 8" December. Table 1 below
indicates the likely timescales of the proposed procurement
exercise.

Table 1

Date (week Activity
commencing)

October 2016 Supplier engagement

December 2016 | Executive approval of tender specification

End Jan 2017 Tender submission deadline

End March 2017 | Contract award

April — July 2017 | Mobilisation period
or January 2018

August 2017 or | New contract commences
February 2018

Option 2

This option would enable the Council to move more swiftly to
ensure that a new contract was issued for the Park & Ride contract.
However, the benefit would be marginal, measured in weeks, giving
no significant advantage and would reduce both the transparency
and democratic accountability of the process to secure a Park &
Ride contractor.

It is envisaged that the current specification and tender documents
would remain largely unchanged, but the Council could, for
example, alter the following requirements:

e Hourly service capacity — enable the bidder to specify what
level of service they would provide for each hour of the day;




e Vehicle specification - allow the bidder to specify which
vehicles they would provide to operate the service;

e Fares — allow the bidder to specify the fares they would look
to charge passengers for use of the service

27. The Invitation to Tender would be issued as soon as possible
following the October Executive meeting. Table 2 below indicates
the likely timescales of the proposed procurement exercise.

Table 2

Date (week Activity
commencing)

November Issue revised invitation to tender
2016

End Dec 2016 | Tender submission deadline

End Feb 2017 | Contract award

March — July | Mobilisation period
17 or Jan 18

August 2017 | New contract commences
or Feb 2018

Procurement

28. Whichever option is selected, for the new Park & Ride contract a
European procurement route will be followed. It is proposed to
evaluate the tenders using a Most Economically Advantageous
Tender model which would allow cost and quality to be assessed.
The details of evaluation model will be agreed with the Corporate
Procurement Team and will not exceed a quality to cost ratio of
60/40 in accordance with the financial regulations.

Corporate Priorities

29. The Park & Ride service is a key element of the Council’s transport
strategy set down in the Local Transport Plan. In addition it
supports the Council’s strategy to increase the use of public and
environmentally friendly modes of transport. Park & Ride also
provides the capacity for the City to grow in transport terms to
accommodate the emerging Local Plan.
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Implications

The provision of a successful and efficient Park & Ride service is
essential for the continued prosperity of the city and the desire to
reduce congestion and improve air quality in the city centre. There
are implications across a wide range of areas both within the
Council and externally.

Financial Implications

The current Park & Ride contract provides a significant income of
£811k per year to the council. This is prior to additional payments
that the council is currently making in relation to Poppleton Park &
Ride where usage levels have meant compensation payments of

£100k are currently being made.

In the current tendering process, no bids have been received that
provide an income to the Council. There are a number of financial
issues which need to be considered.

I.  The income anticipated to be received by the council from the
Park and Ride contract is dependent on the level of fares set,
guality of specification (principally vehicles and frequency) and
competition from city centre car parking (charges and
capacity). The impact on the operation of the Park & Ride
service (and income to the Council) will need to be considered
if any changes are proposed to the operation of the council’s
car parks within the city.

ii. Itisintended that the proposed December report will include
options to allow members to consider the quality of service
within the specification.

iii. Inthe December report members, in addition to adjustments to
the specification, may be asked to consider Capital Funding
and Policy options to demonstrate the Council’s ongoing
commitment to the Park and Ride service. These options
would be designed to increase the policy and economic
certainty of the environment in which the Park & Ride
operators would be tendering in to.

A twelve month extension negotiated with First York (February
2017 — January 2018) would result in gross income to the Council
of £216k (six months £102k). This would lead to a reduction of
£100k compared to budget in 2016/17 and a loss of £500k for the
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first ten months of 2017/18. The impact beyond February 2018 is
currently not known but assuming a new contract can be procured
without subsidy the lost income would be in the region of £600k.

Human Resources (HR) There are no Human Resource
Implications for staff employed by the council. It is however likely
that if a new operator won the contract staff employed by First
would be eligible for transfer to the new supplier under the TUPE
Regulations.

Equalities There are considered to be no equalities implications if
the concessionary fares provision is maintained as the existing
arrangement. The Park & Ride operations will be compliant with all
current Equalities legislation.

Legal Legal advice has been provided identifying the procurement,
contractual and competition issues which need to be addressed.
Ongoing legal support will be taken throughout the procurement
process.

Crime and Disorder There are no crime and disorder implications.

Information Technology (IT) There are no IT implications. The
supply of additional equipment to enable the provision of real time
information will be included as part of the extension of the existing
Real Time Passenger Information contract. Improvements to the
interface with smart ticketing such as online payments will be
developed during the contract period.

Property Draft leases have been prepared for each of the sites.
Other None.

Risk Management

In compliance with the Councils risk management strategy the main
risks that have been identified in this report are those which could
lead to financial loss, non-compliance with legislation, damage to
the Council’s image and reputation and failure to meet
stakeholders’ expectations.

The Council will be able to mitigate against these risks, however a
decision on the part of the Executive not to agree to extension of
the current Park & Ride contract would result in significant risk to
the Council and City, both in operational and reputational terms.

In addition, the Council faces potential budgetary pressures, should
it fail to deliver any revenue from the tender process.
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