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making the best use of public spend whilst ensuring we maintain Fire Fighter safety.  
 
This project has three primary objectives: 

• Improved response to emergency situations 
• Reduced impact on the environment 
• Capital and revenue savings 

 
Improved response to emergency situations 
CFRCS has recently reviewed and updated our Local Response Standards based on the risk 
profile of the county as outlined in our Risk Based Evidence Profile, which looks at a range of 
geographic, demographic and socio-economic factors to identify the areas most at risk in 
Cornwall. Our Integrated Risk Management Plan focuses on delivering targeted Prevention, 
Protection and Response work in the areas that we are currently unable to reach within a 10-
minute response.  
 
These are predominately rural areas and villages, and we know that 23% of the roads in 
Cornwall are classified as ‘narrow roads’, with 18% of our urban roads and 24% of rural roads 
measuring less than 5 metres in width. The country lanes, narrow streets and crowded town 
centres in these areas create access difficulties for our standard Type B fire appliances, as 
clearly demonstrated by the image below. 
 

 
 
These access difficulties are further compounded by the fact that Cornwall has influx of visitors 
during holiday periods, the majority of whom are concentrated around rural coastal areas and 
beauty spots. This creates a heavy additional traffic burden in these areas in the summer 
months, thus slowing our response times due to the difficulties of negotiating traffic jams in a 
standard Type B fire appliance.   
 
In order to improve our emergency response provision in these areas, we will replace our 
standard Type B Appliances with LRP appliances at targeted locations across the county.  
 
The LRP can carry a crew of 5 and 2 breathing apparatus, and has the same rescue equipment 
capability as a standard Type B fire appliance; however it will deliver much improved access 
and manoeuvrability to these rural towns and villages. Crews will be able to deal with the vast 
majority of the common core of incidents without additional support being required, whilst 
ensuring public and fire fighter safety and maintaining operational effectiveness.   
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Reduced impact on the environment 
This project will significantly reduce our impact on the environment and provide a major 
contribution to reducing our carbon footprint.  
 
The running costs and maintenance will deliver environmental savings due to the fact that the 
new fire engines will be more fuel efficient than the vehicles they are replacing, and will have 
lower maintenance requirements on items such as tyres. The CO2 emissions from these 
vehicles will be significantly lower than the vehicles they are replacing. 
 
Capital and Revenue Savings 
 
Capital savings will be achieved because the initial cost of the fire engine, is approximately 
33% cheaper than a conventional vehicle. A standard Type B fire appliance (capital cost circa 
£210k) versus a Light Rescue Pump Vehicle (capital cost circa £140k). Over the next 48 month 
period we will replace 6 appliances at a unit cost of £140k, making a net saving of £420k initial 
capital outlay. 
 
Procurement of this type of vehicle will help us move towards a 12-year renewal cycle, rather 
than the current 15-year cycle. Although we currently operate to a 15-year renewal cycle in 
principle, the oldest vehicles in our fleet are now 24 years old. This approach will compound the 
revenue savings that the service will be able to realise by not only replacing these older 
vehicles, but also by bringing our replacement programme back on track reducing the renewal 
period. 
 
Due to the reduced capital outlay the cost of prudential borrowing will also be reduced over the 
life of the programme.  
 
Revenue 
The capital replacement of six appliances supports our Mid Term Financial Savings plan, 
specifically against; Transport/fleet review realising £200k reduction from base.  This project 
supports this saving through revenue efficiencies in the following areas: 
 
Fuel 
Due to the size and load of the LRP appliances they will deliver an average of 26 miles per 
gallon compared to the current 8 miles per gallon of current appliances. Based on an average of 
1,000 annual miles per appliance this will deliver a £394.98 efficiency at current fuel prices 
giving an annual saving of £2,373 per annum for the six appliances. 
 
Tyres 
A set of tyres will be 20% cheaper than the £2,000 it costs for current appliances. The saving 
would therefore be £2,400 across the six appliances at 5 year replacement intervals.    
 
Maintenance 
Maintaining the smaller vehicles will save in the region of £1,000 per appliance per year on 
maintenance costs compared to a Type B Appliance.  
 
Equipment Carried  
These vehicles are designed to carry the key equipment required to respond to the majority of 
the common core of incidents, with more specialist equipment reserved for our larger vehicles 
or held on stations for use when required. This will release an additional minimum of £6,000 of 
savings per vehicle every 15 years on equipment that will no longer be carried and therefore 
not require replacing.  
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Additional learning 
The project is further supported by extensive user engagement that has been undertaken for 
over four years with user groups across the service, from an initial concept vehicle gaining 
detailed evaluation, being scrutinised by elected Members and trialled, and subsequent trialling 
of two additional vehicles which have enabled us to prepare the organisation for change, raise 
awareness and informed the detailed specification that is being prepared for the tendering 
process.   
 
Between January and March 2016, CFRCS undertook a procurement exercise for three Light 
Rescue Pumps using the Yorkshire Purchasing Organisation (YPO) framework. It was 
anticipated that using this framework would reduce burden, expedite the process and deliver 
value for money as an acknowledged framework. CFRSCS engaged with Commercial Services to 
provide assurance and governance to this process. In March 2016 the decision was taken to not 
award the contract as a result of this tendering process for the following reasons: 
 

1. During the tender process we learned that the way the specification document had been 
written provided too much lateral interpretation for suppliers and lost focus on user 
requirements. In addition, we were limited in terms of evaluation criteria weights and 
questions by using the YPO framework.  

2. Through engagement with other Fire and Rescue Services (FRS) during the tender 
process, we learnt some FRS’s were realising additional savings by grouping orders for 
call off.  As we know we need 6 over the 4 year period it was felt prudent to go with one 
tender as opposed to multiple tenders thus attracting additional discounts. This change 
supports the delivery of capital savings (increased discount). 

3. On the basis of point two, there needed to be specific performance clauses into the 
contract regarding future calls offs – based on performance of the first vehicle delivered.  
This will enable proof of concept and enable us to change the fit out of the appliances so 
that they can be equipped to best meet local risks (it is anticipated that the chassis will 
be fit for purpose). 

 
A full lessons learned exercise was undertaken following this procurement exercise with 
members of the procurement team and action taken to address the points raised. This includes 
undertaking a thorough review/rewrite of the tender specification document to fully capture 
user needs, ensuring that lifecycle costs form part of the tender process so that these form part 
of the awarding criteria, further supporting our MTFP strategy, ensuring a robust contract 
management process is put in place which is being supported by the governance structure that 
is now established for the project.  
 
We are proposing a 60% cost, 40% quality split. This decision has been made after speaking 
with Devon and Somerset Fire and Rescue (DSFR) about their last tender for similar vehicles. 
They did not include any quality questions in their ITT, and purely assessed price and 
specification. DSFRS set up a single supplier framework on this basis, and after finding quality 
issues with the vehicles in service, they decided to stop using the framework. We have also 
learned from the last aborted tender using a YPO framework, where we could not change the 
weightings to suit our requirements. We need to consider the fact that as this will be an open 
tender we are open to offers across Europe/the wider market, and the correct balance between 
cost and quality will be key. We will check this 60/40% split when the evaluation criteria 
questions have been finalised- to make sure we have the correct weightings. 
 
The decision has been taken to not hold a Supplier Open Day due to the specialist nature of this 
procurement and the fact that nationally the fire sector has well established relationships with 
existing suppliers. Although it’s not practical to do for this tender, a supplier day will be held for 
future tenders following development of the 15 year replacement plan. 
 







 

Outline Business Case 8 of 13 

• How value for money will be achieved? e.g. consider, for example,  the following:  
o level of pre-market research, Supplier engagement and market readiness for the 

procurement 
o quality of specification and KPIs  
o completion of competitive tender exercise with sufficient time allowed for all 

stages 
o contract award based on Most Economically Advantageous Tender 
o appropriate Terms and Conditions 
o plans for robust Contract Management (including both performance and 

relationship management) 
• If Internal Direct Award is proposed how the Internal Direct Award Procedure will be 

followed to confirm that it will provide value for money and that the Council Company 
has the competency and capacity to deliver?  

• Whether opportunities for collaboration have been considered? 
• The planned route to market?  
• Whether the expenditure/investment is new?  
• TUPE and Pensions obligations 
• Payment terms 
• How variations and break clauses are provided for in the contract?  
• How innovation is provided for in the contract?  
• What provision there is for the use of subcontractors 
• The exit plan 

This section can be tailored as appropriate to the circumstances. Where matters are not 
relevant sections can be deleted.  
 
Support of Council’s objectives  
This project supports the Council’s strategy theme of ‘being efficient, effective and innovative’ 
along with ‘healthier and safer communities’. We will deliver improvements in our service to 
meet the challenges of dwindling resources, local conditions and national priorities. 
 
Consideration of Council’s Sourcing Strategy 
Commercial services will be involved at the start where the business need is identified, which 
will allow a forward procurement plan to be created. As with procuring the 6 vehicles together, 
we are pooling demand where possible through use of call off agreements over longer periods 
of time, as opposed to completing individual procurements each time a single item needs 
replacing. This should ensure we achieve the best possible value for money. This allows a 
proactive approach with more time being spent at the start of the procurement cycle, as 
opposed to the end. 
 
Flexibility to change specifications or cease call off agreements due to reasons such as 
improvements in design/technology, or poor supplier performance will need to be considered.  
We need to ‘future proof’ the specifications as much as possible. The use of the Contract 
Management toolkit will ensure on-going performance monitoring- this will be managed as a 
joint activity between Commercial Services and the Fire & Rescue Service. 
 
It will also allow greater potential for collaboration with other Fire & Rescue Services, 
depending upon their own ability to forward plan, and their willingness to collaborate.  
 
Achievement of Value for Money 
As outlined above a forward procurement plan will allow us to maximise pooling of demand, 
rather than individual one-off purchases. A comparison can be made between one off purchase 
prices, and prices based on a forward plan/call off- to ensure value for money is achieved.  
 
The commercial documentation used in the Tender process will need to state clearly that 
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reductions on normal market prices are expected due to volume. Market research can be 
carried out to establish market prices, and where other Fire & Rescue Services are willing & 
legally able to collaborate we may also be able to compare pricing. It may be necessary to 
consider variant bids which will also potentially allow for greater reductions in price. 
 
Internal Direct Award – Value for Money, Competency and Capacity 
N/a 
 
Opportunity for Collaboration 
Commercial services have discussed what procurement route DSFRS took when purchasing 
similar vehicles last year – they set up a single supplier framework and did not have any quality 
evaluation questions; the response to the specification was evaluated instead. This is not the 
right approach for CFRCS. 
 
Route to Market 
We have already reviewed the different sourcing options/procurement routes and recently 
aborted a Tender using a Yorkshire Purchasing Organisation framework as it did not allow key 
user needs to be taken into account. The new Sourcing strategy is to use an Open OJEU Tender 
which will allow us more flexibility in terms of evaluation criteria, weightings, terms and 
conditions and performance indicators. We have produced a defined list of our specification 
requirements for the six light rescue pump vehicles. 
 
Recurring expenditure 
Recurring expenditure will be maintenance and spare parts, however maintenance will be 
carried out in house. Following discussions with other garages we are significantly cheaper (our 
internal labour charge is £34 per hour) as opposed to figures in the region of £100 per hour 
labour charge.  
 
TUPE and Pensions obligations 
N/A 
 
Payment terms 
During the build process we will stage the payments into three. 1/3 of the final sum to be paid 
on award of contract, 1/3 to be paid mid-build following an inspection and 1/3 to be paid on 
satisfactory completion of order.  
 
Variations and break clauses 
As outlined in the consideration of the Councils Sourcing Strategy & Route to Market- 
 
Flexibility to change specifications or cease call off agreements due to reasons such as 
improvements in design/technology, or poor supplier performance will need to be considered. 
 
It may be necessary to consider variant bids which will also potentially allow for greater 
reductions in price. We will ask for break pricing based on quantity and any variations and 
break clauses will be made clear up-front at ITT stage, and will also be part of the Terms & 
Conditions/contract. These can be monitored and reviewed as part of the on-going Contract 
Management. 
 
Provision for innovation 
Allowance for innovation will be included in the ITT and evaluation criteria, ensuring compliance 
to necessary regulations.  
 












