City of Salford Corporate Services

Customer Services Division

To: Alan Westwood, Director of Corporate Services

From: Maura Brooks, Head of Customer Services

CC: Martin Vickers, Stephen Fryer & John Tanner

Date: March 2003

Subject: GM Consortium Bailiff Contract

Background
The Revenue section in Corporate Services has been using the services of an in-house bailiffs team, known as Recovery Officers for around ten years. This approach was taken in order to provide our customers with a more complete service by providing advice on benefits and the various debt advice services available in the community. At that time private sector bailiff companies were not in a position to meet the demand for this type of service as they continued to take the more traditional approach to their work. At the time there were concerns that this traditional approach did not meet the needs of the City Council or its customers.

Significant changes have taken place in recent years both in the private and public sectors and the introduction of joint working with other Greater Manchester authorities has assisted in this change.

By approaching this from a G.M. consortium perspective, it was felt that the following aims would be achieved:

1. Evidence of joint working with G.M. Local Authority partners

2. Sharing the burden of a tendering exercise.

3. Economies of scale could be achieved in the cost of the contract.

4. Effective performance monitoring across the group – sharing performance information.

Increased performance over the whole contract by awarding the contract to 3 suppliers who would effectively compete against each other within the contract.

The Process

Five Local Authorities committed to this in the autumn of 2001:

Bolton MBC

Bury MBC

Salford CC

Stockport MBC

Warrington BC

The project was led by Warrington BC (Brian Anderson) and regular meetings between the five participating Authorities, were hosted at Warrington MBC. Progress on the initiative was reported back to the G.M. Revenues and Benefits Practitioners Forum at regular intervals and the project benefited from the advice and steer from that forum.

An initial advertisement was placed in L.G.C. inviting expressions of interest in the provision of bailiff services to the consortium, comprising the above five Authorities. Twenty-one companies expressed an interest in providing these services.

A pre-tender questionnaire was developed and issued to these 21 prospective companies, who all completed it and returned to Warrington BC with supporting documents such as:

Audited Accounts

Policies: - Health & Safety, Customer Care, Complaints etc.

Staffing profiles (numbers and experience / qualifications)

Company history & accreditations.

The purpose of this exercise was to eliminate at an early stage those companies that were considered not to possess the following essential criteria:

· Financial stability and sufficient working capital to deliver the contract.

· Adequate staffing resources (numbers and experience) to deliver the contract.

· I.T. resources and capability.

· Membership of a recognised professional enforcement body (Certificated Bailiff Association or Association of Certificated Enforcement Agents etc.).

A scoring matrix was developed by the consortium to evaluate the 21 questionnaires, which eliminated 9 of the prospective companies at an early stage. The next step was to make a financial appraisal of the twelve remaining companies and this was done by Bury MBC Accounts Department using CIPFA methodology based on the potential size and risk of the contract.

This process eliminated a further 7 companies, leaving 5 companies who were invited to submit a tender.

The next stage became the most difficult part of the whole process, agreeing the tender documentation, which was circulated around the 5 member Authorities and their respective legal departments.

Eventually the documentation was agreed and issued to the five companies, who then had a month to submit their tender. Within a week of the deadline, it was agreed to hold a meeting with all 5 authorities and the 5 bailiff companies, hosted by Warrington BC. The purpose of this was so that the consortium could give a full explanation and description of how the contract would operate, how the tenders would be evaluated and what each successful company could expect from the contract. This also provided a valuable opportunity for the bailiff companies to ask any questions or obtain any clarifications prior to submitting their tender.

Following this meeting and before the tender deadline, one of the five companies withdrew their interest from the consortium contract, leaving four bailiff companies remaining.

Tenders were received and an evaluation matrix was compiled by Warrington BC with input from the rest of the group. The matrix provided a scoring system against all the information requested in the tender document, which presented a score for each company based on both price and quality. Two independent references were also taken up for each of the companies and these were evaluated and fed into the evaluation matrix.

Site visits were arranged and representatives of at least two Authorities visited each Bailiff company. Different Authorities visited different bailiffs, as far as possible, however, consistency in evaluation was maintained by the use of a pre-determined site visit checklist, which was completed during each site visit. Again these results were fed into the evaluation matrix.  

Having completed this exercise, the final hurdle for the prospective companies to overcome was a presentation to the consortium, again held at Warrington B.C.

Following each presentation, a question and answer session took place with each bailiff and a final evaluation of each presentation was fed into the evaluation matrix.

The final results of the evaluation produced three successful companies and, there always had to be a loser, however, the fourth placed bailiff company performed very well indeed and the consortium would have been more than happy to use its services apart from the fact that using four companies would not have produced the performance incentives desired in the contract.

The three successful companies were; in alphabetical order:

Equita Ltd: The largest firm of Certificated Bailiffs in the UK.

Currently retained by 120 local authorities throughout England and Wales. 

Based in Northampton and with regional offices in Manchester, Liverpool,

Birmingham and most recently London, Equita provide a national collection and enforcement service. 

Jacobs: A long standing bailiff firm established in 1959, who work for 55 Local Authority clients, With offices on Merseyside, in Stockton on Tees and Hull. Jacobs have the capacity and experience to execute liability orders throughout England and Wales. 

Rossendales Ltd: A leading firm within the profession, providing enforcement services in partnership with Local Authorities, H.M. Customs & Excise and Court Services. An independently owned company, founded in 1972 with over 100 Local Authority clients

The work did not end there, as there now had to be an individual contract between each Local Authority and each bailiff. A specimen contract was drafted by the legal department of Warrington BC, who had led the legal work of the consortium and this was distributed to each of the member Authorities so that their legal departments could modify to suit individual Council requirements and financial regulations.

At the time of writing this report, Salford’s contracts are with the respective companies for signature and will shortly be returned for the signing process to be completed.

Outcomes

· A market tested three-year contract (with provision to extend by a further 2 years), with each bailiff company.

· A low cost bailiff service (achieved by using economies of scale).

· An ‘open’ performance management framework between the consortium members, by which the contractors performance will be measured, influencing future distributions of work by the consortium.

· An injection of ‘competition’ within the contract to eliminate any ‘complacency’ that might otherwise have been perpetuated in a sole contractor contract.

· Increased performance to help achieve BVPI targets.

· Added security and financial confidence for each Authority by the existence of performance bonds.

· An example of how joint working and Local Authority partnerships can achieve economy, efficiency and effectiveness for the benefit of Greater Manchester residents.

· Enabled Salford to divert resources in the form of five Recovery Officers to undertake work on Salford Direct’s Investigations & Overpayments Section to help meet the demands of the Benefits verification Framework.

Recommendation

You are asked to note the content of this report and confirm the adoption of this new approach in the provision of bailiff services. 
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