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Purpose of this document 

This document provides the justification for the Full Business Case (FBC) in support 
of the replacement fisheries vessels investment. 

The Strategic Outline Case (SOC) has been completed, prior to the submission of 
this document for approval. 

The main purpose of the FBC is to: revisit the case for change and the preferred way 
forward identified in the SOC; reaffirm the option which optimises value for money; 
the deal and assess affordability; and demonstrate that the proposed investments are 
deliverable. 

In practice, this entails updating the strategic case; undertaking investment appraisal 
within the economic case; and completing the commercial, financial and 
management cases, with supporting benefits and risk registers. 

Business planning is an iterative exercise, so the earlier assumptions within prior 
cases have required revisiting. 
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1. Executive Summary 

1.1 Introduction 

Welsh Ministers have responsibility for managing fisheries within the Welsh Zone (Welsh 
Zone map at Annex A) in conjunction with the requirements set by the European 
Commission under the Common Fisheries Policy. The extremity of the Zone in the southwest 
is almost 90 nautical miles from the nearest substantial port. Outside 12 nautical miles (nm) 
from the Welsh Coastline, the majority of fisheries management measures are designated by 
the European Commission. However, whether management measures are introduced by 
Welsh Ministers or the European Commission, it remains the responsibility of Welsh 
Ministers to enforce the measures that are in place against all vessels of any nationality that 
fish within Welsh waters. Welsh Government is periodically audited against the legislative 
requirements. Failure to do so risks bringing financial penalties from the European 
Commission. 

Welsh Government inherited assets with limited capabilities that are no longer fit for purpose 
for fisheries policing and enforcement activities around the Welsh coast to fulfil Welsh 
Ministers responsibilities. The case for change has been established (ref: Business 
Justification Case (BJC) for the replacement of Fisheries At-Sea Enforcement Assets for the 
Marine and Fisheries Division - October 2015). Ministerial advice has been submitted 
coupled with authority to proceed (ref: MA   P/CS/0080/15). A number of solutions have 
been considered to replace Welsh Government Fisheries Patrol Vessel (FPV) assets 
including do nothing; lease hire, shared service and purchase. Following analysis, a capital 
purchase provides the best value for money and management control and this case is the 
next iteration to further develop the business case to re-place the FPV fleet. 

In summary, the Welsh Government following open procurement is now building a fleet of 
three vessels to be used throughout the Welsh Zone including the St George  Channel and 
Celtic Deep as well as inshore and intertidal waters. The three vessels will include a vessel 
not exceeding the 24m loadline length of the MCA Workboat Code (but no less than 23 m 
loadline length) designated Southern Fisheries Patrol Vessel ("SFPV"); a vessel of no 
greater than 19m length overall designated (but no less than 18 m length overall) Northern 
Fisheries Patrol Vessel ("NFPV"); and a Cabin RIB of approximately 12m length overall (but 
not more than 13m length overall and not less than 10 m length overall) designated ("C- 
RIB"). The strategic case still maintains that a suitably specified contract to build and 
purchase the replacement vessels would offer the best longer term solution whilst offering 
flexibility, capability and resilience to meet our enforcement policy. 

The Programme  aim and objectives are detailed in the BJC but in short this is a 3-year 
vessels procurement programme (  Vessels Replacement Programme  that contains a 
number of key work streams to facilitate the effective specification, design, requirements, 
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procurement, commercial and build stages required to replace the Fisheries enforcement 
fleet. The key work streams are: 

? Specification, design and Technical Requirements (Completed) 
? Procurement and contract award (Completed) 
? Commercial including contractual (Ongoing) 
? Decommissioning existing vessels options (Initiated) 
? Build, Training and sea-trials (FPV Catrin Completed February 2018, FPV Rhodri / 

Megan Ongoing) 
? Supplemental crew (new stream included) (Initiated) 
? Handover and closure 

The procurement process commenced with a PQQ exercise (11 May 2016), and closed (27 
June 2016). Stakeholder communications through a well attended supplier event (12 May 
2016), clearly outlining government requirements and processes. An event Q&A also 
assisted dissemination via eTenderWales / Bravo to all companies who registered interest. 
The ITT was published (7 October 2016) and closed (5 December 2016) with the consensus 
(5/6 January 2017) and contracts finally awarded (17th February 2017) to Mainstay Marine 
Solutions and Marine Specialised Technology (MST) limited. 

The build times differ for the vessels but they have been initiated with the yards in parallel 
under the lead supervision of the Welsh Government naval architects and the FPV masters 
as Welsh Government client side representatives. The expected delivery times are as 
follows: 

? FPV Catrin - Cabin RIB vessel (MST Ltd) : 16th February 2018 [COMPLETED] 

? FPV Rhodri Morgan - South Fisheries Patrol Vessel (Mainstay Ltd) : 15th October 
2018 

? FPV Lady Megan - North Fisheries Patrol Vessel (Mainstay Ltd) : 13th September 
2018 

This FBC still maintains that the investment of approximately  6.83m (Capital) and  0.54m 
(Revenue) for the procurement of a replacement fisheries protection fleet. All costs are NET 
of VAT (with exception of the CRIB which incurs VAT at 20%) and VAT advice from HMRC 
has been agreed on the procurement of the capital assets. The larger vessels are qualifying 
vessels and are exempt from VAT under Article 148 EC VAT Directive 2006/112. The capital 
financial (relates to vessels build costs) profile is as follows:  2,690,000 (2016/17); 
 3,000,000 (2017/18);  1,100,000 (2018/19); with contractual guarantee retention profiles as 
follows  194,993.62 (2019/20) and  116,463 (2023/24). The revenue financial profile (relates 
to professional services naval architects, legal and additional crew costs during 2018/19) is 
as follows:  183,838 (2016/17);  134,911 (2017/18) and  225,138 (2018/19). 
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1.2 Strategic case 

1.2.1 The strategic context 

Strategic drivers for this investment, with particular reference to supporting strategies, 
programmes and plans. 

UK context 

The Marine and Coastal Act 2009 makes provision for the UK Offshore (12-200nm) and 
English and Welsh Inshore (0-12nm) waters. The aim of the Marine Act is to ensure clean, 
safe, healthy, productive and biologically diverse oceans and seas. 

An amendment to the Government of Wales Act 2006 creates a Welsh Zone that goes as far 
out as the British Fisheries limits or the median line between the two countries. The vessel 

shall be used in the Welsh Zone but must be capable of operating, in co-operation with the 
UK Royal Navy and other EU forces should the need arise. 

The current Welsh vessel enforcement radius is now not extensive enough to meet with our 
European obligations under Common Fisheries Policy. There remains some doubt regarding 
the Royal Navy availability and the relative control Welsh Government will have to task the 
vessel in Wales, given that the MMO undertakes the management role and is also under 
significant financial pressure. 

Welsh context 

The Sea Fisheries Committees abolished in Wales (2010), regulated sea fisheries in the 
coastal 6 mile belt within 2 districts in the North and South of Wales with a division at 

Cardigan. The staff and assets of the committees were transferred into Welsh Government, 
including the two 20+ year old Fisheries Patrol Vessels (FPV Cranogwen and FPV Aegis) 
and a 6m RIB (build in 1999, refurbished in 2011, but requiring further refurbishment in 2 
years), which have continued to be operated in support of mainly inshore operations. These 
vessels were not designed to operate beyond 6 nautical miles and are unsuitable to police 
Welsh waters out to 12 nautical miles, let alone the outer reaches of the Welsh Zone (i.e. 
Celtic Deep) which is some 90 nautical miles from land to which Welsh Ministers  
competence also extends. 

In order to review Welsh Government Fisheries current and future operational (at-sea) asset 
requirements to meet Welsh Ministers  statutory obligations, a report has been produced in 
2014 by Marine Consultants (Amgram Ltd). The report has made a valuable assessment of 
Welsh Government (enforcement and scientific) requirements in this regard and also 
considered the work of Natural Resources Wales and other administrations in the marine 

context. 
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The primary task of the protection vessel fleet is to enforce fisheries and environmental 
legislation throughout the area of operation by carrying out patrol, enforcement and boarding 
duties. Other tasks will include intertidal fisheries and scientific and enforcement work around 

the coast of Wales. 

There is a statutory requirement to carry out scientific work, but as this is not the vessels 
primary role of enforcement then scientific work is classified as an ancillary task which can 
be undertaken through Welsh Government assets, outsourced assets or through 
collaboration with other organisations / agencies. Ancillary activities can include multi-beam 
echo sounder or side-scan sonar to determine features e.g. scallop bed and mussel seed 
features; camerawork via towed sled; sampling grabs; pot hauling; scallop or tooth dredging 
for density stock assessments (protected species) or by-catch; scientific trawl to identify fish 
nursery areas; possible intertidal cockle survey or marine protected areas surveys. 
Opportunities to work with other organisations will be considered but are highly dependent on 
other organisations planning and delivery mechanisms including their science strategy, 
delivery schedules or current operational (including existing commercial agreements) status. 

EU and UK context 

Welsh Government Fisheries division has made representations and sought to liaise with 
other administrations within the UK (principally Defra / Marine Management Organisation) 
and potentially in other EU Member States, (France, Ireland) within the same geographical 
area to ascertain if a collaborative application bid could have been made to the EU and their 
invitation to apply for   financing from the 2015 budget for the joint chartering or purchase 
of patrol vessels, aircraft and helicopters for use by several member states belonging to the 
same geographical area  (Regulation (EU) No 508/2014, deadline was 30th October 2015 
and extended to 31st January 2016 (ref (2015) 2778298). There was potential to submit a 
capital bid for 80% of vessel purchase costs from a pot of   M (from the 2015 EU 
budget) if such a joint approach involving at least one non-UK administration could have 
been developed. However, no other administration (most notably Southern England and 
Ireland) wanted to submit a joint bid with Welsh Government Fisheries due to their existing 
operational priorities and the difficulty of a bid being sufficiently developed within the short 
timescales. In addition, any such bid would have to compete with any other bids from 
elsewhere in the EU for a share of the   fund. 

1.2.2 The case for change 

The business needs for this investment, with particular reference to existing difficulties and 
the need for service improvement. 

The   nothing  approach is not recommended. If the vessel investment is not provided then 
it may not be possible for Welsh Ministers to convince the European Commission that it is 
able to undertake its range of responsibilities under the CFP. The Commission has a range 
of penalties that it can seek. It can disallow all or part of the European Maritime and 
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Fisheries Fund or it could seek infraction from the European Courts. The standard Infraction 
fine is   plus between   and   per day of non-compliance. The 
costs of investment now would outweigh financial penalties for non-compliance 

UK withdrawal from the EU 

The United Kingdom will withdraw from the EU by 29th March 2019 triggering the withdrawal 
from the London Fisheries Convention from an arrangement that allowed foreign countries 
access to UK waters. 

The London Fisheries Convention, signed in 1964 before the UK joined the European Union, 
allows vessels from five European countries to fish within six and 12 nautical miles of the 
UK  coastline. It sits alongside the EU Common Fisheries Policy (CFP), which allows all 
European vessels access between 12 and 200 nautical miles of the UK and sets quotas for 
how much fish each nation can catch. 

When the UK leaves the EU, it will no longer be bound by the Common Fisheries Policy and 
the London Fisheries Convention and will regain control of fishing access to UK waters and 
become fully responsible for the management of fisheries. The delivery of the replacement 
vessels will coincide with an historic moment for Wales and the UK in its policing and 
enforcement of foreign countries access to UK waters. 

1.3 Economic case 

1.3.1 The long list 

Summay of the long list of options explored within the economic case. 

A consolidated list of options are presented in the Business Justification strategic case, 
including   nothing  and the public sector comparator (PSC). The long list of options is 
identified below. 

i. Status Quo - use existing assets (vessels and staff) with other enforcement authority 
assistance (e.g. MMO, Royal Navy, IFCAs) 

ii. Upgrade existing 2 FPV assets (Cranogwen and Aegis) subject to existing and 
restricted design limitations 

iii. Purchase a combination of enforcement and ancillary solutions utilising 1, 1.5, 2, 2.5 
or 3 FPV vessels type solutions 

iv. Contract out / Lease - use of other organisations assets within the Welsh Zone for a 
fee (e.g. Environment Agency, Borders Agency, Marine Scotland, Northern Ireland, 
Isle of Man, Cornish Sea Fisheries Committee) 
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v. Lease - aerial surveillance solution managed by Marine Scotland / Marine 
Management Organisation 

vi. Purchase / lease vessel tracking systems   it is a requirement of the CFP Control 
Regulation that all vessels over 12m in length carry a vessel tracking device and that 
that device makes use of satellite technology to broadcast their position every 2 hours 

vii. Jointly procure / lease vessel(s) with neighbouring EU member states (e.g. France, 
England, Ireland, Scotland) 

viii. Purchase / lease - jointly procure vessel(s) with other Welsh organisations e.g. NRW, 
Universities. 

ix. Procure new vessel(s) through capital purchase 
x. Procure a revenue based vessel(s) provision service 
xi. Lease / charter vessels and staff from specialist organisations 
xii. Lease / charter vessels and supply Welsh Government Fisheries staff 
xiii. Lease / charter vessels on a crewed charter basis from a third party service provider 
xiv. Consideration of any novel / hybrid vessel types via lease / capital 

1.3.2 The short list 

After due consideration during 2014 in the report for Welsh Government Fisheries Division 
titled   of Marine Requirements for Fisheries Policing and Enforcement  then most of 
the options in the long list have been discounted. 

The following short list of options has emerged creating 4 distinct options: 

? Option 1   Status quo, do nothing or do minimum 

? Option 2   Upgrade existing assets - the reference project or outline Public Sector 
Comparator (PSC) 

? Option 3   Purchase a combination of vessels to undertake enforcement duties - the 
PSC   more ambitious 

? Option 4   Lease or charter a combination of vessels to undertake enforcement 
duties the PSC   less ambitious 

1.3.3 Key findings 

The key findings from the economic appraisals are as follows: 
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Undiscounted 

( ) 

Option 1   Do Nothing/Do Minimum/Status Quo 

Capital 

Revenue/ current 

Risk retained 

Optimism bias 

Total costs 

Less cash releasing benefits 

Costs net cash savings 

Non-cash releasing benefits 

Total 

Undiscounted 

( ) 

Not desirable due to 
statutory duties 

Net Present Cost (Value) 
( ) 

Not desirable due to 
statutory duties 

n/a 

n/a 

n/a 

n/a 

n/a 

n/a 

n/a 

n/a 

n/a 

n/a 

Net Present Cost (Value) 
( ) 

Option 2   Reference Project/ Outline Public Sector Comparator     
existing assets  

Capital 

Revenue/ current 

Risk retained 

Optimism bias 

Total costs 

Less cash releasing benefits 

Costs net cash savings 

Non-cash releasing benefits 

Total 

Undiscounted 

( ) 

Not feasible to upgrade 
due to design limitations 

Not feasible to upgrade 
due to design limitations 

n/a 

n/a 

n/a 

n/a 

n/a 

n/a 

n/a 

n/a 

n/a 

n/a 

Net Present Cost (Value) 
( ) 
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Option 3 - Reference Project/ Outline Public Sector Comparator (more ambitious)   
  a combination of 2.5 vessels to undertake enforcement duties  

Capital 

Revenue/ current 

Risk retained 

Optimism bias 

Total capital costs 

Less cash releasing benefits 

Running Costs per annum net 
cash savings 

Non-cash releasing benefits 

Total (20 years) 

 0.9m 

 6m 

 0.5m 

 6.5 m 

 24.6m 

Undiscounted 

( ) 

Net Present Cost (Value) 
( ) 

Option 4 - Reference Project/ Outline Public Sector Comparator (less ambitious)   
  or charter a combination of vessels to undertake enforcement duties  

Capital 

Revenue/ current 

Risk retained 

Optimism bias 

Not feasible due to 
availability of capital 
funds but no similar 

levels of revenue funds. 
Lease costs are similar 

to purchase costs at 
approximately 

 6.5m lease / loan 

Total costs 

Less cash releasing benefits 

Running Costs per annum net 
cash savings (5% interest rate 
finance costs) 

Non-cash releasing benefits 

Total (20 years) 
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n/a 

 1.6m 

n/a 

Approx.  32.6m 
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n/a 

n/a 

n/a 

n/a 

n/a



Option appraisal conclusions: 

? Option 1   this   nothing  option ranks last as none of the current principal assets 
should be used in the long term future as indicated in the Review of Marine 
Requirements for Fisheries Policing and Enforcement  report (2014) 

Option 1 was quickly discounted in that it clearly fails to satisfy the second investment 
objective: 

  fit for purpose and resilient Welsh Government fisheries enforcement fleet that can 
meet with our statutory duties and obligations within the perimeter radius of the Welsh 
zone  

Doing nothing would also compromise enforcement ability and fail short, medium and 
longer term strategic investment drivers. 

The   nothing  option is also very high cost within the economic analysis. Not only 
does it deliver little or no additional benefit while failing to satisfy the investment 
objectives; it also maintains the current ageing, unreliable, high maintenance cost 
profile of small, inadequate and ultimately expensive vessels provision. 

? Option 2   this   option ranks last but one for reasons outlined in the Review 
of Marine Requirements for Fisheries Policing and Enforcement  report (2014). 

Option 2 was also discounted as the existing assets are severely limited by design. A 
capability index approach was also utilised to review the suitability of the craft that are 
currently in service. This index shows that the current assets are significantly below 
the levels required, with the exception of the FPV Aegis inshore patrol and boarding 
capability. FPV Cranogwen is slow, equipped with a very limited davit, which restricts 
RIB launch and a poorly positioned pot hauler. FPV Aegis is limited by its range, 
capable of only moderate speed, is too small for offshore work and does not have a 
pot hauler facility. Option 2 also clearly fails to satisfy the second investment 
objective: 

  fit for purpose and resilient Welsh Government fisheries enforcement fleet that can 
meet with our statutory duties and obligations within the perimeter radius of the Welsh 
zone  

? Option 3   this   option ranks as the preferred option by purchasing and 
running 2.5 principal vessels, one based in the south and north of Wales, supported 
by a smaller craft (High Speed Cabin RIB) based in the mid region of Wales. This 
solution provides enforcement flexibility around the Welsh coastline including policing 
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the Celtic Deeps and St Georges channel offering operational deployment and 
redundancy. 

This solution meets with all the investment objectives. 

? Option 4   this   option ranks as a least favourable option due to the prohibitive 
leasing costs for both running the vessels and crewing. Combined with a severe lack 
of availability of revenue funds to run and maintain the vessels means this option is 
discounted. The programme made an early decision that subcontracting both assets 
and staff was not a viable option. 

1.3.4 Overall findings: the preferred option 

Summary of overall results 

Evaluation Results Option 1 Option 2 Option 3 Option 4 

Economic appraisals 

Benefits appraisal 

Risk appraisal 

Overall ranking 

X 

X 

X 

4 

X 

X 

X 

3 

? 

? 

? 

1 

X 

X 

? 

2 

Overall conclusions 

This initial options appraisal effectively reduced the short list of options. To complete the 
options appraisal, the programme team has followed Option 3   and engaged with 
the open market. 

1.4 Commercial case 

1.4.1 Procurement strategy 

Summary of the procurement strategy and intended contractual arrangements. 

A Procurement Management Strategy / Plan (17/03/16) has been drafted and agreed by the 
programme board. 
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The purpose of the procurement definition is to describe, in specific terms, what items will be 
procured and under what conditions. The vessel replacement programme has established a 
24 month in service timeframe for the replacement vessels but has allowed for 12 months 
contingency (due to procurement or build delays). 

The Welsh Government is seeking to procure a fleet of up to three (3) fisheries enforcement 
vessels to be used throughout the Welsh Zone including the St George  Channel and Celtic 
Deep as well as inshore and intertidal waters. The three vessels envisaged will include a 
vessel not exceeding 24m length overall (Maritime and Coastguard Agency (MCA) - 
Category 1) of the MCA Workboat Code designated Southern Fisheries Patrol Vessel 
(SFPV); a vessel no greater than 19m length overall (also MCA - Category 1) designated 
Northern Fisheries Patrol Vessel (NFPV); and a Cabin Rigid Inflatable Boat of about 12m 
overall (MCA - Category 2) designated C-RIB. 

The Procurement Management Plan will be utilised as part of the business case planning 
documentation and is being used to clearly identify the necessary steps and responsibilities 
for procurement of these replacement vessels from the beginning to the end of the 
programme. The programme manager will ensure that the plan facilitates the successful 
completion of the programme procurement activities and does not become an overwhelming 
task in itself to manage. The programme manager will work with the programme delivery 
team, specialist naval architects, central corporate procurement department, and other key 
players to manage the procurement activities. The contractual elements will require specialist 
quality assurance via commercial legal services specialising in ship building contracts and it 
is anticipated that the Welsh Government framework contract or suitably specialist personnel 
will be utilised accordingly. 

The programme manager will provide oversight and management for all procurement 
activities under this programme and will work with the programme delivery team to identify all 
items to be procured for the successful completion of the programme. The programme 
delivery team will then assist in reviewing the procurement approach prior to submitting it to 
Corporate Procurement Services (CPS). CPS will facilitate the procurement process, and 
assist the delivery team with the pre and post qualifications processes and technical / 
commercial evaluations; and assist with supplier selection, procurement and the contracting 
processes. CPS will also make available to the contract manager the Welsh Government  
Contract Management Toolkit, so that supplier performance and any risks around the 
contract can be managed. 

As marine assets are designed for a life-cycle of around 25 years, then the replacement 
process and procurement of new vessels is not as straightforward as a materials and 
equipment procurement. This is in part due to the familiarity and involvement of personnel 
with experience of procuring marine assets. Also procuring a replacement fleet of vessels at 
the same time can realise cost benefits but can also increase the levels of risk to delivery. 
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Drafting modern and up-to date specifications for the new equipment is key, whilst taking into 
account any foreseeable changes that could occur to technology over the period of a 25 year 
life cycle. The outline specification and detailed Technical Requirements Specifications 
(TRS), however detailed and precise, can be open to interpretation, so the procurement 
approach will seek to allow bidders the possibility of offering advanced solutions. By utilising 
the services of specialist naval architects as part of the programme delivery team, who are 
highly experienced in procurements of this nature   coupled with Welsh Government 
fisheries vessels operations expertise (as intelligent customers) then it is envisaged the 
appropriate specialisms within the marine industry will allow for robust appraisal of potential 
bidders. 

The suggested and subsequently agreed procurement approach is to follow the restricted 
procedure, which allows for a shortlist of bidders to be invited from industry, throughout 
Europe and wider. WG procurement policy is normally to follow the Open, or single stage, 
procedure. However, in this case, following the Procurement Strategy Assessment (PSA) 
between the contract manager and CPS, it was agreed that given the amount of work that 
would be required from bidders in submitting their bids, it would be unfair and 
disproportionate to not have a separate Prequalification stage (PQQ) stage. It was 
acknowledged that this approach is normally taken where this is an extremely buoyant 
market place, however that the market place for this contract is sufficiently healthy to allow 
for a competitive ITT stage. 

The Restricted Procedure is a two-stage process which allows the programme to draw up a 
short-list of interested parties by undertaking a selection/pre-qualification stage, prior to the 
issue of invitation to tender documents. The main points are: 

? the Contract Notice should be published electronically via www.sell2wales.gov.uk for 
onward transmission to OJEU 

? The minimum time limit for receipt of requests to participate shall be 30 days from the 
date on which the contract notice is sent, or where a prior information notice is used 
as a means of calling for competition, the invitation to confirm interest is sent 

? Shortlisting must be based on objective and non-discriminatory criteria 

? Following issue of invitation to tender (ITT) documentation, a minimum period of 30 
days must be allowed for receipt of bids (this may be reduced where a PIN is used or 
if tenders are returned electronically 

The advantage of this procedure is that Bidders will be invited to respond to a prequalification 
questionnaire (PQQ), which will ask a series of background questions, which is designed to 
ensure responding shipbuilding yards are economically stable, financially viable, are 
technically capable, have adequate track record and background, have the necessary quality 
project management and other control functions to submit an effective bid. Under the EU 

Crown Copyright 

Version No: 0.4 DRAFT 

Date: 22/02/18 

Author: CJ 

16



procurement directive (2015) it is also a requirement that a   sample design and 
build contract be issued with the PQQ documentation set. Where there is a large anticipated 
number of bidders in a highly buoyant market place the restricted procedure is believed to 
have some advantage over the open procedure by reducing the risk of compliant bids being 
received; wasted effort for companies which can result in either the competition being 
cancelled or severely delayed. This will lead to increased time and cost of delivery. 

The PQQ will then be evaluated by the evaluation panel and a number of ship building yards 
will then be shortlisted and invited to receive ITT documentation set. This set includes any 
minor changes as a result of clarifications under the PQQ stage and will comprise of the 
Technical Requirements Specifications (TRS) for each of the bidding lots; next iteration of 
the design and build contract; ITT scoring and evaluation criteria / guidance; and a fixed 
agenda / proforma for reference and ship yard site visit clarifications. A minimum of 3 bidders 
per lot would be sought to ensure competition and to allow for effective evaluation. 

The successful bidders would then receive the ITT and have a period in which to bid. There 
is an allowed timeframe at the start of the bid in which questions can be submitted by bidders 
and responses provided the authority. These would be circulated electronically and equally to 
all bidders. 

The full TRS bids received will then be evaluated in detail with a comprehensive scoring 
matrix and appropriate weightings allocated for technical and commercial aspects. As the 
PQQ process will ensure that only competent ship building yards will have been shortlisted 
then the bids will have undergone technical effort in their preparation. It is generally expected 
that scoring at this stage is quite close as the bidder will have invested time and money in 
submitting a full, technically developed and compliant bid. 

It is recommended that the authority at the end of the evaluation should visit the shipbuilding 
yards of those bidders having passed the PQQ stage. This site visits will provide further 
diligence and confirmation to the authority and build the supplier relationship to ensure the 
company fully understands details of what is expected and what it is proposing to build. The 
vessels are a complex mix of interconnected systems of various components, so 
clarifications will be inevitable. Following the ship yard visits, the evaluation committee will 
meet and confirm the impressions from the site visit with the bid documentation received. 

The process will conclude with a wining bid fro each lot being selected with a short period for 
final negotiations to consider any outstanding contractual questions. Common issues at this 
point will relate to vessels being built in multiple yards, utilisation of common components 
across the fleet, issues arising from financial bond wording or insurance related 
documentation or commercial related queries. 

The restricted procurement process will in essence require two evaluations rather than one; 
but, it will ensure that during the second round where the bidders are responding to the 
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technical requirements specifications (TRS) that the bids being reviewed and evaluated are 
compliant and competitive bids are received. 

As a general point regarding timescales, whilst it is possible under certain conditions to 
significantly reduce the OJEU time limits, the PSA identified that due to the complexity of the 
requirement and subsequent detail asked of bidders, it would be unfair and unrealistic to ask 
bidders to prepare a cogent bid in anything less than the timescales set out in the 
programme plan   procurement timescales are prescribed by the eTender Wales system. 
(which are on Table 3 on Page 7 of this document). 

The PSA also identified the clear potential to achieve some of the deliverables of the Welsh 
Procurement Policy Strategy, specifically Community Benefits, which is a major Ministerial 
imperative aimed at leveraging return on investment in terms of economic, environmental 
and community based outcomes. The potential outcomes could for example include but not 
be limited to: 

  asking bidders how they will deliver supply chain opportunities for local companies; 

  how and where they will source products; 

  how they will work with (or potentially provide support to) local community groups; 

  how they will work with local schools to encourage young people into the industry; 

  environmental measures such as reduction of waste to landfill and reduction of carbon 
footprints. 

It was suggested that the types of outcomes and potential targets could be explored by the 
Programme Board. A method statement would be required from all bidders at ITT stage 
(which could be scored or non-scored) which would be used to set KPIs with the successful 
bidder. A measurement tool will be provided by CPS which will allow the contract manager to 
report to the Board and ultimately Ministers on outcomes achieved through the contract. The 
measurement tool could also enable the contract manager to arrive at an overall ROI figure, 
which is derived from a local multiplier effect (LM3). 

Type of Contract to be Used 

The purpose of this section of the procurement management plan is to describe the type of 
contract to be used so the contracts and corporate procurement department can proceed 
accordingly. There are many different types of contracts that could be utilised such as firm- 
fixed price, time and materials (T&M), cost-reimbursable, and others. Different procurement 
items may also require different contract types. 

It is recommended that a sample build contract be issued with the PQQ / technical 
requirements specification (TRS) (please see Annex 2). This will significantly assist the 
contract administration if the authority is dealing with 2 or more ship builders. The bidders will 
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be able to see the expected contract structure and key clauses including remedy / damages. 
This should also assist the evaluation panel in contract scoring criteria should the responses 
vary significantly form the sample provided or for non-compliance. 

Principal contract clauses may utilise templates from the British Marine Federation BMF or 
the Association of European Shipbuilders and Ship repairers (AWES form); however due to 
the levels of contractual protection required for Welsh Ministers then a be-spoke contract has 
been drafted utilising key clauses / structure of the standard ship building contracts but with 
added safeguards / protection for WM. Balance has been sought to present a contract that is 
attractive to ship building yards but with adequate protection of public money. 

It is the duty of a builder to complete the new vessels in accordance with the design and 
specification provided by the Welsh Government. The builder must ensure the materials 
used are fit for the purpose required and must carry out the ship building works to the 
general standard of skills expected for a shipbuilder since the authority will rely on the 
builder  skills and judgment when the contract is being performed. The builder should also 
comply with the safety requirement laid down in the Maritime and Coastguard Agency (MCA) 
work boat code and most appropriate survey agency codes. 

Within the shipbuilding contract, the risk does not usually pass from builder to buyer until 
delivery of the completed ship. It has been mandated that the builder should take out an 
insurance cover before the delivery of ship. 

The authority has also included an express term in the contract that the property is to pass in 
whole or partly by stages to the authority before delivery. The authority has the right to 
examine the complete property prior to acceptance but only to seek redress if fault / damage 
is discovered. 

The builder will also notify the authority of the vessels readiness for sea-trials which will take 
place at the agreed place of delivery. The authority may choose any place to take the 
delivery and the costs are to be considered within the purchase price. 

The time of delivery is normally stated and treated as an essential term of the contract. If it is 
not mentioned or it is not an essential term, the builder should deliver the completed ship 
within a reasonable time. 

Shipbuilding contracts are different from the general sales contracts in terms of nature of 
contract, time frame and passing of risks. Each shipbuilding contract is tailor made where 
there are different requirements from the buyer. 

Shipbuilding contract needs very careful drafting of provisions in contemplation of the likely 
event of damage before completion. 

All items and services (subject to legal advice) are intended to be procured for this 
programme under firm-fixed price contracts. The programme delivery team will work with the 
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legal / contracts and procurement department to define the item types, quantities, product 
required and delivery dates. The intention is to award the contract by winter 2016 

1.4.2 Required services 
In accordance with Welsh Government  standard procurement practice, a Procurement 
Strategy Risk Assessment and Sustainability Risk Assessment were undertaken. The 
resulting procurement strategy agreed with the customer was to utilise the Restricted 
Procedure. This was partly because of a highly buoyant market place, and partly so that 
potential bidders would not waste time and money in responding to lengthy, detailed 
Technical Specification only to be excluded from the process early on. 

1.4.3 Potential for risk transfer and potential payment mechanisms 

A decision was taken early on in the programme to appoint legal advisors in order to draft 
Marine contract documents and ensure that these aligned comfortably with Welsh 
Government procurement processes. Blake Morgan LLP was identified and appointed via the 
NPS Legal Services framework. Early involvement was identified as a key requirement due 
to the new requirement under PCR 2015 to publish near identical tender documents at PQQ 
and ITT stage. Blake Morgan  advice was that there should be no material differences 
between the documentation at each stage. The team also had ongoing technical consultancy 
from naval architects which was procured as a separate consultancy contract. The team was 
extremely careful to ensure that there were no potential perceived conflicts of interest in the 
work delivered by Amgram Ltd. 

The programme team at an advance stage in the procurement plan identified contractual risk 
and used Blake Morgan LLP to identify areas where the standard BMF contract required 
improving. This approach ensured the contracts were fit for purpose, whether a different 
model would be better, or if not, whether the market is likely to accept the sort of 
amendments being suggested. The legal team were also utilised as an additional quality 
assurance mechanism to review the TRS for consistency, clarity and enforceability. The 
procurement group discussed and agreed the drafting approach for the contracts ensuring 
timely contract release with tender documentation. The legal team also reviewed the OJEU 
notice, PQQ and ITT prior to issue. 

The successful bidders agreed to comply with the bespoke Design and Build Agree- 
ment, which can be found at the following: 

Vessels Design, Build 
Agreement NFPV SFPV 
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1.5 Financial case 

1.5.1 Financial expenditure 

Table to illustrate initial capital and revenue expenditure per vessel build over current and 
future financial years. 

Expenditure Type 15/16 

 m 

25m Fisheries Patrol Vessel 

17m CAT 

Cabin RIB 

Total Capital Commitments 

Development of BC and Design Spec 

2 Additional Crew Members 

Total Revenue Commitments 

Revenue 

Revenue 

0.05 0.05 

0.06 

Capital 

Capital 

Capital 

0 

0 

0 

16/17 

 m 

1.85 

0.85 

0.9 

17/18 

 m 

1.85 

0.85 

0 

Total 

 m 

3.7 

1.7 

0.9 

6.3 

0.1 

0.06 0.12 

0.22 

Year 0 

15/16 

 m 

Total Capital 

Commitments 

Revenue   

Professional Fees 

Revenue   Crew 

Total Revenue 

Commitments 

0 

0 

0 

0 

Year 1 

16/17 

 m 

Preferred option: Option 2 Capital Purchase 

Capital   SFPV 

Capital   NFPV 

Capital   C-RIB 

1.3 

1.0 

0.3 

2.6 

0.05 

- 

0.05 

0.05 

0.06 

0.11 

Funded by: Welsh Government ESNR Directorate 

Existing - 

Additional 

Total 

0.05 

- 

2.62 2.92 1.23 0.2 - 0.12 7.17 

7.17 

Year 2 

17/18 

 m 

1.35 

0.91 

0.66 

2.92 

- 

0.06 

0.06 

Year 3 

18/19 

 m 

0.56 

0.64 

0.03 

1.23 

- 

0.1 

0.1 

Year 4 

19/20 

 m 

0.05 

0.05 

0.2 

0.2 

- 

0.2 

0.2 

0.21 

0.21 

0.22 

0.22 

Year 5 

21/22 

 m 

- 

- 

- 

- 

Year 6 

23/24 

 m 

0.06 

0.06 

- 

0.12 

Total 

 m 

3.32 

2.66 

1.19 

7.17 

0.1 

0.85 

0.95 
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Initial Capital forecast  2.6m financial year (2016/17) and  3.7m financial year (2017/18) for 
the new vessels were in the correct region of spend. 

Southern Vessel (SFPV) build costs were likely to be in the region of  3m 

Northern Vessel (NFPV) build costs were likely to be in the region of  2m 

Cabin RIB (C-RIB) build costs were likely to be in the region of  1m 

Based on an assumption of no slippage and a contracts award date of end December 2016 / 
start January 2017; then following the % payments milestones (as identified in the Sample 
Design and Build Contract at Annex A) then a forecast of least 30/40% capital payment (to 
reach contract Milestones 4/5) for the build of the 3 vessels of Total Contract Value ( 6m). 

So for FY 2016/17 then a forecast range of  1.8m to  2.4m (subject to any fluctuations in 
materials, labour price etc). This was based on the assumption that everything was 
proceeding to plan, with award, equipment delivery and build, no challenge, delays etc. 

The latest Capital profile based on eth key contractual milestones is as follows: 

FY 16/17 -  2,690,000 (Outturn) 

FY 17/18 -  2,374,757.17 (Profile)  3,000,000 (Revised)  2,920,000 (Outturn) 

FY 18/19 -  1,486,244.78 (Profile) Revised  1,236,000 

FY 19/20 -  194,993.62 (Profile) 

FY 23/24 -  116,463 (Profile) 

1.5.2 Overall affordability and balance sheet treatment 

Summary of the overall affordability of the scheme   both in terms of its capital and revenue 
consequences   over the lifespan of the investment. 

In instances where the investment is above the delegated limit of the organisation and/ or is 
  and contentious  please indicate the sums requiring approval and any additional 
funding requirements. 

The case for change has been established (ref: Business Justification Case (BJC) for the 
replacement of Fisheries At-Sea Enforcement Assets for the Marine and Fisheries Division - 
October 2015). Ministerial advice has been submitted coupled with authority to proceed (ref: 
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MA   P/CS/0080/15). A number of solutions have been considered to replace Welsh 
Government Fisheries Patrol Vessel (FPV) assets including do nothing; lease hire, shared 
service and purchase. Following analysis, a capital purchase provides the best value for 
money and management control and this case is the next iteration to further develop the 
business case to re-place the FPV fleet. The procurement of vessels will mean that there is a 
cost of capital for which they will be depreciated. It is likely that the economic life will be 
around 20 years. With the sale or scrap of the current vessels and the release of the current 
non cash cover for depreciation, there will be a marginal rise in Non Cash costs which will 
need to be covered with an increase in the current non cash budget. These costs will be 
confirmed during the Full Business Case. In terms of affordability, it is expected that a re- 
profile of the capital budgets within Welsh Government ESNR (most likely the headroom 
within the RDP Capital budget) will be able to cover the capital commitments from these 
purchases. The revenue costs are below  0.5m and will be affordable within the MEG and 
budgetary cover will be allocated during the spending review for 2016/17. 

Welsh Government has never undertaken a procurement exercise of this nature - so 
the procurement is truly unique, innovative and novel. No comparable benchmark 
activity exists of other Devolved Administrations / UK Government procuring a fleet of 
this type. This asset replacement programme is normally a specialist area of 
expertise undertaken by the Royal Navy or Ministry of Defence. 

Therefore the ongoing revenue costs will be based on forecast figures and best 
intelligence and the 10 year whole life commercial costs as used during the bidding 
process. Ongoing affordability costs will be subject to a 2 year business change 
stream when all the vessels are in service (from October 2018) to assess annual 
performance cost objectives in the first year of operations. These costs will be used 
as a baseline for ongoing operational costs. 

Please see operational costs attachment: 

Estimated vessel 
costs comparison betw 

1.6 Management case 

1.6.1 Project management arrangements 

Summary of the project management arrangements for the scheme. 
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The Vessels Replacement Programme (VRP) has been initiated to design, procure, build and 
replace the existing   fleet (which currently comprises two Fisheries Patrol Vessels 
(FPV) and large Rigid Inflatable Boat (RIB) which are no longer fit for purpose) with 3 vessels 
that are responsive, modern, and efficient, which can equally meet the Ministers inshore and 
offshore statutory enforcement duties and provide a stable platform for some science 
functions. As the coast of Wales can broadly be divided into North, West (or mid) and South, 
each of which could be patrolled by a dedicated principal vessel. The vessels solution 
provides great flexibility and full coastal redundancy, allowing for the northern-mid-southern 
vessels to easily interchange. 

The board will oversee the capital purchase of suitable Fisheries Patrol Vessels to provide 
Welsh seas with an effective, fit for purpose and resilient fleet. The costs of purchasing 3 
vessels together with specialist marine consultants and surveyors   and build  
assistance will be in the region of  6.8 million. To build two new vessels (FPV <25m and 
FPV <20m) is anticipated to take approximately 18 months from contracts award. A covered 
high speed Cabin RIB (CRIB) would take around 12 months to build from contracts award 
and be in service. 

The projects represent most risk during the procurement, design, build and trials phases. 
This is planned to last between 18 and 24 months, with risks mitigated as far as possible with 
clear contractual responsibilities, external expertise to oversee the design, build and testing 
and technical assurance provided by the Welsh Assembly Government, Supplier Ship 
Builders and Survey Agencies. 

The Board is responsible for: 

  To assist in and oversee the procurement, purchase and delivery of the new vessels to 
meet with the programmes vision, scope and objectives. 

  To provide a sounding board for decommissioning / and transition options of the existing 
fleet with the new vessels. 

  Understanding the full context affecting Welsh fisheries enforcement and exploring the 
challenges and benefits the programme can contribute to and capture within the business 
case from an economic, community, sustainability and enforcement perspective 

  Understand the wider context within which Wales has to manage fisheries   including the 
requirements of existing European and domestic legislation and the challenges to delivering 
fisheries enforcement measures in this context. 

  Provide challenge and contribute own knowledge to the achievement of the programmes 
objectives. 

  To fully participate in the meeting and ensure that all dimensions are properly considered. 
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  To respect that the discussions in the meeting will be full and frank and may not be 
properly formed and final and the Board are to agree the key messages that should issue as 
a result of the Board discussion and not therefore speculate or share any of the meeting 
discussion or papers without the agreement of other Board members / Welsh Government. 

  To maintain programme momentum, provide timely input and to assist the delivery team 
according to an individuals area of expertise. 

  To form and frame ideas and to feed into the key stages (e.g. design, procure, build, 
decommission, handover) of the vessels replacement programme to expedite in-service 
operation of the replacement vessels. 

Core Board Members comprise of: 

  Programme Sponsor   Graham Rees (M&F ent) 

  Delivery Team   SRO/Chair (M&F Welsh Government) 

  Delivery Team - Programme / Procurement / Contracts Manager   M&F 
Welsh Government) 

  Delivery Team - Intelligent Customers / Design Authority (M&F FPV Master 
Welsh Government) 

  Delivery Team - Intelligent Customers / Design Authority   &F FPV Master 
Welsh Government) 

  Finance / Audit     ESNR   Welsh Government) 

  Governance   (Head of CGU ent) 

  Programme Quality Assurance AFM   WG Head of Programmes) 

  Further board members may be required to provide input on a Task & Finish basis. 

Advisory Advice / Input: 

  Procurement lead   (Corporate Procurement Services   Welsh 
Government) 

Specialist Advice / Input: 

  Specialist Naval Advice / Technical Lead   (M&F   Welsh Government) 

  Specialist Naval Advice / Technical Lead ernment) 

Marine and shipbuilding commercial / contract lawyers (Blake Morgan LLP) 
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The board may require further specialist advice at appropriate stages during the 
procurement, contract, build, acceptance and decommissioning stages and will identify 
resource as and when required. 

A minimum of bi-annual meetings with additional meetings will be held at key programme 
stages. Meetings are likely to be held at quarterly stages, which will coincide with key 
phases. Duration of programme is approximately 24 months with 12 months contingency. It 
is anticipated 10 programme board meetings will be required to vessels delivery / programme 
closure. 

1.6.2 Benefits realisation and risk management 

In arriving at the benefits of this investment decision, attention has been given to the original 
benefits described in the Business Justification Case. The benefits for this investment are: 

? Best value and quality vessels for the Welsh Government; 
? Build on the existing work / strategy of Fisheries enforcement and ancillary services; 
? Provide a resilient and efficient operation and to ascertain opportunities for ancillary 

collaboration with other organisations. 
? The first of these is quantifiable, non cash releasing. 
? The second and third benefits are qualitative benefits. 

1.6.3 Post project evaluation arrangements 

Post project evaluation will be conducted by the project team in collaboration with business 
as usual as part of the 2 year business change process for operation of the new vessels. The 
team will capture any lessons learned during Project Closure which will capture the following: 
Aims and Objectives, Amendments to Project Approach, Scope, or Governance; 
Achievements; Quality Assurance Process; Project Costs; Risk and Issues; Lessons 
Learned; Post Implementation Review; Benefits Realisation and Communication. 

1.7 Recommendation 

Please formally make the required recommendation for approval of the scheme to proceed to 
the next stage. 

Crown Copyright 

Version No: 0.4 DRAFT 

Date: 22/02/18 

Author: CJ 

26



Signed: 

Date: 14th November 2017 

Senior Responsible Owner 

Vessels Replacement Programme / Project Team 
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2. The Strategic Case 

2.0 Introduction 

This Full Business Case (FBC) is for the Welsh Government Marine and Fisheries Division to 
procure a fleet of up to three (3) fisheries enforcement vessels to be used throughout the 
Welsh Zone including the St George  Channel and Celtic Deep as well as inshore and 
intertidal waters. The three vessels envisaged will include a vessel not exceeding 24m length 
overall (Maritime and Coastguard Agency (MCA) - Category 1) of the MCA Workboat Code 
designated Southern Fisheries Patrol Vessel (SFPV); a vessel no greater than 19m length 
overall (also MCA - Category 1) designated Northern Fisheries Patrol Vessel (NFPV); and a 
Cabin Rigid Inflatable Boat of about 12m overall (MCA - Category 2) designated C-RIB. 

Structure and content of the document 

This FBC has been prepared using the agreed standards and format for business cases, as 
set out in HM Treasury Green Book methodology. 

The approved format is the Five Case Model, which comprises the following key 
components: 

? the strategic case section. This sets out the strategic context and the case for 
change, together with the supporting investment objectives for the scheme 

? the economic case section. This demonstrates that the organisation has selected 
the choice for investment which best meets the existing and future needs of the 
service and optimises value for money (VFM) 

? the commercial case section. This outlines the content and structure of the proposed 
deal 

? the financial case section. This confirms funding arrangements and affordability and 
explains any impact on the balance sheet of the organisation 

? the management case section. This demonstrates that the scheme is achievable 
and can be delivered successfully to cost, time and quality. 

The purpose of this section is to explain and revisit how the scope of the proposed project or 
scheme fits within the existing business strategies of the organisation and provides a 
compelling case for change, in terms of existing and future operational needs. 

Please refer back to the Strategic Outline Programme (SOP) / BJC and Strategic Outline 
Case (SOC), noting any key changes since the production and approval of these documents. 

Crown Copyright 

Version No: 0.4 DRAFT 

Date: 22/02/18 

Author: CJ 

28



Part A: The strategic context 

2.1 Organisational overview 

Please provide an updated overview of the organisation(s) making the case for investment in 
the scheme. 

The Welsh Government is committed to sustainable growth, jobs and tackling child poverty. 
The Well being of Future Generations1 Act takes a long term view at how Wales secures sus- 
tainable development through joined up and integrated public services. The Environment Bill2 
will make provision for Natural Resource Management to ensure that we make the most of 
the opportunities that Wales' natural resources provide; whilst also respecting the limits of 
natural processes that continue to be our life support system. These measures will ensure 
that Wales has increasingly resilient and diverse ecosystems that deliver economic, envi- 
ronmental and social benefits. 

This vessels replacement programme will develop an aligned and integrated approach with 
other policy areas and stakeholders3 to get the best value from Welsh seas in a sustainable 
way and provide the tools for Natural Resource Management in Welsh waters. 

The Marine and Coastal Access Act provides for the preparation and adoption of marine 
plans, the key objective of which is to state the relevant planning authority  policies for con- 
tributing to the achievement of sustainable development in its marine area. Under the Act, 
the Welsh Ministers are the marine plan authority for both Welsh inshore (up to 12 nautical 
miles) and Welsh offshore (from 12 nautical miles to the median line) waters. The planning 
process will drive integration across and beyond Government, ensuring that policies are de- 
veloped and delivered in a collaborative, integrated way4. 

Welsh Ministers have responsibility for managing fisheries within the Welsh Zone (Welsh 
Zone map at Annex A) in conjunction with the requirements set by the European 
Commission under the Common Fisheries Policy. The extremity of the Zone in the southwest 
is almost 60 nautical miles from the nearest substantial port. Outside 12 nautical miles (nm) 
from the Welsh Coastline, the majority of fisheries management measures are designated by 

1 http://www.senedd.assembly.wales/mgIssueHistoryHome.aspx?IId=010103 

2 http://gov.wales/topics/environmentcountryside/consmanagement/natural-resources- 
management/environment-bill/?lang=en 

3 http://gov.wales/topics/environmentcountryside/marineandfisheries/stakeholder- 
engagement/?lang=en 

4 http://gov.wales/topics/environmentcountryside/marineandfisheries/marine-planning/?lang=en 
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the European Commission. However, whether management measures are introduced by 
Welsh Ministers or the European Commission, it remains the responsibility of Welsh 
Ministers to enforce the measures that are in place against all vessels of any nationality that 
fish within Welsh waters. Welsh Government is periodically audited against the legislative 
requirements. Failure to do so risks bringing financial penalties from the European 
Commission 

In addition to the Common Fisheries Policy (CFP), Welsh Ministers also have a responsibility 
under the Habitats Directive (art 6(2)) to ensure that activities are not damaging to the 
functioning of designated areas. Also, any plan or project needs to be considered under Art 
6(3) of the Habitats Directive where, before the plan or project can proceed, it must be 
proved beyond reasonable scientific doubt that the plan or project will not, on its own or in 
combination with other activities, affect the functioning of the designated features within 
protected areas. As over 75% of the Welsh coastline and over 35% of the sea within 12nm of 
the Welsh coastline is designated under this or similar directives, it is important that Welsh 
Ministers can enforce areas that have been closed to fishing. If Welsh Ministers fail to do so 
and habitat is lost, Welsh Ministers will need to pay to reinstate the habitat and the European 
Court of Justice may introduce infraction penalties. These penalties are generally a lump 
sum of   plus between   -   for each day of non-compliance. 
Recent examples of action of this nature related to Northern Ireland where Ministers are 
required to reinstate habitat in an area where is it believed to have been damaged by fishing 
activity. 

Welsh Ministers have a general responsibility for Marine Conservation and Marine Planning. 
These responsibilities to create coherent networks of Marine Conservation Zones and to 
Licence activities in the marine environment currently extend to the 12 miles of Welsh waters 
but it is likely that these responsibilities will be extended to the extremity of the Welsh Zone in 
the near future. However, where current designations are outside of 12nm but within the 
wider Welsh Zone, it is still the responsibility of Welsh Ministers to enforce against fishing 
activity in that area. 

Welsh Ministers are under ongoing close scrutiny regarding the scallop fishery in Welsh wa- 
ters which was the subject of a live pilot case with the Commission for three years. There 
have been complaints during the scallop season from the industry and other marine stake- 
holders that Welsh Ministers are not able to properly enforce the closed areas and that there 
are vessels fishing within closed areas. In reality, the current at sea assets and the staffing 
complement available during recent seasons has meant a very limited enforcement pres- 
ence. If a complainant obtains evidence of a scallop vessel fishing in a closed area and of 
damaged habitat in that area, then Ministers could face a challenge and possible infraction. 

Fisheries management legislation takes many forms including numbers of fish that can be 
landed (e.g. quotas), size of fish, seasonal restrictions, gear restrictions (e.g. nets of a partic- 
ular size), weighing requirements, transhipment (travelling fish across the Welsh zone, for 
example), fixed, temporal and temporary area closures (e.g. the days at sea and conserva- 
tion credit mechanisms will instantly close areas where significant amounts of juvenile fish 
are caught). The reform of the Common Fisheries Policy is also introducing restrictions on 
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the discarding of certain fish at sea that will provide a significant additional enforcement bur- 
den to police. 

Wherever possible, enforcement officers seek to undertake checks from the shore rather 
than at sea, however, it is not possible to fully enforce against all restrictions from the shore. 
For example,   areas  are closed for fishing but not for vessels to transect (to do so 
may cause safety issues for fishing vessels). Larger vessels (12m and above) carry satellite- 
based monitoring equipment that transmits their location every 2 hours and can act as a de- 
terrent but much activity can occur within 2 hours. Even if the vessel tracking on a vessel is 
suggesting that it is acting in a suspect way, visual evidence of fishing actually taking place is 
required by the courts to secure a conviction. Until 2014, it was also possible to use photog- 
raphy from aerial surveillance as evidence in a prosecution. This service is no longer availa- 
ble as flights were costly, weather dependent and could not operate at night when much of 
the suspect activity takes place. There may also be a requirement for vessels to be boarded 
and fully inspected, gathering evidence and statements, at sea therefore boarding at sea will 
remain a necessary function of fisheries enforcement. 

There is also a statutory requirement under the Common Fisheries Policy to undertake at- 
sea sampling and for vessels to undertake other scientific work to measure stock levels or 
survey areas to determine whether habitats exist in that area before permitting scallop fish- 
ing, for example. The Marine Strategy Framework Directive is also requiring Member States 
to bring their waters in line with   Ecological Status  and the evidence requirements of 
this in 2019 means a further requirement to undertake this type of work. 

The at-sea resource also needs to be able to haul unattended fixed gears (nets and pots) to 
determine whether or not they comply with the legislation. 

There is also a need to maintain a presence or intercept suspect activity quickly to act as a 
deterrent. Enforcement will therefore need to take the shape of a number of different ap- 
proaches to ensure that responses can take place quickly, in a range of sea conditions and 
with the element of surprise. 

2.2 Business strategies 

Please reference the business strategy for the organisation(s) and any related national or 
regional strategies, noting any changes since agreement to the SOC for the scheme. 

In the main, this will include consideration of national policy documents, regional plans and 
supporting SOPs and other relevant initiatives. 

In 2012 the Welsh Government Environment and Sustainability Committee undertook a 
Marine Policy inquiry5. The report, published in January 2013 and debated in April 2013, set 
out 13 recommendations to strengthen Welsh marine policy. There was criticism around 
resourcing for the work area. In April 2013, the Minister for Natural Resources and Food 
accepted 10 of the recommendations in full and 3 in principle. 

5 http://www.senedd.assembly.wales/mgIssueHistoryHome.aspx?IId=4412 
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In March 2013, the Minister for Natural Resources and Food brought together the Marine and 
Fisheries Teams within the Welsh Government to create a single integrated approach to the 
Marine Environment in Wales. During November 2013, the Minister set the vision and 
commitment for Marine and Fisheries in Wales. As part of that commitment, the Minister 
agreed to provide a statement every six months on the Marine and Fisheries ~ Strategic 
Action Plan (SAP). The plan sets out what has been achieved and what is to be delivered in 
the future in the marine and fisheries policy areas to demonstrate progress toward the vision 
for the Welsh seas as   healthy, safe, productive and biologically diverse seas  

The Marine and Fisheries Strategic Action Plan of November 2013 and the bi-annual up- 
dates6 set the context for the prioritisation of the work being driven forward under the pro- 
gramme. The plan not only reflects the reform work in Wales but also there is an unprece- 
dented level of change that is being driven by legislation, both domestic and European. Much 
of this change will be focussed over the next five years and some of it is already underway. 
The changes will lead to a different way to steward the marine environment and manage 
fisheries and provide an opportunity to ensure greater coherence across marine related work 
within and beyond Welsh Government. 

Subsequently, in December 2013, the Minister for Natural Resources and Food agreed the 
establishment of a Marine Transition Programme (MTP) in Welsh Government to deliver 
major changes relating to the way Welsh seas are planned and managed. A programme 
approach to delivery and prioritisation of key projects has been established to help ensure 
joined-up delivery alongside effective communication with a very varied and active range of 
marine and coastal stakeholders. 

The Welsh Government is committed to developing an integrated approach to policy-making 
for the Welsh coastline and seas. 

This new approach includes marine management and fisheries as well as: 

? marine energy 

? tourism 

? transport 

? social inclusion and more. 

It will be based on an ecosystem approach, working with fishermen to develop co- 
management arrangements and delivering healthy marine environments. 

Welsh Government recognise the importance of freshwater and marine fisheries, and aims to 
help anglers increase their economic value, to develop the potential of aquaculture as part of 
the common fisheries policy, using Welsh expertise from industry and universities. 

6 http://gov.wales/about/cabinet/cabinetstatements/2015/marinefisheriesactionplan/?lang=en 
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We encourage fishermen to develop joint projects with Welsh Government. There was a 
Ministerial update to the Strategic Action Plan on 13 May. We expect that there will be a 
further update around six months after that. 

2.3. Other organisational strategies 

Please provide an update on any other related organisational strategies, as appropriate. 

Through the implementation of Welsh, UK and EU fisheries regulations the Welsh 
Government is working to safeguard and develop sustainable and productive fisheries across 
Wales. 

Fishing in Welsh waters is regulated by the Common Fisheries Policy. Inshore and territorial 
waters are further regulated with Welsh legislation and Byelaws. The Welsh Government is 
responsible for ensuring monitoring and control of all sea fishing activity in Welsh waters. 

The regulations cover issues such as managing stocks, reducing pressure on those stocks 
by limiting catches, technical measures such as mesh size requirements and reducing 
discards. 

Enforcement is crucial to ensuring high compliance with regulations so that fish stocks 
remain sustainable. We aim to maintain a viable fishing industry, whilst recognising the 
pressures facing vulnerable and protected marine species and habitats. 

The Welsh Government operates a programme for monitoring, control and surveillance of 
sea fishing activity. 

Welsh Government Marine Enforcement Officers investigate and take appropriate 
enforcement action (including prosecution) when breaches of the regulations are identified. 

This enforcement work is crucial to ensuring high compliance with fisheries regulations so 
that fish stocks are not exploited. This assists the long-term economic survival of the fishing 
industry and protects a valuable natural food resource. 

The enforcement program includes inspection, by Marine Enforcement Officers, of: 

? fishing vessels at sea and in port 

? inspections of fishing industry premises 

? fish markets 

? other locations around the coast and further inland. 

Over the period to 2020, Welsh Government Marine and Fisheries Division is making 
significant changes to the way we manage, protect and utilise our seas. 
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Welsh Government will undertake this through the Marine Transition Programme (MTP), 
which provides a flexible and adaptable change management programme that enables key 
priority areas for Marine and Fisheries to progress and be delivered. 

The vision of the MTP is 'to ensure coordinated policy and delivery in Welsh seas to 
encourage sustainable jobs and growth, achieve a resilient marine eco-system and protect 
our most valuable environmental assets'. 

Welsh Government wants to ensure that those affected by change have an opportunity to 
input into the decision making process, and share their knowledge and experience of the 
Marine environment. The programme is taking an open approach to stakeholder engagement 
and are seeks to work towards a co-operative approach at the earliest stages in the 
development of policy. 

Part B: The case for change 

2.4 Investment objectives 

The investment objectives for this project are as follows: 

? Investment Objective 1: a fit for purpose and resilient Welsh Government fisheries 
enforcement fleet that can meet with our statutory duties and obligations within the 
perimeter radius of the Welsh zone. 

? Investment Objective 2: delivery of 2.5 new enforcement vessels within resource 
and time constraints 

? Investment Objective 3: maximise the capital investment over the next 10 years 

? Investment Objective 4: increased number of enforcement days at sea through 
increasing operational enforcement capability to undertake patrols 

? Investment Objective 5: ability to monitor inshore commercial and recreational 
fishing activities, through state-of the art / advanced navigation and radar systems 
with 24 hour (night-time) capability 

? Investment Objective 6: patrols are necessary to monitor and manage fishing 
activity, and to ensure compliance with environmental and fishery regulations and to 
support the local fisheries. 

Crown Copyright 

Version No: 0.4 DRAFT 

Date: 22/02/18 

Author: CJ 

34



2.5 Existing arrangements 

This section describes the existing situation with regard to the investment. 

The existing arrangements are as follows: 

The Welsh Government Fisheries Enforcement Team have access to a number of different 

types of assets that that have their own advantages and drawbacks   however, the totality of 
current assets are not sufficient to cover much of the fishing activity in Welsh waters. It is 
important to note that the two fisheries patrol vessels and large RIB that are available to the 
team formerly belonged to the Sea Fisheries Committees in Wales. These Committees only 
had responsibility out to 6 nm and therefore the vessels have been specified for this purpose. 
We now require the vessels to do more   including patrolling beyond 6nm and up to 80nm 
from their base. 

The two Fisheries Patrol Vessels and large RIB available to Welsh Government were 
procured and built by the Sea Fisheries Committees to work closely in shore and, to meet 
Minister  statutory obligations, the assets now need to do much more but are not capable of 
adapting. The vessels, for different reasons, are limited in how far they can travel and cannot 
reach the majority of the Welsh Zone and are not capable of maintaining a long presence at 
sea or rapid deployment. 

It is proposed to replace the three vessels with vessels capable of patrolling Welsh Waters 
and offering a stable platform for enforcement and some science functions. Alongside these 
vessels there will be a requirement to provide a smaller coastal based RIB type vessels with 
a covered wheelhouse (CRIB) to provide cover and shelter for staff and to cater for rapid 
response scenarios and for more flexible inshore enforcement to leave the main vessels free 
to patrol the more challenging areas of the Welsh Zone. It is also recommended to consider 
further arrangements to work with other vessel operators in the area to pilot the use of their 
vessels to supplement science activity. 

Note: If applicable   for example, in the case of a replacement service   details of existing 
costs can be included here. 

Table 1: Existing costs (base average annual running costs) 

Existing 
costs ( ) 

Current (FPV 
Cranogwen) 
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stream 

(Fuel) 

41,150 

Service 
stream 

(Maintenance) 

64,000 

Service 
stream 

(Insurance) 

15,000 

Service 
stream 

(Ad hoc) 

12,350 132,500 
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Current (FPV 
Aegis) 

43,000 

Current (FPV 
RIBs) 

Revenue 

Capital 

Duration of 

contract 

2.6 Business needs 

This section provides a detailed account of the problems, difficulties and service gaps 
associated with the existing arrangements in relation to future needs and changes since 
submission of the SOC. 

The service gaps and justifications within the strategic case are still valid and further 
mechanical failures the existing fleet reiterate the requirement of procuring replacement 
vessels and brought into operational service at eth earliest opportunity for the Welsh 
Government Marine and Fisheries Division. 

The two Fisheries Patrol Vessels (FPV Cranogwen and Aegis) and large RIB, which are 
currently in service and available to Welsh Government were procured and built in excess of 
20 years by the Sea Fisheries Committees to work closely in shore and, to meet Minister  
statutory obligations, the assets now need to do much more but are not capable of adapting. 
The vessels, for different reasons, are limited in how far they can travel and cannot reach the 
majority of the Welsh Zone and are not capable of maintaining a long presence at sea or 
rapid deployment. The Royal Navy offers good quality enforcement and is able to reach all 
parts of the Welsh Zone but is limited to times when it is available (around 25 days per year 
in Wales) and there is a risk that this arrangement could end. The aerial surveillance is no 
longer available and vessel tracking can only provide part of a solution but would need to be 
supplemented by rapid vessels that can intercept fishing boats showing as being in restricted 
areas. Given that the Welsh Zone can only be properly enforced when the Royal Navy vessel 
is present, this means that Welsh Ministers cannot properly discharge their full range of 
statutory obligations and rely on the industry to be compliant at those times when the Royal 
Navy is not available. 

Welsh Government has inherited assets with predefined capability, which has to be used 
until new assets can be procured. A review of fisheries policing and enforcement 
requirements was undertaken during 2014 which considered sea conditions, patrol areas, 
types of enforcement and ancillary considerations in the Welsh Zone for which Welsh 
Ministers have responsibility. The overwhelming conclusion was that none of the current 
assets would have been chosen for the duties that now face Welsh Government Fisheries 

Crown Copyright 

Version No: 0.4 DRAFT 

Date: 22/02/18 

Author: CJ 

36 

- 

- 

- 

- 

- 

- 

- 

- 

15,000 

62,550 

10,000 

15,000 

2,000 

11,950 

4,000 

132,500 

31,000 

296,000 

- 

-



Division. There are also increased cost and reliability issues in maintaining an ageing fleet, 
coupled with health and safety considerations for vessel crew. 

Welsh Government Fisheries Enforcement have access to a number of different types of 
assets that that have their own advantages and drawbacks   however, the totality of current 
assets are not sufficient to cover much of the fishing activity in Welsh waters and not the 
three critical areas set out below. It is important to note that the two fisheries patrol vessels 
and large RIB that are available to the team formerly belonged to the Sea Fisheries 
Committees in Wales. These Committees only had responsibility out to 6 nm and therefore 
the vessels have been specified for this purpose. The vessels are now required to do more   
including patrolling beyond 6nm and up to 80nm from their base. 

In effect, the majority of the ports are tidal and therefore any patrol vessel based there could 
only launch at particular times and the type of port will affect the size and depth of vessels 
that can access it. 

much of a major issue. However, the current assets are not designed to stay at sea for very 
long and therefore this limits the ability of the vessels to enforce. The weather is also very 
changeable and sea areas are exposed with little scope for shelter. 

Large parts of the Welsh Zone are fished with mobile or static gear. Annex C covers the 
types of enforcement activity. However, there are certain areas that are particularly 
challenging. 

? The nephrops fishery around the Smalls is up to 50 nautical miles from Milford Haven 
and is fished by vessels from Northern Ireland and Eire, in the main. These vessels 
return to Northern Ireland or Eire to land their catch and therefore it is important that 
Welsh Ministers can check and if necessary enforce against these vessels at sea so 
as to comply with the Common Fisheries Policy. 

? Similarly, Belgian vessels fish in a similar area and may land into Milford Haven, the 
South West of England or Ireland and it is important to check the gear that they use 
when they fish in Welsh Waters to ensure it complies with the Common Fisheries 
Policy. 

? The Scallop fishery also presents significant enforcement challenges. Welsh 
Ministers have invested in detailed research to enable a relatively small area of an 
area protected by the Habitats Directive to be open for Scallop fishing. All other 
protected areas are closed to scallop fishing but many contain significant quantities of 
scallop and, as quantities in the open area diminish, there is significant temptation for 
the scallop industry to fish in closed areas   especially given that some fishers cannot 
understand the reason for designating many of the areas in the first place as their 
experience of fishing those areas over many generations are that there are no 
habitats of any importance there. However, if an area of habitat is damaged in the 
process, it will be Welsh Ministers who would face sanction. At-sea resources need 
to be able to maintain a presence and need to be able to reach areas of North and 
South Wales quickly to intercept vessels that may be accessing closed areas. 
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2.7 Potential business scope and key service requirements 

This section describes the potential scope for the project in relation to the above business 
needs and the changes (if any) since submission of the SOC. 

The business need remains and is re-affirmed in that the current assets are not considered 

suitable in the long term and for Welsh Government to operate an effective enforcement 
service then new assets are necessary. 

The coast of Wales can broadly be divided into North, West (or mid) and South, each of 
which could be patrolled by a dedicated principal vessel. The 3 vessel solution provides great 
flexibility and full coastal redundancy, allowing for the northern-mid vessels to easily 
interchange. 

The options within these ranges are considered within the economic case. 

Table 2: business scope and key service requirements 

Minimum Intermediate 

Potential business scope 1 vessel 

replacement 
solution 

Key service requirements Single principal 
vessel (20-25m) 
capable of 25knts 

Good sea-keeping 
ability 

Increase days at 
sea 

Based in Milford 

Haven (Southern) 
to patrol Celtic 
Deep 

No resilience if 
breaks down 

Length precludes 
port access 

High visibility and 
predictable 

2 vessel 

replacement solution 

Principal (Southern) 
vessel (20-25m) 
capable of 25knts 

Secondary 
(Northern) vessel to 
be smaller but 

capable of 25knts 

Provide resilience 

and interchangeable 
vessels 

Capacity for some 
ancillary tasks 

Increased day sat 
sea 

Surveillance ability 

Intermediate + Maximum 

2.5 vessel 

replacement solution 

Principal (Southern) 
vessel (20-25m) 
capable of 25knts 

Secondary (Northern) 
vessel to be smaller 

but capable of 25knts 

Support Cabin RIB 
based in mid-Wales 

Good redundancy and 
capacity for ancillary 
tasks 

Increased days at sea 
and ancillary provision 

Fast response 

Greater surveillance 

ability 

3 vessel replacement 
solution 

Principal (Southern) 
vessel (20-25m) capable 
of 25knts 

Secondary (Northern) 
vessel to be smaller but 

capable of 25knts 

Tertiary (Mid) vessel to 
be smaller but capable of 
25knts 

Increased and longer 
days at sea and ancillary 
provision 

Greater surveillance 

ability 
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2.8 Main benefits criteria 

This section describes the main outcomes and benefits associated with the implementation 
of the potential scope in relation to business needs. 

? Ability to fulfil statutory Welsh zone commitments by implementing a 2.5 vessel 
solution 

? Efficiency cost savings in outright capital purchase as compared to lease 

? Quantitative professional and staffing cost savings in procuring a fleet 

? Decommission and replace the existing inshore  fleet (which currently comprises two 
Fisheries Patrol Vessels (FPV) and large Rigid Inflatable Boat (RIB) which are no 
longer fit for purpose. 

? Ability to design, procure, build and bring into service replacement vessels that are 
responsive, modern, and efficient, which can equally meet the Ministers inshore and 
offshore statutory enforcement duties and provide a stable platform for some science 
functions. 

? The coast of Wales can be patrolled by a dedicated principal vessel in North, West 
(or mid) and South regions. 

? The vessels solution provides great flexibility and full coastal redundancy, allowing for 
the northern-mid-southern vessels to easily interchange. 

? Potential to increase marine & fisheries sustainability through enforcement and 
monitoring of illegal activity 

? Improve the opportunities for the commercial fishing Industry through effective 
offshore and inshore enforcement 

? Improved engagement between the Welsh Government Fisheries and its customers 
through effective operational working and communications 

? Compliance and meeting Marine & Fisheries Strategic Action Plan commitments 

Satisfying the potential scope for this investment will deliver the following high-level strategic 
and operational benefits. By investment objectives these are as follows: 

Table 3: Investment objectives and benefits 
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Investment objectives 

Investment objective 1 

Main benefits criteria by stakeholder group 

a fit for purpose and resilient Welsh Government fisheries 
enforcement fleet that can meet with our statutory duties and 
obligations within the perimeter radius of the Welsh zone. 

Cash releasing ( s) 

Avoiding potential costs of infraction (whilst still in EU) 

Non cash releasing ( s) 

Qualitative 

Resilient fisheries protection operation around Wales 

Investment objective 2 delivery of 3 new enforcement vessels within resource and time 
constraints 

Investment objective 3 

Investment objective 4 

Investment objective 5 

maximise the capital investment over the next 10 years 

increased number of enforcement days at sea through increasing 
operational enforcement capability to undertake patrols 

Increased level of annual patrols are necessary to monitor and 
manage fishing activity, and to ensure compliance with 
environmental and fishery regulations and to support the local 
fisheries. 

The main   are as follows: (if applicable) 

? Fit for purpose and resilient vessels will require different methods of enforcement 
activity within the offshore (extremity of Celtic deep and St Georges channel) and 
intertidal enforcement especially (around cockle fisheries) 

? Appropriate enforcement staffing levels to operate the replacement fleet 
? Appropriate enforcement and ancillary (science) strategies to inform operational 

practice 
? Increased days at sea and enforcement activity may correlate to increased 

prosecutions resulting in more administration for shore-based staff, increased legal 
costs 

? Primary purpose for the replacement fleet is for enforcement purpose, so to manage 
expectations amongst partners as to fleet availability for alternate purposes 

? Uncertainty of the UKs exit from the EU and regulatory requirements 
? Perception amongst stakeholders of purchasing a fleet of vessels 
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2.9 Main risks 

The main business and service risks associated with the potential scope for this project are 
shown below, together with their counter measures. 

Table 4: main risks and counter measures 

Main Risk Counter Measures 

Design Appointed specialist naval architects   Ltd  to provide 
advise to programme. Programme delivery team meetings with the 
naval architects have considered the multiple requirements for the 
vessels. The Technical Requirements Specification (TRS) issued to 
the market place has considered and balance the authorities  multi- 
purpose requirements including RIB / ATV launching capabilities. 
The overall boat lengths have necessitated considered design to 
achieve the vessels objectives including access to ports around 
Wales. 
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Development (procurement 
and build stages) 

? supplier 
? specification 
? timescale 

? change management 
and project 
management 

Specification, General Arrangement (illustrative) outline designs for 
NFPV and SFPV and composite document with full Technical 
Requirements Specifications (TRS) including sample design and 
build contract have been completed and issued to the marketplace 
as part of the PQQ document set. Due to EU procurement regs - it 
is now mandatory that all documentation is completed prior to issue 
to the market and is available on the eTender (bravosystem) portal. 
It is envisaged that this will promote clarity, consistency, time and 
cost efficiencies for WG and bidders. In practice this means that 
we are able to undertake minor changes to the documentation as a 
result of bidders clarifications but any material changes would 
mean the procurement would need to start afresh. 

The teams have been working together at considerable speed to 
draft and agree the documentation set required to issue to the 
marketplace via OJEU. The 3 key interconnected work streams of 
specification and technical requirements, commercial and 
procurement have progressed in parallel and have been prioritised. 

Drafted and agreed procurement strategy, outline requirements and 
other documentation required under the tender checklist which 
were signed off (11/05/16) with CPS to allow issue on the same day 
of the PQQ documentation set (included Vessels Specification, 
TRS, Draft Design & Build Contract, GA drawings for NFPV/SFPV) 
  published on Sell2Wales / eTender Wales (Bravo-solution). Major 
milestone completed. 

Further meetings held during June   August 2016 with delivery, 
procurement and legal team to consider and agree ITT scoring 
criteria, associated price schedule and common definitions. 
Meetings have also considered need to have consistent approach 
to agenda for yard / reference site visits and associated 
documentation. Delivery team during Autumn  will undertake yard 
/ site visits comprising of technical lead (FPV master) and scribe. 
All documentation will need to accord with best practice and 
procurement regs. 

Since the event Suppliers have asked clarification questions during 
the PQQ stage relating to the issued documentation with a 
clarification question deadline of 1pm on 10/06/16 and a closing 
date for PQQ submissions on 27/06/16. 16 suppliers have bid and 
PQQ evaluations will then commence from this date for approx. 
(+65days) and then a shortlist of suppliers will be invited to tender 
stage (ITT). 

Work has already started on the documentation required under the 
ITT stages including assessment of mandatory / non-mandatory 
requirements under the TRS scoring criteria and pro-forma required 
for the site visit stages. 

Programme board will be held at key stages including PQQ, ITT 
and contract award. On schedule to issue contract awards by 
January 2016. 
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Implementation risks ? 

? supplier 
? timescale 

? specification and data 
transfer 

? cost risks 

? change management 
and project 
management 

? training and user 
? 

? 

supplier risks will be monitored post contract award according 
to the build, delivery and acceptance schedules as defined 
within the design and build contract 

? timescale and associated build schedules for the vessels will 

be monitored and acceptance will be as defined in the contract 
and payment schedules 

? 

? 

the WG TRS specification for the vessels has been completed 
and bidders will be evaluated against the criteria within 

cost risks will be monitored closely as approximate figures 
have been utilised as part of the discovery work. It is still 
envisaged the final vessels costs will be within these cost 
parameters 

change control criteria is defined within the design and build 
contract   project and contract management is in place 

training and user requirements are detailed within eth TRS 
and design and build contract. 

Operational risks 

? supplier 

? availability 

? performance 

? operating cost 

? project management 

The programme has established decommissioning, build and 
handover streams and will be detailed in due course. Risks to 
current operations are low due to the lack of availability of existing 
vessels primarily due to mechanical and limitation by design issues. 

? supplier risks will be monitored post contract award according 
to the build, delivery and acceptance schedules as defined 
within the design and build contract 

? performance figures of the existing vessels will be captured 
and measured against the replacement vessels when in 
service 

? 

? 

Termination risks 

operating cost compassion of existing vs replacement vessels 
will be captured at programme closure and handover to BAU. 

programme delivery staff including design authority expertise 
are in place. 

? Procurement   the authority reserves the right to withdraw the 
procurement at any opportunity. Reputational risk and sunk 
staffing costs if decided to terminate. Unlikely. 

? Contractual   sample contract issued to market place in during 
OJEU procurement and termination / performance related 
schedules have been drafted and issued to marketplace. No 
issues during PQQ clarification stage. Welsh Minsters contract 
is non-negotiable   hence the need during initial drafting to 
achieve a balance between being protection for Welsh 
Ministers and being commercially attractive to ship yards. 
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2.10 Constraints 

The major constraints associated with successful realisation of benefits of this investment 
decision are: 

? Capacity of the Welsh Government Marine and Fisheries team to manage the 
investment 

? Supplier capacity, design and build expertise to ensure successful supplier delivery to 
Welsh Government 

? Timescales could be fixed by the UK leaving the EU and associated regulation 
impact. 

? Limited number of business-as-usual people with appropriate knowledge and 
expertise. 

? If there is a material change to our requirements under the restricted procurement 
procedure (under new EU procurement rules) then the risk is that the TRS and 
'Sample' Contract issued under the OJEU notice will require re-issuing. Material 
changes are prohibited under this procedure and any material changes post issue 
could be challenged resulting in increases cost / delay the procurement programme. 

? Business-as-usual delivery impacting on programme. 

? One size of vessel does not service all statutory duties / enforcement requirements 
around Wales 

? Vessels are limited by design and some design concerns over the ability to ramp 
launch an enforcement RIB from a multi-hull design 

? Manning the assets to fulfil operational requirements 

? Costs of procuring and running replacement assets within ongoing financial austerity 

? Vessel berths and port access restrictions around Welsh coast 

? The programme budget is adequate and sufficient to deliver the programme 
objectives. 

? Timely recruitment and retention of specialist staff. 

? Non-devolved regulations and systems that are out of Welsh control / influence. 

? Priority and profile of the Marine and Fisheries agenda within Wales. 
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? UK level legal and regulatory decisions that could impact on Wales. 

? Completion of the work within the timescales identified and within the pressures of 
  day job  

? Endorsement by all public sector organisations and stakeholders of the Welsh 
Government vessels replacement programme. 

? Stakeholder engagement / response and capacity to deliver the investment. 

? Visibility of the programme at a local and national level. 

? To undertake the programme before business critical decisions within individual 
organisations and stakeholders have to be made. 

? It is not possible for Welsh Government to predict with any certainty what fish stocks 
are going to become priority for enforcement over the next 20 years and this will 
affect the timing and location of the vessels. 

2.11 Dependencies 

The project is subject to the following dependencies that will be carefully monitored and 
managed throughout the lifespan of the scheme. 

Direct Dependencies 

? Costs and ability to dual-run current assets due to procurement and phased build 
times of new assets 

? Transfer of existing crew to and operations of new enforcement system 

? Successful delivery against this investment decision is primarily dependent upon the 
existing vessels replacement programme, the relationship with the suppliers and the 
ongoing support, engagement and governance embodied by the ESNR division 

? Compliance with the MCA workboat code (UK MCA work boat code MGN 280 / MCA 
brown book code) which covers construction standards as well as manning, safety 
and working hours. The TRS has stipulated that the vessels are built to this code. 

Onward dependencies 

? Failure to deliver the investment objectives of this case will seriously impact the 
reputation of Welsh Government Marine and Fisheries in Wales. 
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3. The Economic Case 

3.1 Introduction 

In accordance with the Capital Investment Manual and requirements of HM Treasury  Green 
Book (A Guide to Investment Appraisal in the Public Sector), this section of the FBC 
documents the wide range of options that have been considered in response to the potential 
scope identified within the strategic case. 

3.2 Critical success factors 

The critical success factors (CSFs) shown within the SOC were as follows: 

a) The current assets are not considered suitable in the long term and for Welsh 
Government to operate an effective enforcement service then new assets are 
necessary and the procurement process needs to commence as a priority. 

b) The coast of Wales can broadly be divided into North, West (or mid) and South, each 
of which could be patrolled by a dedicated principal vessel. The 3 vessel solution 
provides great flexibility and full coastal redundancy, allowing for the northern-mid- 
southern vessels to easily interchange. 

c) The capital cost for the new assets to be   the water  is  7.1m. The programme 
team has checked that this figure still reflects current market availability and 
conditions. 

d) Any new vessel procured must be capable of fulfilling enforcement tasks which 
includes the effective and efficient launch of a RIB in a significant sea way to board a 
target vessel. The vessel may be also used for limited ancillary (scientific) tasks but 
there is no general possibility to combine both enforcement and ancillary when at 
sea. 

These have been re-visited in the context of the FBC and remain valid 
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3.3 The long-listed options 

The long list shown within the SOC was as follows: 

Note: for illustrative purposes, the options are taken from the SOC template. 

? Use existing assets (vessels and staff) with other enforcement authority assistance 
(e.g. MMO, Royal Navy, IFCAs) 

? Use of other organisations assets within the Welsh Zone for a fee (e.g. Environment 
Agency, Borders Agency, Marine Scotland, Northern Ireland, Isle of Man, Cornish 
Sea Fisheries Committee) 

? Aerial surveillance managed by Marine Scotland / Marine Management Organisation 
? Vessel tracking   It is a requirement of the CFP Control Regulation that all vessels 

over 12m in length carry a vessel tracking device and that that device makes use of 
satellite technology to broadcast their position every 2 hours 

? Upgrade existing assets subject to existing design limitations 
? Combination of enforcement and ancillary solutions utilising 1, 2 or 3 vessels 
? Jointly procure vessel(s) with neighbouring EU member states (e.g. France, England, 

Ireland, Scotland) 
? Jointly procure vessel(s) with other Welsh organisations e.g. NRW, Universities. 
? Procure new vessel(s) through capital purchase 
? Procure a revenue based vessel(s) provision service 
? Lease vessels and staff from specialist organisations 
? Lease vessels and supply Welsh Government Fisheries staff 
? Lease vessels on a crewed charter basis from a third party service provider 
? Consideration of novel / hybrid vessel types via lease / capital 

Table 5: long list   summary of inclusions, exclusions and possible options 

Options Finding 

1.0 Scoping 

1.1 Do nothing The   nothing  rationale has been discounted due to high 
possibility of EU penalties, failure to discharge Welsh 
Ministers statutory duty, ageing and unreliable existing fleet 
including health and safety considerations for enforcement 
crew at sea. The case for change is compelling from various 
key drivers including: statutory duties, operational need, fit for 
purpose design, health and safety of staff, current assets are 
end of life. 

1.2 Minimum scope 
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limited by design to 9 knots and the FPV Aegis is light and 
does not have the fuel capacity to travel any distance. 
Therefore the assets would not be able to enforce all the 

required parts of the Welsh Zone and would require an 
increase in Royal Navy and other assets time to cover this 
deficiency. 

1.3 Intermediate scope It is possible to procure a revenue-based vessel provision 
service from specialist organisations. This would provide a 
suitable vessel and crew alongside a maintenance and 
management programme. Welsh Government would look to 
procure a service arrangement where days at sea are 
guaranteed offering a vessel meeting our specification. 
Vessel(s) would be operated by the organisation with Welsh 
Government placing on board qualified enforcement officers 
for patrols. risk that this solution will prove to be not very 
flexible and changes to programmed work, that is unplanned 
at the time of the contract award, may be seen as outside of 
contractual arrangements and could prove costly. 

1.4 Maximum scope The capital or lease purchase of a suitable Fisheries Patrol 
Vessel(s) would provide for enforcement patrol and science 
work for the majority of the year. The option to buy / lease 
vessel(s) in the second-hand market is not recommended due 
to refurbishment, modification and maintenance costs, limited 
stock and specific Wales coastal requirements   offshore and 
intertidal. 

2.0 Service solution 

2.1 Specify and procure new vessels Specification, General Arrangement (illustrative) outline 
designs for NFPV and SFPV and composite document with 
full Technical Requirements Specifications (TRS) have been 
completed and issued to the marketplace as part of the PQQ 
document set. Due to EU procurement regs - it is now 
mandatory that all documentation is completed prior to issue 
to the market and is available on the eTender Wales 
(bravosystem) portal. It is envisaged that this will promote 
clarity, consistency, time and cost efficiencies for Welsh 
Government and bidders 

2.2 Design and build new vessels Procurement of replacement vessel has been initiated. OJEU 
PIN notice (14/04/16). Drafted and agreed procurement 
strategy, outline requirements and other documentation 
required under the tender checklist which were signed off 
(11/05/16) with CPS to allow issue on the same day of the 
PQQ documentation set (included Vessels Specification, 
TRS, Draft Design & Build Contract, GA drawings for 
NFPV/SFPV)   published on Sell2Wales / eTender Wales 
(Bravo-solution). Major milestone completed. 

Following ITT evaluation during Autumn 2016, it is anticipated 
the contracts will be awarded during January 2016 to the 
most economically advantageous tender for each of the Lots 
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(lot 1   SFPV, Lot 2   NFPV and Lot 3   C-RIB). 

3.0 Service delivery 

3.1 In house 

3.2 Outsource 

Welsh Government Fisheries Programme delivery team 
established comprising key programme, design authority 
(intelligent customer), finance, procurement staff. 

The design and build of the replacement vessels will be 
awarded following market competition to the successful ship 
yards / builders.16 ship builders have submitted responses at 
the pre-qualification stage (PQQ)   these will be evaluated 
and key ship builders will be invited to tender (ITT). Following 
evaluation then contract awards will be around January 2016. 

3.3 Strategic partnership Specialist key partnership arrangements have been developed 
with specialist firms e.g. naval architects (Amgram Ltd) and 
commercial / legal services (Blake Morgan LLP). Also seeking 
specialist quality assurance input from another authority such 
as the M.O.D. or DARDNI / MMO. 

4.0 Implementation 

4.2 Big Bang There are no commercial   the shelf  vessels that are 

immediately available that meet with Welsh Government 
requirements. It is the nature of Fisheries Protection Vessels 
that they are built to a design that meets the enforcement 
duties. 

4.3 Phased A phased procurement will be followed due to procurement 
timetables and vessels build lead times. The specification 
issued to the marketplace has indicated a build and in-service 
timescale of 18months for the SFPV and NFPV and 9 months 

for the Cabin RIB. Phased approach should assist with timely 
decommissioning of existing vessels and transitional 
operational approach to replacement vessels. 

5.0 Funding 

5.1 Private funding 

5.2 Public funding 

Not applicable 

Ministerial advice has been submitted coupled with authority 
to proceed (ref: MA   P/CS/0080/15). 

These have been re-visited in the context of the FBC and remain valid. 
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3.4 Short-listed options 

The short list shown within the SOC was as follows following due consideration during 2014 
in the report for Welsh Government Fisheries Division titled   of Marine Requirements 
for Fisheries Policing and Enforcement  then most of the options in the long list have been 
discounted. 

The following short list of options has emerged creating 4 distinct options: 

? Option 1   Status quo, do nothing or do minimum 

? Option 2   Upgrade existing assets - the reference project or outline Public Sector 
Comparator (PSC) 

? Option 3   Purchase a combination of vessels to undertake enforcement duties - the 
PSC   more ambitious 

? Option 4   Lease or charter a combination of vessels to undertake enforcement 
duties the PSC   less ambitious 

In detail, the short-listed options are: 

Option 1   the do nothing, do minimum or status quo 

This option provides the benchmark for VFM and is predicated upon the following 
parameters: 

Scope: Using existing assets FPV Cranogwen and Aegis 

Solution: Do nothing, which is not a viable option 

Service delivery: Limited inshore capability only and does not fulfil Welsh Ministers statutory 
duties. 

Implementation: Business as usual scope of duties and revenue running costs. 

Funding: Welsh Government   Marine and Fisheries Departmental running costs 

Option 2   reference project or outline Public Sector Comparator (PSC) 

This option provides an outline of the   way forward  (not preferred option) at SOC 
stage and is predicated upon the following parameters drawn from the long list for: 
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Scope: Upgrade existing assets - the reference project or outline Public Sector Comparator 
(PSC) 

Solution: Vessels are limited by design, range, capability and cannot be upgraded. 

Service delivery: Vessels are limited by design which is inshore enforcement capability only 
and cannot be upgraded to fulfil offshore range e.g. Celtic Deeps 

Implementation: Limited to existing business as usual range and functions 

Funding: Welsh Government   Marine and Fisheries Departmental running costs 

Option 3   the reference project or outline PSC (more ambitious) option 

This option provides an outline of a more ambitious version of the preferred way forward at 
SOC. 

Scope: Purchase a combination of vessels to undertake enforcement duties - the PSC   
more ambitious. 

Solution: Procure through capital purchase a combination of 2.5 vessels to undertake 
enforcement duties 

Service delivery: Proven 2.5 vessel designs to meet with Welsh Government statutory and 
operational enforcement requirements. 

Implementation: Establish a programme team to undertake technical requirements to 
approach market place via open competition for the design and build of 2.5 vessels 

Funding: Welsh Government   ESNR Department Capital Funding 

Option 4   the reference project or outline PSC (less ambitious) option 
This option provides an outline of a less ambitious version of the preferred way forward at 
SOC. 

Scope: Lease or charter a combination of vessels to undertake enforcement duties 

Solution: Lease through revenue funding the rental / charter of a combination of 2.5 vessels 
to undertake enforcement duties. 

Service delivery: Procurement exercise to source lease / charter companies. 

Implementation: Not feasible due to availability of capital funds but no similar levels of initial 
and ongoing revenue funds. Lease costs per annum from 2014 report are initially similar to 
total purchase costs but are far more costly longer term. 

Funding: Due to UK austerity then leasing vessels has been discounted as there is no short / 
long term certainty over securing revenue funding to lease vessels. 
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3.5 Economic appraisal 

3.5.1 Introduction 

The economic appraisal that informed the BJC/SOP was undertaken during 2014 in 
conjunction with Consultant Naval Architects. Please see report at Annex for detail. 

3.5.2 Estimating benefits 
The benefits associated with each option were identified during a workshop with Welsh 
Government Fisheries programme deliv Naval Architects Amgram Ltd held on 

2016. A list of participants: (WG FPV Master / design authority), 
(WG FPV Master / design authority) Operation 

(WG Programme manager)mgram Ltd   Director)and 
(Amgram Ltd). 

3.5.3 Estimating costs 
The costs associated with each option were identified during a workshop with Welsh 
overnment Fisheries programme delivery staff and Naval Architects Amgram Ltd held on 
4th February 2016. A list of participantsaster / design authority), 

WG FPV Master / design (WG Fisheries Operations / 
SRO (WG Programme manager), mgram Ltd   Director)and 

gram Ltd). 

The costs identified fell into the following main vessel categories. In each case, the sources 
and assumptions underlying their use are explained. A more detailed explanation for each 
cost line is attached to the economic appraisals in report at Annex. 

3.5.4 Net present cost findings 

The detailed economic appraisals for each option are attached. 

[insert NPC tables] 

The following table summarises the key results of the economic appraisals for each option: 

Table 7: key results of economic appraisals 
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Undiscounted 

( ) 

Option 1   Do Nothing/Do Minimum/Status Quo 

Capital 

Revenue/ current 

Risk retained 

Optimism bias 

Total costs 

Less cash releasing benefits 

Costs net cash savings 

Non-cash releasing benefits 

Total 

Undiscounted 

( ) 

Not desirable due to 
statutory duties 

Net Present Cost (Value) 
( ) 

Not desirable due to 
statutory duties 

n/a 

n/a 

n/a 

n/a 

n/a 

n/a 

n/a 

n/a 

n/a 

n/a 

Net Present Cost (Value) 
( ) 

Option 2   Reference Project/ Outline Public Sector Comparator     
existing assets  

Capital 

Revenue/ current 

Risk retained 

Optimism bias 

Total costs 

Less cash releasing benefits 

Costs net cash savings 

Non-cash releasing benefits 

Total 

Undiscounted 

( ) 

Not feasible to upgrade 
due to design limitations 

Not feasible to upgrade 
due to design limitations 

n/a 

n/a 

n/a 

n/a 

n/a 

n/a 

n/a 

n/a 

n/a 

n/a 

Net Present Cost (Value) 
( ) 
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Option 3 - Reference Project/ Outline Public Sector Comparator (more ambitious)   
  a combination of 2.5 vessels to undertake enforcement duties  

Capital 

Revenue/ current 

Risk retained 

Optimism bias 

Total capital costs 

Less cash releasing benefits 

Running Costs per annum net 
cash savings 

Non-cash releasing benefits 

Total (20 years) 

 0.9m 

 6m 

 0.5m 

 6.5 m 

 24.6m 

Undiscounted 

( ) 

Net Present Cost (Value) 
( ) 

Option 4 - Reference Project/ Outline Public Sector Comparator (less ambitious)   
  or charter a combination of vessels to undertake enforcement duties  

Capital 

Revenue/ current 

Risk retained 

Optimism bias 

Not feasible due to 
availability of capital 
funds but no similar 

levels of revenue funds. 
Lease costs are similar 

to purchase costs at 
approximately 

 6.5m lease / loan 

Total costs 

Less cash releasing benefits 

Running Costs per annum net 
cash savings (5% interest rate 
finance costs) 

Non-cash releasing benefits 

Total (20 years) 

Crown Copyright 

Version No: 0.4 DRAFT 

Date: 22/02/18 

Author: CJ 

 6.5m lease costs 
annum 

n/a 

 1.6m 

n/a 

Approx.  32.6m 
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3.5.5 Option ranking 

The results are summarised and shown in the following Table: 

Table 8: summary of results 

Option Description 

NPC 

( s) 

1 

2 

3 

4 

Do nothing 

Upgrade 

Purchase 2.5 

vessels 

Lease 2.5 vessels 

- 

- 

Cash 

benefit 

- 

- 

Ranking 

Non 

cash 

benefit 

- 

- 

Cost net 

cash 

savings 

- 

- 

Costs net 

all savings 

- 

- 

3.5.6 Option appraisal conclusions 

The key findings are as follows: 

Option 1   do nothing/do minimum/status quo 

This option ranks last. 

It does not provide a solution to meet with Welsh Governments statutory obligations. 

Option 2   reference project/ outline PSC 

This option ranks last but one. 
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It provides a limited capability but as the 2014 discovery report   

Option 3   reference project/ outline PSC (more ambitious) 

This option ranks  

It provides   

Option 4   reference project/ outline PSC (less ambitious) 

This option ranks  

It provides   

3.6 Qualitative benefits appraisal 

A workshop was held at WG Swansea to evaluate the qualitative benefits associated with 
each option. 

3.6.1 Methodology 

The appraisal of the qualitative benefits associated with each option was undertaken by: 

? identifying the benefits criteria relating to each of the investment objectives 
? weighting the relative importance (in %s) of each benefit criterion in relation to each 

investment objective 
? scoring each of the short-listed options against the benefit criteria on a scale of 0 to 9 
? deriving a weighted benefits score for each option. 

3.6.2 Qualitative benefits criteria 

The benefits criteria were weighted as follows for each investment objective: 
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Table 9: qualitative benefits criteria 

Investment Objectives 

Investment objective 1 

Qualitative Benefits Weight 

A fit for purpose and resilient Welsh Government fisheries 
enforcement fleet that can meet with our statutory duties 
and obligations within the perimeter radius of the Welsh 
zone. 

Cash releasing ( s) 

Avoiding potential costs of infraction (whilst still in EU) 

Non cash releasing ( s) 

Qualitative 

Resilient fisheries protection operation around Wales 

Investment objective 2 

Investment objective 3 

Investment objective 4 

Investment objective 5 

Delivery of 2.5 new enforcement vessels within resource 
and time constraints 

Maximise the capital investment over the next 10 years 

Increased number of fleet enforcement days at sea from 
100 to 225 through increasing operational enforcement 
capability to undertake patrols 

Increased level of initial fleet annual patrols to 225 are 
necessary to monitor and manage fishing activity, and to 
ensure compliance with environmental and fishery 
regulations and to support the local fisheries. 

25% 

25% 

10% 

10% 

30% 

3.6.3 Qualitative benefits scoring 

Benefits scores were allocated on a range of 0-9 for each option and agreed by discussion 
by the workshop participants to confirm that the scores were fair and reasonable. 
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3.6.4 Analysis of key results 

The results of the benefits appraisal are shown in the following table: 

Table 10: benefits appraisal results 

Benefit Criteria 

and Weight 

Raw (R) and 
weighted 
(W)scores 

Investment 

objective 1 

Investment 

objective 2 

Investment 

objective 3 

Investment 

objective 4 

Investment 

objective 5 

Total 

Rank 

Option 1 

  nothing  

Option 2 

  

R W R W 

Option 3 

  
2.5  

Option 4 

  2.5  

R W R W 

1 30% 4 30% 9 30% 6 30% 

1 25% 0 25% 9 25% 8 25% 

1 25% 1 25% 9 25% 1 25% 

3 10% 5 10% 9 10% 8 10% 

4 10% 5 10% 9 10% 8 10% 

10 

4 

15 

3 

45 

1 

31 

2 

The key considerations that influenced the scores achieved by the various options were as 
follows: 

? Option 1   do nothing/do minimum/status quo: 

This option ranks last. 

It provides no capability to meet with Wales short or longer term duties 

Key considerations influencing its score are existing vessels do not offer a solution. 
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? Option 2   reference project/ outline PSC 

This option ranks last but one. 

Key considerations influencing its score are the solution provides no way forward to 
meet with Wales offshore enforcement duties as existing vessels are old and limited 
by design which means they are not capable of being refurbished to meet speed and 
enforcement ranges that are now required. 

? Option 3   reference project/ outline PSC (more ambitious) 

This option ranks as the most favourable. 

It provides the capability to meet with Wales inshore, intertidal and offshore 
enforcement duties, speed and ranges now required. 

Key considerations influencing its score are the availability of capital funding, 
Ministerial approval to proceed, flexibility of operational duties under an outright 
purchase option to meet with changing UK (especially Brexit) challenges. 

? Option 4   reference project/ outline PSC (less ambitious) 

This option ranks as the least favourable. 

It could provide the capability to meet with Wales inshore, intertidal and offshore 
enforcement duties, speed and ranges now required but the procurement and service 
levels would need to be flexible / carefully defined to meet with a changing UK 
enforcement landscape. 

Key considerations influencing its score are the prohibitive long term lease / charter 
costs. Lack of availability of ongoing revenue funding to lease / charter vessels over a 
long term due to UK Government austerity. 

3.7.2 Risk scores 

The workshop assigned the risk scores shown in the following table on the basis of 
participants  judgment and assessment of previous procurements. A more detailed 
assessment of the individual risks is shown in the risk register. 

The range of scales used to quantify risk was as follows: 

? low equals 2 
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? medium equals 3 

? high equals 5. 

Table 11: summary of the risk appraisal results 

Summary of 
Risk Appraisal 
Results: FBC 

(Pr = 
probability) 

Pr. Tot. Pr. Tot. Pr. 

Risk description 

Risk description 

Risk description 

Risk description 

Total 

Rank 

The key considerations that influenced the scores achieved by the various options were as 
follows: 

? option 1   do nothing/ do minimum/ status quo 

This option ranks  

It provides   

Key considerations influencing its score are   

? option 2   reference project/ outline PSC 

This option ranks  

It provides   

Key considerations influencing its score are   
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Option 3   
PSC more 
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Option 4   
PSC less 
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? option 3   reference project/ outline PSC (more ambitious) 

This option ranks  

It provides   

Key considerations influencing its score are   

? option 4   reference project/ outline PSC (less ambitious) 

This option ranks  

It provides   

Key considerations influencing its score are   

3.8 The preferred option 

The results of investment appraisal are as follows: 

Table 12: summary of overall results 

Evaluation Results 

Economic appraisals 

Benefits appraisal 

Risk appraisal 

Overall Ranking 

Conclusion: 

4 

4 

4 

4 

3 

3 

3 

Option 1 Option 2 Option 3 Option 4 

3 1 

1 

1 

1 

2 

2 

2 

2 

the preferred option is 3 because it fulfils evaluations criteria. 

3.9 Sensitivity analysis 

The methods used were: 

a)   values  
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b) scenario planning / analysis (  if   by altering the values of the   costs 
and benefits to observe the effect on the overall ranking of options. 

3.9.1 Results of switching values 

Table 13 shows the values (in %s) at which the preferred option would change in the overall 
ranking of options. 

Table 13: changes (%) required to equate with the preferred option 

Change in Costs (%) Option 1 

Capital costs 

Current costs 

Total costs 

Cash releasing benefits 

Non releasing cash 
benefits 

NPV/C 

3.9.2 Key observations 

These are:   

3.9.3 Results of scenario planning 

The table below summarises the results associated with increasing uncertain costs by   
and reducing uncertain benefits by   

Table 14: Summary of results from scenario planning 
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Option 2 

Preferred 
Option 

0 

0 

0 

0 

0 

0 

Option 3 Option 4



Option 1   
benchmark 

Sensitivity analysis on benefits 

Sensitivity analysis on costs 

New order in ranking 

3.9.4 Key observations 

These are:   

3.10 Preferred option 

The preferred option remains/has altered (delete as appropriate), because  

Option x   the 

preferred 

option 
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4. The Commercial Case 

4.1 Introduction 

This section of the OBC outlines the proposed deal in relation to the preferred option outlined 
in the economic case. 

This is for the provision of Vessel Design and Build Agreement relating to the 
[southern/northern/cabin RIB] fisheries enforcement vessel under a design and build 
contract. 

4.2 Required services 

These are as follows:   

? On [DATE] 2016 Welsh Ministers issued a notice in the Official Journal of the 
European Union in respect of the procurement and the Builder submitted a compliant 
bid. 

? Welsh Ministers wish to procure a builder to design and build the [southern / northern 
/ Cabin RIB] fisheries enforcement vessels 

? As part of the tender process, the Builder has represented that it has skill and 
expertise in designing and building vessels which are similar to the Vessels identified 
within the Welsh Government Technical Requirements Specifications (TRS) on time 
and to budget and in compliance with all applicable Laws and Maritime and 
Coastguard Agency (MCA) Coding 

? Design and Build the Vessel in accordance with the TRS at the Builder's yard 

? Deliver the Vessels to Welsh Government Fisheries home ports 

? Deliver the Delivery Documentation to Welsh Government Fisheries officials 

? Provide the required operational and maintenance training to Welsh Government 
Fisheries protection vessels crew 
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4.3 Potential for risk transfer 

The general principle is that risks should be passed to   party best able to manage them  
subject to value for money. 

This section provides an assessment of how the associated risks might be apportioned 
between the Welsh Government and ship builders in the design, build and operational 
phases as follows. 

Table 15: risk transfer matrix 

Public 

1. Design risk 

2. Construction and development risk 

3. Transition and implementation risk 

4. Availability and performance risk 

5. Operating risk 

6. Variability of revenue risks 
7. Termination risks 

8. Technology and obsolescence risks 
9. Control risks 

10. Residual value risks 

11. Financing risks 

12. Legislative risks 

13. Other project risks 
Table 15   Risk transfer matrix 

? 

? 

? 

? 

? 

? 

? 

? 

? 

? 

? 

? 

Risk Category Potential allocation 
Private Shared 

? 

4.4 Proposed charging mechanisms 
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The organisation intends to make payments in relation to the proposed products and 
services as follows: 

Payment: Subject to the Builder performing its obligations in accordance with this 
Agreement, Welsh Ministers will pay to the Builder the Charges as they fall due in 
accordance with the Payment Milestones as specified in Annex A of Schedule 2 (Milestones 
and Project Plan) 

Table 16: Payment Milestones from Contract - Annex A   Milestones 

Milestone 
No 

Milestone 
Description 

Date Invoice 
Milestone 
(%Project 
Value) 

1 

2 

Contract award 

Submission of 
Pre-build 
Information for 
approval 

3 Approval of [Pre- 
build 
information] as 
specified in 
paragraph [E11] 
of the TRS 

4 

5 

Start of hull 
laying 

All components 
of the main 
propulsion units 
delivered to the 
Shipyard 

6 Superstructure 
complete and 
certified by 
Survey Agency 

7 Main propulsion 
system and ship 
aligned 
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Effective Date 

One hundred (100) days from the Effective Date 

10% 

None 

Key 
Milestones? 

NA 

Yes 

The date of written approval from Welsh Ministers' 10% NA 

The date of written approval from Welsh Ministers' [or 
the Survey Agency] 

The date of written approval from Welsh Ministers' [or 
the Survey Agency] 

10% 

10% 

NA 

NA 

The date of written approval from Welsh Ministers' [or 
the Survey Agency] 

20% NA 

The date of written approval from Welsh Ministers' [or 
the Survey Agency] 

10% NA 
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8 Completion of 
Sea Trials 

9 Planned Delivery 
Date 

Date of Sea Trials Acceptance Certificate 

[FOR THE SFPV AND NFPV: Five hundred and forty five 
(545) days from the Effective Date] 

[FOR THE C-RIBB: Two hundred and fifty two (252) days 
from the Effective Date] 

10 

11 

Actual Delivery 
Date 

Date of Delivery Certificate 

Drop Dead Date One hundred (100) days following the Planned Delivery 
Date 

GUARANTEE RETENTION 

12 

15% 

None 

NA 

Yes 

10% 

None 

NA 

Yes 

Guarantee Period 

[for SFPV and 
NFPV] 

Entire Vessel (excluding 
GFE) 

Expiring 365 days from the 
date of the Delivery 
Certificate (as may be 
extended pursuant to 
Clause Error! Reference 

source not found.) 

13 Main propulsion system Expiring 730 days from the 
date of the Delivery 
Certificate (as may be 

extended pursuant to 
Clause Error! Reference 

source not found.) 

14 Hull Expiring 1,825 days from 

the date of the Delivery 
Certificate (as may be 
extended pursuant to 
Clause Error! Reference 

source not found.) 

[12] [Guarantee 

Period [for C- 

RIB]] 

Entire Vessel (excluding 
GFE) 

Expiring 365 days from the 
date of the Delivery 
Certificate (as may be 

extended pursuant to 
Clause Error! Reference 

source not found.) 

[13] Main propulsion system 
and hull 

Expiring 730 days from the 

date of the Delivery 
Certificate (as may be 
extended pursuant to 
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Clause Error! Reference 

source not found.) 

Firm Price: The Charges are firm and fixed and shall not be subject to any increase except 
those increases expressly permitted under this Agreement. Unless otherwise expressly 
specified in this Agreement as being the responsibility or at the cost of Welsh Ministers, the 
Builder agrees that all other costs and expenses incurred in performance of the Project, will 
be for the Builder's account. 

Payment Due Date and payment to sub-contractors: Payment is due within thirty (30) 
calendar days of Welsh Ministers  receipt of a correct and properly due invoice. The Builder 
must include in its contracts with Subcontractors an obligation on the Builder to make 
payment of undisputed amounts within thirty (30) calendar days of the Builder  receipt of a 
correct and properly due invoice issued by a Subcontractor. 

VAT & Tax: The Charges do not include Value Added Tax, which (subject to receipt of a 
valid tax invoice) shall be paid additionally by Welsh Ministers at the rate in force at the tax 
point (being the date of the invoice) but is otherwise inclusive of all other taxes and charges 
imposed on the Vessel and for the work performed in pursuit of the Project. 

4.5 Proposed contract lengths 

The following contract lengths will be considered  

4.6 Proposed key contractual clauses 

These are as follows: 

1 Definitions and interpretation 

2 Vessel's description and main characteristics 

3 Design 

4 Vessel's Registration and Classification 

5 Builder  Obligations 
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6 Builder Due Diligence 

7 Project Plan and Milestones 

8 Delayed performance 

9 Inspection during Construction 

10 Approval 

11 Changes 

12 Sea Trials 

13 Guarantee for Speed and Fuel Consumption 

14 Delivery of the Vessel 

15 Intellectual Property Rights 

16 Builder   general obligations 

17 Warranties 

18 Guarantee 

19 Remediation Adviser 

20 Welsh Ministers  Dependencies 

21 Title, risk and GFE 

22 Payment Provisions 

23 Builder Indemnities 

24 Limitation of Liability 

25 Insurance 

26 Parent company guarantee 

27 Force Majeure 

28 Community Benefits 

29 Confidentiality 

30 Audit 

31 Transparency 

32 Freedom of Information 

33 Personnel 

34 Subcontracting 

35 Termination 
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36 Notices 

37 Bribery and Prevention of Corruption 

38 Equality and Diversity 

39 Waiver 

40 Severability 

41 Whole Agreement 

42 Dispute Resolution 

43 Announcements and Publicity 

44 Variation 

45 Assignment 

46 No Third Party Rights 

47 No double recovery 

48 Counterparts 

49 Governing Law 

Schedule 1   Definitions and Interpretation 

Schedule 2   Milestones and Project Plan 

Schedule 3   TRS & Solution 

Schedule 4   GFE 

Schedule 5   Welsh Ministers Dependencies 

Schedule 6   Testing and Acceptance 

Schedule 7   Charges 

Schedule 8   Third Party IP 

Schedule 9   Change Forms 

Schedule 10   Subcontractors 

Schedule 11   Key Personnel 

Schedule 12   Sea Trials Acceptance Certificate 

Schedule 13   Delivery Certificate 

Schedule 14   Parent Company Guarantee 

Schedule 15   Governance 
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Schedule 16   Community Benefits 

4.7 Personnel implications (including TUPE) 

It is anticipated that the TUPE   Transfer of Undertakings (Protection of Employment) 
Regulations 1981   will not apply to this investment as outlined above. 

4.8 Procurement strategy and implementation timescales 

It is anticipated that the procurement strategy will follow:   

It is anticipated that the implementation milestones to be agreed for the scheme with the 
service provider will be as follows:   

4.9 FRS 5 accountancy treatment 

It is envisaged that the assets underpinning delivery of the service will/will not be on the 
balance sheet of the organisation  

Financial Reporting Standard 5 "requires that the substance of an entity's transactions is 
reported in its financial statements. This requires that the commercial effect of a transaction 
and any resulting assets, liabilities, gains and losses are shown and that the accounts do not 
merely report the legal form of a transaction.  
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5.0 The Financial Case 

5.1 Introduction 

The purpose of this section is to set out the forecast financial implications of the preferred 
option (as set out in the economic case section) and the proposed deal (as described in the 
commercial case). 

5.2 Impact on the organisation  income and expenditure account 

The anticipated payment stream for the project over its intended life span is set out in the 
following table: 

Table 16: summary of financial appraisal 

a. Table to show indicative capital vessel costs and preferred choice from initial high level options 
analysis / review* 

Vessel 

length 
& type 

Speed Material Length Dipl  Raw Boat 

price data 
inc. 

electrics / 
davit etc 

FPV   

25m 

CAT   

19m 

CAT   

17m 

FPV   

15m 

CRIB   

12m 

Knots 

25 

25 

25 

25 

25 

Type 

Al 

Al 

Al/GRP 

Al 

GRP/Al 
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25 

19 

17 

15 

12 

Tonnes 

50 

30 

25 

18 

12 

  

 3,100,000 

 2,100,000 

 1,300,000 

 1,120,000 

 650,000 

  

 3,741,176 

 2,879,678 

 1,700,000 

 1,711,595 

 861,000 

months months 

26 7.5 

7.5 

6 

6 

2 

24 

18 

18 

8 

Yes 

(South Wales) 

No 

Yes 

(North Wales) 

No 

Yes 

(Mid Wales) 
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Boat Issue 

Costs ** 

Procure 

Lead 

time*** 

Go 

Live**** 

Preferred 

Vessel & 

Location



* All figures and lead times in the table are approximated based on information available and will need to be subject to detailed business 
case assessments. The Amgram review report is now over a year old and boat prices have been updated with the latest commercial vessel 
costs. 

**Boat issue costs include overall design and build project related assistance costs to deliver the boat   the water  which includes 
consultancy assistance for pre-build, build and post build assistance including procurement, design and project management activities. Any 
specialist legal advice would need to be costed separately. 

*** Best case scenario based on available information but will require detailed business case/planning. 

**** Best case scenario with no slippage and all approvals / business cases agreed and in-place. 

The five year costs in the financial case are lower than the five year economic case figures because of 

the reduced revenue forecasts during the build stage of the project. 

Using a figure of 3.5% the discounted value of the project over the five years is  6.3m. 

There are no capital charges associated with this investment. 

5.3 Impact on the balance sheet 

The proposed expenditure will have the following impact  

In order to simplify both the complex commercial arrangements and the investment decision, 

Welsh Government   ESNR   AFM are taking the primary role in funding the procurement of 

the replacement vessels. This level of funding has been anticipated as part of a previous 

strategic business case (Replacement Fisheries Patrol Vessels) and is within the anticipated 

budgetary expectations, and hence planned expenditure, of ESNR by re-focusing profile of 

the RDP expenditure. 

5.4 Overall affordability 

The proposed cost of the project is   over the   years of the expected lifespan of the 

contract. 
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Expenditure Type 15/16 

 m 

25m Fisheries Patrol Vessel 

17m CAT 

Covered RIB 

Sales Receipt of Current Vessels 

Total Capital Commitments 

Development of BC and Design Spec 

2 Additional Crew Members 

Total Revenue Commitments 

Capital 

Capital 

Capital 

Capital 

0 

0 

0 

0 

16/17 

 m 

1.85 

0.85 

0.9 

0 

17/18 

 m 

1.85 

0.85 

0 

-0.5 

Total 

 m 

3.7 

1.7 

0.9 

-0.5 

5.8 

Revenue 

Revenue 

0.1 

0.06 

0.1 

0.06 

0.16 

The cost of the project is  6.3m capital and  0.26m revenue over the expected design   
build   delivery lifespan of the contract period. 

Agreement to the required level of funding has been previously requested from the Welsh 
Government, supported by the business case. 

Our commissioners have signified their agreement to the required level of funding as follows: 
  

To confirm the VAT qualifications - based on HMRC criteria then the larger vessels are 
exempt (the Northern multi-hull (NFPV) and Southern mono-hull (SFPV) vessels) according 
to evaluation criteria. 

https://www.gov.uk/government/publications/vat-notice-744c-ships-aircraft-and-associated- 
services/vat-notice-744c-ships-aircraft-and-associated-services 

Only item for further investigations is the Cabin-RIB (CRIB) - based on some manufacturers 
specs fro a 12/13m it may appear that vessel weight will be around 10 tonnes so may not 
quite meet the VAT exempt 15 tonnes criteria. So potentially, programme would incur VAT 
on the CRIB subject to any further exemptions from HMRC. To also note that supply of parts 
are zero VAT rated. 

Note: costs should be broken down, as appropriate, within the categories shown for the 
design, build and operational phases of the scheme. In all cases, capital charges, VAT, and 
the cost of risk (any contingency or allowance for risk adjustment and optimism bias) should 
be shown separately. 
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6. The Management Case 

6.1 Introduction 

This section of the OBC addresses the   of the scheme. Its purpose, therefore, is 
to build on the SOC by setting out in more detail the actions that will be required to ensure 
the successful delivery of the scheme in accordance with best practice. 

6.2 Programme management arrangements 

The vessels replacement programme is an integral part of the Welsh Government Marine 
and Fisheries division, which comprises a portfolio of programmes and projects for the 
delivery of key priority areas into a consistent governance structure and methodology. 

These are set out in the Strategic Outline Programme for the Project, which was agreed on 
14th October 2015. 

Welsh Ministers are ultimately responsible for fisheries enforcement measures. The role of 
the programme board is to ensure that the vessels replacement programme is properly 
defined, prioritised and actioned within the most efficient timescales and within resources 
available. Marine and Fisheries (M&F) division is part of Agriculture, Food and Marine (AFM) 
group within the directorate of Economy, Skills and Natural Resources Directorate (ESNR). 

The programme management arrangements are as follows: 

Core Board Members: 

? Programme Sponsor   Graham Rees (Head of Marine & Fisheries, Welsh 
Government) 

? Delivery Team   SRO/Chair   (Fisheries Operations, M&F Welsh 
Government) 

? Delivery Team - Programme / Procurement / Contracts Manager (M&F 
Welsh Government) 

? Delivery Team - Intelligent Customers / Design Authority - FPV Master 
M&F, Welsh Government) 

? Delivery Team - Intelligent Customers / Design Authority FPV Master 
M&F, Welsh Government) 

? Finance / Audi (Head of Finance   AFM   Welsh Government) 
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? Programme Quality Assurance   (Head of Programmes, AFM, Welsh 
Government) 

? Further board members may be required to provide input on a Task & Finish basis. 

6.3 Project management arrangements 

The programme and projects will be run in accordance with established Welsh Government 
best practice including PRINCE 2 project management methodology and Managing 
Successful Programmes (MSP). 

The programme is subject to Welsh Government best practice reviews which may be 
undertaken by either Quality Assurance representatives and/or OGC / Cabinet Office 
Gateway Reviews. 

The programme board is comprised of an independent Quality Assurance representative 
who will undertake regular reviews of the programme governance. 

6.3.1 Programme and Project reporting structure 

The reporting organisation and the reporting structure for the project are as follows: 

Vessels Replacement Programme _Organisation Chart Andrew Slade Director AFM 

Fisheries Operations 

Graham Rees Deputy Director M&F (Programme Sponsor) 
Independent QA tbc 

Vessel Builder (Tbc) Procurement SFPV Project 

*Blake Morgan Vessel Builder (Tbc) NFPV project 
Specialist Advice Commercial / Legal AFM Finance / Audit 

**Amgram Vessel Builder (Tbc) C-RIB project 
Core Programme Team - Reporting 

Specialist Advice Naval Architects 

/ Assurance 

Programme / Contracts Programme SRO M&F FPV Master Design Authority r Design Authority 

Wider Team   Specialist Input   Advisory 

Key: Ship-builder representatives / project boards   during build phase 
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6.3.2 Programme and Project roles and responsibilities 

The Programme Board is responsible for: 

? To assist in and oversee the procurement, purchase and delivery of the new vessels 
to meet with the programmes vision, scope and objectives. 

? To provide a sounding board for decommissioning / and transition options of the 
existing fleet with the new vessels. 

? Understanding the full context affecting Welsh fisheries enforcement and exploring 
the challenges and benefits the programme can contribute to and capture within the 
business case from an economic, community, sustainability and enforcement 
perspective 

? Understand the wider context within which Wales has to manage fisheries   including 
the requirements of existing European and domestic legislation and the challenges to 
delivering fisheries enforcement measures in this context. 

? Provide challenge and contribute own knowledge to the achievement of the 
programmes objectives. 

Key roles and duties of the programme board are: 

? To fully participate in the meeting and ensure that all dimensions are properly 
considered. 

? To respect that the discussions in the meeting will be full and frank and may not be 
properly formed and final and the Board are to agree the key messages that should 
issue as a result of the Board discussion and not therefore speculate or share any of 
the meeting discussion or papers without the agreement of other Board members / 
Welsh Government. 

? To maintain programme momentum, provide timely input and to assist the delivery 
team according to an individuals area of expertise. 

? To form and frame ideas and to feed into the key stages (e.g. design, procure, build, 
decommission, handover) of the vessels replacement programme to expedite in- 
service operation of the replacement vessels. 

Core Board Members roles: 

? Programme Sponsor   Graham Rees (M&F Welsh Government) 

? Delivery Team   SRO/Chair (M&F Welsh Government) 

? Delivery Team - Programme / Procurement / Contracts Manager M&F 
Welsh Government) 
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? Delivery Team - Intelligent Customers / Design Authority M&F FPV 
Master Welsh Government) 

? Delivery Team - Intelligent Customers / Design Authority M&F FPV 
Master Welsh Government) 

? Finance / Audit Head of Finance Government) 

? Programme Quality Assurance   ad of Programmes) 

? Further board members may be required to provide input on a Task & Finish basis. 

Advisory Advice / Input: 

? Procurement lead   (Corporate Procurement Services   Welsh 
Government) 

? Specialist Advice / Input: 

? Specialist Naval Advice / Support   Amgram Ltd) 

? Specialist Naval Advice / Support   (Amgram Ltd) 

? yers (Blake Morgan LLP)   

The programme board may require further specialist advice at appropriate stages during the 
procurement, contract, build, acceptance and decommissioning stages and will identify 
resource as and when required. 

Project Boards 

During the vessels build stages it in envisaged that the procedures as identified in Schedule 
15 of the Design and Build contract will manage the relationship between the Welsh 
Ministers and builder(s) during the agreement. 

The Project Board shall be established by Welsh Ministers under the build agreements on 
which both the Builder and Welsh Ministers shall be represented through the appointment of 
a Contract Manager. 

The build agreements will be managed at the day to day level through the Builder's Contract 
Manager and the Welsh Ministers  Contract Manager, in accordance with the Project Plans. 

Key roles and duties of the project boards: 

The Project Boards will be responsible for the executive management of the build 
agreement. The role and function of the Project Board is set out below. 
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The Project Boards will: 

? Provide senior level guidance, leadership and strategy for the Project; and carry out 
the specific obligations attributed to it in the build agreement. 

? Both Parties will ensure that appropriate management resource is made available on 
a regular basis such that the aims, objectives and specific provisions of the 
Agreement can be fully realised. 

? Project Board Structure & Representation will include: 

? Welsh Ministers  members of the Project Board; 

? the Builder  members of the Project Board; 

? the frequency the Project Board shall meet (unless otherwise agreed between the 
Parties); 

? the location of the Project Board  meetings; 

? the planned start date by which the Project Board shall be established 

? process for replacing any Board Member, by notification in writing of the proposed 
change for agreement 

? members are properly briefed / de-briefed and prepared 

? a chairperson shall be appointed by Welsh Ministers for the Project Board and will 
be responsible for: 

? scheduling Project Board meetings 

? setting the agenda for Project Board meetings and circulating to all 
attendees in advance of such meeting 

? chairing the Project Board meetings 

? monitoring the progress of any follow up tasks and activities agreed to be 
carried out following Project Board meetings 

? ensuring that minutes for Project Board meetings are recorded and 
disseminated electronically to the appropriate persons and to all Project 
Board meeting participants within seven (7) Working Days after the Project 
Board meeting 

? facilitating the process or procedure by which any decision agreed at any 
Project Board meeting is given effect in the appropriate manner 

? Project Board meetings shall be quorate as long as at least two (2) 
representatives from each Party are present 

? Project Board shall as soon as reasonably practicable resolve the issues 
and achieve the objectives 
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? Role of Project Board will include: 

? seek to ensure that the agreement is performed in a manner which optimises the 
value for money and operational benefit derived from the Project; 

? receive and review reports from the Contract Managers which summarise key 
aspects of the operation of the Project and review reports on developments that 
offer potential for improving the Project and value for money; 

? determine business strategy and provide guidance on policy matters which may 
impact on the implementation of the Project; 

? authorise the commissioning and initiation of variations to the Project in 
accordance with the Change Control Procedure; and 

? be accountable for comprehensive oversight of the Agreement and for the 
management of the operational relationship between the Parties; 

? receive reports from the Contract Managers on matters such as issues relating to 
delivery of the Project and progress against the Project Plans and possible future 
developments 

? deal with issues relating to the appointment of and the prioritisation of resources 
on behalf of the Parties; 

? in accordance with the provisions of clause 42 (Dispute Resolution), consider and 
resolve Disputes (including Disputes as to the cause of a delay to the Agreement 
or the performance of the Project) in the first instance; 

? develop operational/supplier relationship and develop and propose the 
relationship development strategy and manage its implementation. 

? Project Management Mechanisms 

? Both Parties will pro-actively manage risks attributed to them under the terms of 
the Agreement. 

? The Builder will develop, operate, maintain and amend, as agreed with Welsh 
Ministers, processes for: 

? the identification and management of risks. The Agreement risk register will 
be completed by the Builder and submitted for review by both Parties at the 
Project Board; 

? the identification and management of issues; 

? monitoring and controlling the Project Plans; 

? management of community benefits; 

Crown Copyright 

Version No: 0.4 DRAFT 

Date: 22/02/18 

Author: CJ 

80



? document control and management. 

Projects Annual Review 

? An annual review meeting shall be held, on a date to be agreed between the Parties, 
at the conclusion of each Contract Year. 

? The meetings will be attended by the nominated representatives of the Builder and 
Welsh Ministers and any other persons considered by Welsh Ministers and/or the 
Builder necessary for the review. 

6.3.3 Programme and Project plans 

This is as set out in the following table: 

Table 17: example programme plan to contract award stage 

A similar methodology will be utilised for the projects build and sign off stages utilising best 
practice and suitable electronic planning tools such as Microsoft Project, Gantt or Visio 
charts. 
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6.4 Use of special advisers 

Special advisers have been used in a timely and cost-effective manner in accordance with 
the Treasury Guidance: Use of Special Advisers. 

Table 18: special advisers 

Specialist Area Adviser 

Financial 

Technical 

Procurement and legal 

ead of Finance AFM, WG) 

an&F, FPV Masters, WG) 

WG architects / surveyors 

ategic Procurement Lead, ESNR, 
WG) 

(Blake Morgan LLP) 

Business assurance 

Other 

(Head of Programmes, AFM, WG) 

Head of Operations, M&F, WG) 

Independent QA such as Ministry of Defence (MOD) or 
specialists are being sought. 

6.5 Outline arrangements for change and contract management 

The strategy, framework and plan for dealing with change and associated contract 
management is as follows. 

The change request approach and process has been drafted. The process is administered 
by the programme delivery team. Change request templates have been drafted and there are 
currently three Change Request Forms, one for each for the vessels denoted Southern 
vessel (SFPV), Northern vessel (NFPV) and Cabin RIB (C-RIB). 

For the avoidance of doubt, then Change means any change or alteration to any part of the 
Vessels or the contractual Agreement (including an Operational Change). Change Control 
Procedure means the mechanism for requiring and dealing with Changes as set out in the 
design and build contract agreement at clause 11; Change Cost Estimate has the meaning 
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set out in clause 11.4; Change Notice has the meaning set out at clause 11.5; Change 
Request means a notice given in accordance with clause 11.2. 

The change request template seeks details of the change, the reason for it, the impact of not 
carrying out the change and the impact upon resources and other deliverables. 

The Builder may recommend and Welsh Ministers may request Changes from time to time. 
Such recommendation or request must be made in writing in the form set out in the Design 
and Build contract at Schedule 9 Appendix A (Change Forms) (a   Request  Where 
the Builder provides a Change Request, the Change Request must attach a draft Change 
Notice (as defined in clause 11.5 below). The format for the Change Request is set out in 
Schedule 9 (Change Forms). 

Within five (5) Working Days following the receipt of a Change Request from Welsh 
Ministers, the Builder must notify Welsh Ministers in writing (a   Cost Estimate  of 
the anticipated time and cost (such timings and costings to be prepared using Best Industry 
Practice) required to investigate the effects upon this Agreement of implementing a Change 
and of preparing a Change Notice (as defined in clause 11.5). If Welsh Ministers (in their 
absolute discretion) instruct the Builder in writing to proceed with such investigation, the 
Contractor must do so and Welsh Ministers will pay the cost set out in the Change Cost 
Estimate. The format for the Change Cost Estimate is set out in Schedule 9 (Change   
Forms). 

Within ten (10) Working Days following notice by Welsh Ministers to the Builder in 
accordance with clause 11.4 above that the Change Cost Estimate is accepted, the Builder 
will provide to Welsh Ministers a notice (  Notice  which will contain at least the 
following: 

11.5.1 the impact of the proposed Change on: 

(a) 

(b) 

the Key Parameters, the Solution and/or the TRS; 

the Project Plan, Milestones and time for completion of the Project; 

(c) any Performance Relief required; and 

(d) the price or costs of the Project; and 

11.5.2 revised drawings, plans, specifications, calculations or other material as 
necessary to show the design of the proposed Change. 

11.6 Operational Change: Where: 

11.6.1 the proposed Change is initiated by the Builder, the Builder must state in 
the Change Request; or 
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11.6.2 the proposed Change is initiated by Welsh Ministers, the Contractor must 
state in the Change Cost Estimate, 

whether the proposed variation is an Operational Change. Welsh Ministers shall not be 
liable to pay for any costs at all in relation to the agreement and implementation of an 
Operational Change. The Contractor must inform Welsh Ministers of any impact on the 
Project that may arise from the Operational Change and must complete the Operational 
Change within the timescale agreed by the Parties. 

6.6 Outline arrangements for benefits realisation 

The strategy, framework and plan for dealing with the management and delivery of benefits 
are as follows. 

This Benefits Management Strategy provides the Vessels Replacement Programme with a 
process, in line with MSP principles, for realising benefits. It sets out the rules of engagement 
on how to identify, map, monitor and review the benefits realisation process. 

The strategy defines how: 

? Benefits will be identified 

? Benefits will be quantified and measured 
? Linkages between benefits and outputs& outcome, and between one benefit and 

another, and how they should be mapped and tracked 
? Benefits realisation will be achieved. 

A benefits realisation approach and plan was agreed by the programme board on XXXXXXX. 

This plan indicates the source(s) of each benefit, together with the value, timing and 
accountability for its realisation. 

A copy of the project benefits register is attached at appendix   

This sets out who is responsible for the delivery of specific benefits, how and when they will 
be delivered and the required counter measures, as required. 

At the end of each project stage within the Programme, the Programme Manager will 
facilitate a Pause and Review / Lessons Learned workshop / End of Stage report. The 
outcomes from these workshops will be considered by the Programme Group to ensure that 
any lessons to be learned are passed on to the other projects within the Programme. 
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6.7 Outline arrangements for risk management 

The strategy, framework and plan for dealing with the management of risk are as follows: 

Programme board will regularly review the risks relating to the milestones and products to 
ensure that they are managed. Risks that are outside of the programme control will be 
captured via the M&F risk register which records and manages risks in accordance with best 
practice standards. The risk and issue register will also be reviewed at each programme 
board. 

Programme boards will regularly review the risks relating to the stream products to ensure 
they are managed. Risks that are outside of the programme control are captured by the 
programme team. The Risk and Issue Register will also be reviewed at each Programme 
Board meeting. 

The PMO have attended a Management of Risk course to ensure that the programme and 
project adheres to the principles of risk management. 

A copy of the project risk register is attached at Appendix   

The programme contingency plan is based on the parallel running of the existing 
enforcement vessels and the decommissioning stream will be suspended. 

In the event that some or all of the decisions are unlikely to be resolved as identified within 
the register; or, if the programme has to be re-prioritised due to EU, UK or Welsh political 
decisions with regard to political or funding approvals then this action will trigger the 
contingency plan. The contingency plan could require a build to budget approach and down- 
scaling in the amount of replacement vessels being procured. This plan is monitored and 
reviewed monthly at the Programme Board meetings. 

This will be based on a modular approach with each stream as identified in the Programme 
Plan. These streams have identified products will be given priority based on relevance to 
both the Programme Plan and the Contingency Plan. This should allow the programme to 
invoke the contingency at any stage based on whatever products have been developed an 
taking into account key operational, reputational, contractual commitments. 

Issues 

Within project control 

Issues will be captured on a monthly basis via the project highlight reports. The project 
manager and the project SRO will deal with any issues within project control. 

Outside project control 
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Issues that are outside of the project control are notified on a monthly basis by the project 
managers to the programme management office. The programme manager and the 
programme SRO will deal with issues outside project control. These are captured on the 
combined programme / business issues and risk log and are dealt with via the programme 
board, SMT and group SLT. 

This details who is responsible for the management of risks and the required counter 
measures, as required. 

6.8 Outline arrangements for post project evaluation 

The outline arrangements for post implementation review (PIR) and project evaluation review 
(PER) have been established in accordance with best practice and are as follows. 

6.8.1 Post implementation review (PIR) 

These reviews ascertain whether the anticipated benefits have been delivered and are timed 
to take place during 2018 / 2019 respectively. 

Assuming that the procurement programme for the three new vessels remains on schedule 
and that contracts for vessel building will be awarded in early 2017. As the build time differs 
for the vessels - anticipated delivery times for the three are as follows: 

  Rapid response cabin RIB vessel: November 2017 

  South Fisheries Patrol Vessel: July 2018 

  North Fisheries Patrol Vessel: July 2018 

The above assumes that there are no build delays or specification changes 

A post implementation review for each of the vessels will be undertaken at 6 / 12 month 
intervals following in service delivery and operation. 

6.8.2 Project evaluation reviews (PERs) 

PERs appraise how well the project was managed and delivered compared with expectations 
and are timed to take place   
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6.9 Gateway review arrangements 

The impacts/risks associated with the project have been scored against the risk potential 
assessment (RPA) for projects. The RPA score is   The report is attached at Appendix  

A Gateway 2 (procurement strategy) has been undertaken on the project, in conjunction with 
the draft OBC. The consequent actions have been addressed as follows  

Further reviews are planned as follows:   

6.10 Contingency plans 

In the event that this project fails, the following arrangements are in place for continued 
delivery of the required services and outputs. 

Utilisation of the existing FPV vessels Cranogwen and Aegis will ensure business as usual 
contingency in the event that there is a delay to the build and in service operational capability 
of the replacement vessels. 

Signed: 

Date: November 2016 

Senior Responsible Owner 

Project Team 

Annex XX   Cover page of discovery work during 2014 for Welsh Government 
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Annex XX   Options Analysis Workshop Slides from 24th February 2016 at WG 
Penllergaer 
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Annex XX   Vessels propulsions systems analysis slides from workshop 8th April 2016 
at WG Penllergaer 
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Risk Register 
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Annex XX   Ongoing Revenue and 
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