TRANSPORT ADVISORY COMMITTEE

Wednesday 27 March 2024
PWD Conference Room at 09.00

AGENDA
PART 1
1. Apologies for absence
2. Declarations of interest (if required)
3. Confirmation of the Minutes of the meeting held on 6" December Paper
2023 attached
4. Matters arising from the Minutes of the meeting held on 6"
December 2023
5. Responses to Members questions Paper
attached
6. Roads Update Paper
attached
7. Proposal for RBA Chair to join the TAC Paper
attached
8. Update on High Tide Ramp at Port Howard Paper
attached
9. Update on Exco 3/24 — Ferry Options Paper
to be tabled
10. Update on New FIGAS Aircraft & Fleet Replacement Programme att:gﬁeeé
11. Proposal for Reduced FIGAS Flying Hours — Winter 2024 att;’gﬁee(;
12. Date of Next Meeting — Wednesday 12" June 2024
13. Exclusion of Press and Public
The public are likely to be excluded from the meeting for this/these item(s) of business
by virtue of paragraph(s) 7, 10 and 17 of Schedule 3 of the Committees (Public Access)
Ordinance 2012
The Chairman to move as follows:
“I move that the press and public be now excluded on the ground that the next items of
business to be considered are likely to disclose exempt information under paragraph(s)
7,10 and 17 of Schedule 3 of the Committees (Public Access) Ordinance 2012.”
PART 2

Not for publication by virtue of paragraphs 7, 10 and 17 of Schedule 3 of the Committees
(Public Access) Ordinance 2012, relating to information about individuals, information
about relevant contracts and negotiations and budgetary information.
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OPEN MINUTES

TRANSPORT ADVISORY COMMITTEE
1:30 pm, Wednesday 6" December 2023,

PWD Conference Room

“These minutes are draft until confirmed by resolution at the next meeting of this Committee”

Present: Hon Leona Roberts (MLA) LR
Hon Mark Pollard (MLA) MP
Colin Summers (Director of Public Works) CS
Rebecca Clark (Director DCS) RC
Steve Dent (Deputy Director DCS) SD
Sian Davies (FIDC) SDA
Nyree Heathman (East Representative) NH
Owen Betts (West Representative) 0oB
Lewis Clifton (Island Representative) LC

Minutes: Anton Livermore (PWD Administrative Officer)

In attendance: Harold Neilson (Workboat Services) HN
Morgan Goss (GM FIGAS) MG

PART 1 (Open)
1. Apologies for absence:

Louise Pole-Evans (Islands Representative), Marvin Clarke (Stanley Representative), Omar
Morales (Roads Engineer)

2. Declarations of Interest
LC declared interests as a landowner and Chair of the Rural Business Association.
3. Confirmation of the minutes of the meeting held on 6" September 2023

The minutes of the meeting held on 6™ September 2023 were confirmed without
amendment.

4. Matters arising from the minutes of the meeting held on 6" September 2023
Matters arising from the minutes included the following:
5.1 Trees overhanging roads:
Transport Advisory Committee
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7.0

8.1

The trimming of overhanging trees had started. Landowners have been contacted
and working on solutions to progress further.

MPA Road — Sheep Warning Signs

CS advised that he had discussed informally with DOA regarding the necessity for
sheep warning signs on the MPA road to meet RWH accreditation and the
conclusion being that there was no particular need for signs however other means
could be used.

Ramps & Jetties update:

The winch is still awaited and on receipt at the lift manufacturers the consignment
will be shipped. Mickey at SLI has been kept informed. SDA queried if the lift was the
most cost effective and best option for the Island and explained how difficult it was
for receiving and removing freight from the Island. HN asked if delivery of the new
lift had been considered. CS advised that the lift and components were designed to
be broken down to fit in the tender for easier transport to the Island.

5. Responses to updates requested by Lay Members

1.

(OB) Update on Port Howard Lights.

No further progress has been made to date due to staffing issues. It is planned to
provide a further update at the meeting on 6 December 2023. CS advised that some
progress would now be made on ordering the materials while costings would also be
prepared.

(OB) Update on the temporary high tide ramp at Port Howard, or | hear there might
be a more permanent solution for the high tide ramp at Port Howard.

Steve Dent from DCS has provided the following:

“In terms of the temporary fix, some planning is in place to restore the work done
previously and we will seek guidance from TAC in December on how they think we
should progress with this proposal. We have a contractor willing to do the work, but
there will be a cost to this and we seek guidance from the TAC as to whether we
should progress or not.

In terms of the permanent solution, funding has been found from within existing
budgets to properly design a solution for the High Tide Ramps at Port Howard. |
have a meeting in coming weeks to this effect and will be able to update TAC face to
face with an update at the December meeting on progress. Members agreed that in
the meantime a temporary fix should be applied.

Once this design is produced, including indicative costing, | will be putting a capital
proposal to MLA’s for the works to be potentially included in the 24/25 Capital
programme.

Progress is on-going.”
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3. (OB) The culverts that will be put in over the complete Doyle road, (3 in number |
believe) are they being put in and secured with Gabion Baskets instead of concrete
blocks? If so why?

The gabion basket was our chosen solution because they are more cost effective
than the concrete blocks and also provide a better finishing for the culvert wing walls
and its integration with the Reno mattress foundation.

4. (OB) When putting out a contract for road building or capping, is there within the
contract a requirement for some specific items of plant i.e. Bulldozer, Grader,
Roller?

There are some plant that is recommended within the contract but it is up to the
contractor to select the plant to achieve the specified final product.

5. (OB) When will the white centre line be continued on the Stanley to MPA road?

The road marking on MPA Road is expected to resume in early 2024. The new
contractor is appointed and plant and materials are available. The contractor was
originally due to come in November 2023 but it was mutually agreed to delay this
due to the pressures on the South Atlantic Airbridge. Additionally, the delay may
allow lines to be immediately applied to this years’ work.

6. (OB) | believe Asphalting works on the Stanley to MPA road will not start until end
of January 2024, is this the case? And if so why?

Our program for MPA Road estimates the start of placing asphalt layer on the road
on 24/01/2024. It was planned this way to ensure that the entire culvert works and
cut and fill works were completed prior to the asphalting starting. The Highways
team have been working on the MPA road since October and the preparation works
are due to be completed in early January 2024. Some time in the New Year is needed
to allow for the final trimming of the formation prior to the asphalt works
commencing.

6. Roads Update

Grading works
We have resumed with the roads grading work. At the moment we are working in the North
Camp, Goose Green and North Arm areas. Summary of the work done can be seen on table 1

The East Road Improvement

The appointed Contractor FIC has completed the Johnson’s Harbour Road; completed 5,3km
of 7km selected for capping in the same road and commenced the San Carlos Road section.
The outstanding capping will be conducted when the crusher is move back to Rumford
Quarry.

In December we expect to conduct capping layer of selected sections of the Goose Green
road with material crushed at Canada Ronde quarry.

In January 2024, we expect to commence improvement of the North Camp Road from south
of Newhouse towards Port San Carlos and the Rincon Grande Road using internal resources.
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West Road Improvement

Among the identified projects for roads improvement on the west the first priority was
allocated to Port Stephen Road that is expected to have the first section with capping with
the implementation of a contract that is at the end of the tender process. The evaluation of
offers and recommendation of the contract should be completed on 27 November 2023.

Another project that started implementation on the west is Doyle Farm Road which is
executed by JK Contracting. The contractor has completed the road base of more than 1km,
installed the culvert that was planned for the first section of 5km and has achieved a
progress that matches the agreed program.

Contracts

New Cattle Grids in Camps Roads:
Contract to execute 5 cattle grid per year in a period of three years was awarded to JK
Contracting. The agreed commencement date is at end of April 2024.

Contract for culvert replacement:
All the offers were evaluated and the contractor has been recommended. We expect that
contract should be awarded on the next week.

West Road Improvement:
We are in the process of evaluating offers from two bidders and expect the contract to be
awarded at end of next week.

Financial update
We are not reporting on the financial because there are not significant changes in the road
related capital projects. We expect the first invoices in the next month.

7. Application for Dyke Island to be added to the Jetty & Ramps programme

Discussion followed on the merits of the application and particularly surrounding the
measures now required at Dyke Island which were not included in the business plan or in
the application to secure land by licence. CS advised that the proposal only showed
indicative costs as no survey or design work had been undertaken.

MP noted that he had a lot more questions that needed answering but comment from Lay
members was required.

LC reiterated past comment of what criteria had been used when deciding what ramps and
jetties would be provided to assist people living in Camp and not based on any economic
return or efficiency — the drive was to get more people living in Camp.

Members also noted that even if added to the list of Ramps & Jetties, there was no
guarantee as to when any work would be progressed.

Although a split decision, members agreed to recommend to Executive Council the
following:

(a) Approve the inclusion of Dyke Island in the Jetties and Ramps programme.
(b) Note the estimate budgetary implications
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It was also noted by members that the prioritisation of islands within the project would
need to be reviewed to see where Dyke Island would fit and that this should also be
included in the recommendation to Executive Council.

8. Lay Membership — East Falkland Representative

Members agreed that Nyree Heathman be re-appointed as the East Falklands
Representative and request Executive Council to approve the re-appointment for a further 3
years from 4 January 2024.

9. FIGAS - Proposed Fees Increase 24/25

LR explained at the start of the discussion why MLAs had decided to consider a normally
closed paper in the open section of the meeting, and therefore breaking from the
requirements of the Committees (Access to information) Ordinance 2012. The reasoning
being to offer more transparency and openness in matters going before the Budget Select
Committee and in particular where increases in fees were being considered and therefore
getting a wider set of views.

Members considered the implications of increasing the fees and LC circulated a graph (taken
from data supplied in Part B of the Agricultural Returns (2019-2023)See Appendix 1)
indicating that since 2019 there had been a 50% downturn in rural business economics,
particularly in the numbers of sheep on the farms and the resulting wool clip, any proposed
increase would further cause hardship to people living in Camp and as a consequence, he
would not be endorsing an increase in rates for FIGAS or Work Boat Services. He stated that
it was for elected representatives to decide on the political issues of who they wanted to live
in Camp as laid out by the Islands Plan.

Lay Members appeared unanimous in submitting to Budget select Committee a nil increase
on FIGAS charges.

SD agreed to look again at the paper presented and include Members’ views before
submitting a nil increase proposal to BSC.

10. Work Boat Services — Proposed Fees Increase 24/25

Members acknowledged that circumstances were slightly different for Work Boat Services in
that FIG would cover costs when not profitable. However Lay Members again agreed, based
on the argument for a nil increase of fees in respect of FIGAS that the same applied for a nil
increase in fees for services performed by Work Boat Services.

SD again agreed to look once more at the paper and include Members views before
submitting a nil increase proposal to BSC.

11. Schedule of Meetings for 2024

Members noted and agreed the proposed meeting dates for 2024:

Wednesday 13" March 2024
Wednesday 12" June 2024
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Wednesday 9" October 2024
Wednesday 11" December 2024

12. Date of next Meeting

The date of the next meeting was set as Wednesday 13" March 2024 at 1:30 pm in the PWD
Conference Room.

13. Exclusion of Press and Public

The public were excluded from the meeting for the following items) of business by virtue of
paragraphs 7, 10 and 17 of Schedule 3 of the Committees (Public Access) Ordinance 2012

The Chairman moved as follows:
“I move that the press and public be now excluded on the ground that the next items of
business to be considered are likely to disclose exempt information under paragraph(s)

7,10 and 17 of Schedule 3 of the Committees (Public Access) Ordinance 2012.”

4 members from the public and press left the meeting room.

Part 2 (Closed)

14. Confirmation of the closed minutes of the meeting held on 6" September 2023

The minutes of the meeting held on 6" September 2023 were confirmed without
amendment.

15. Matters arising from the minutes of the meeting held on 6" September 2023

There were no matters arising.

There being no further business, the meeting closed at 14:50 pm.
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Agenda Item 5

Transport Advisory Committee

Responses to Members Questions

1. MC - Whilst declaring an interest (due to location) can | please ask for an update on the
frequently raised topic of water pouring out of (C&W/Sure) pit covers (every time it rains) on
Davis St (close to the junction with Villiers St) and due to the profile of the road/kerb, the
water is unable to flow to any of the surface water drains and ends up flowing down
neighbouring properties.

Response:
This issue has been identified among our priorities in the planned work for Davis St, so we
expect to sort it out before end of April 2024

2. SS - Road safety on the roads around the schools in Stanley continues to be a concern for
staff and parents. The traffic safety measures that have been taken are useful but more
remains to be done e.g. pedestrian barriers erected at zebra crossings in the same way that
has been done on Ross Road; enabling safe drop off and pickup for FICS students; resolving
the safety concerns in Pencil Lane caused by a mix of moving vehicles and small children.

Can the committee be updated on the outcome of the Highway Engineer’s visit before
Christmas and on PWD’s planned next steps and dates for these actions?

Response:

PWD appointed Ramboll UK to conduct Stanley Junctions Road Safety Improvement project,
with scope of assessment of safety and proposal of alternatives to improve safety issues
identified at four key locations within Stanley, which are:

- John Street

- Allardyce Street

- Barrack Street

- Reservoir Road junction with Brandon Road

Ramboll submitted a draft report with their findings and recommendations. After revision of
the report PWD made comments and requested Ramboll to produce a new report that is
expected on 26 February. Ramboll final report should propose several alternatives to
eliminate or attenuate the identified safety issues.

PWD will elect alternatives that will be set to a design, internally or appointing an external
consulting firm, depending on the magnitude of the project. Once the design is approved the
project will be set for construction implementation.

In the shorter term PWD has implemented actions that will be required in any of the
alternative like road marking and signage.

3. OB - Port Howard Temporary high tide ramp, can Colin please give an update on what works
if any have been carried out on the temporary high tide ramp at Port Howard, and if nothing
has been done so far then when is this planned to happen. As it was agreed at the last TAC
meeting to armour the slope with AS BLAST to prevent wash out.

Response:
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Agenda Item 5

We have requested Justin Knight for a price to conduct the works in replacing the washed
out rocks from previously. There will be machines in the vicinity so as soon as a price has
been received we can decide when best to proceed.

4. OB - Port Howard Jetty lights, is this work underway yet or when is it planned to happen.

Response:

No progress is currently being made on this project as PWD do not have the required
resources available. There is currently no Assistant Power Station manager. The current
Power Station Manager finishing at the end of March and therefore is currently prioritising
Stanley works, while also working on the Sand Bay Phase 3 proposal. It is hoped that the
Property & Municipal Operations Manager, James Greenland, will be able to assist but
currently he is the only one of three management staff at P&M and therefore does not have
the capacity.
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Agenda Item 6 Transport Advisory Committee

20 FEB. 2024

Roads update for TAC meeting to take place on March 13t 2024

Grading works.

At the moment we are working in the North Camp and Fox Bay zones. Summary of the work done
can be seen on table 1. We have grade three times the town roads due to an increment of traffic
that deteriorated the wearing course of the roads, for similar reasons roads category B in the East
have received more grading maintenance.

The East Road Improvement.

San Carlos Road, the appointed Contractor FIC has completed 4km of road improvement and
realignment, also replaced 5 culverts and armoured with rocks two sections of road. This, together
with the capping of 4km in the Johnson Harbour road completed the budget for the year 2 of the
contract.

The outstanding capping in Johnson Harbour road will be conducted when the crusher is moved back
to Rumford Quarry in the next financial year.

This month, we resumed the work of improving existing base on the North Camp Road in
continuation of work done in the past season. The team has completed 1.5km. The work is
conducted with internal resources and one appointed contractor for the haulage material from
borrow pit. A length of 6km is expected to be completed, weather permitted, on the first week of
April.

In the last 2 weeks of April we expect to conduct the work on the road of Rincon Grande farm of
approximately 1km length.

Between middle of March and end of April we expect to conduct capping in the Goose Green road
placing 38000t of material crushed at Canada Ronde quarry.

West Road Improvement

Port Stephen Road that was expected to be commenced this financial year had to be postponed due
to the offers received were too much over the budget. Still we readvertised another contract with
smaller scope of work to conduct 1km of road base improvement in the Albemarle Road and 2km of
road capping in the Fox Bay Settlement.

JK Contracting completed 5km of road which is the scope for year 1 in Doyle Farm Road and 1km of
capping in the Fox Bay West road.

MPA Road

Transport Advisory Committee
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Agenda Item 6 Transport Advisory Committee

The asphalt work is expected to be completed on the 26 February, after that the team will move to
Stanley to complete other projects. The shoulder of the road and installation of markers as well as
some detail on the culvert’s headwalls will resume after April. The road marking has started and the
team has completed 4km so far.

Cattle Grids

This month we expect to start the works to install 5 cattle grids, two in the west (Port Edgard Road
and Bold Cove Road) and three in the East Goose Green and North Arm Road. This is to complete the
scope of the Year 1 of a 3 year contract.

Culvert Replacement

This month we expect to start with the replacement of 2 culverts in Wreck Point road as part of the
3 years contract. The year 1 also includes 1 culvert in Elephant Beach Rd, 2 culverts in Rincon Grande
Rd and 13 culverts in North Camp Road.

Contracts

West Road Improvement: New contract document was prepared and readvertised with smaller
scope of work after the offers for the first project were rejected due to amount exceeded the budget

significantly. The offers submission ends on 26 March.

Financial update

Project Project Name Year To Date Year
Code Actual %6 | expected %
7011:Camp Roads 67 100
7012 :East Roads Improvements A 78 103
7013 East Roads Improvements B 2 100
7014 :East Roads Capping 45 101
7015 Repair of 5tanley Roads 25 99
7019 :5afety, Signage & Realignment g4 g4
7020 MPARoad 46 85
7021 :West Roads Improvements 1 7
7022 :Bridge Inspections 36 =13
7025 :Cattle Grid Cleaning 71 100
7026 Cattle Grid Installation & 106
7029 Culvert Replacement o 50
Totals 41 83
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Agenda Item 6

Table 1 Summary road grading implemented

Transport Advisory Committee

CATEGORY A 100% GRADED TWICE A YEAR = 200% OF CATEGORY GRADED PER FINANCIAL YEAR
CATEGORY B 90% GRADED once A YEAR = 90%  OF CATEGORY GRADED PER FINANCIAL YEAR
CATEGORY C 75% GRADED once A YEAR = 75%  OF CATEGORY GRADED PER FINANCIAL YEAR
GRADING
ISLAND EAST WEST TOTAL
CATEGORY A B C A B C

%AGE | LENGTH | %AGE | LENGTH | %AGE | LENGTH| %AGE | LENGTH | %AGE | LENGTH | %AGE | LENGTH | %AGE | LENGTH
ROAD LENGTH 69.34 186.06 188.38 82.68 84.33 203.09 813.88
2019/20 0.00% F 0.00 0.00% F 0.00 0.00% 0.00 0.00% 0.00 0.00% F 0.00 0.00% F 0.00 0.00% 0.00
2020/21 0.00% 0.00 0.00% 0.00 0.00% r 0.00 0.00% r 0.00 0.00% 0.00 0.00% 0.00 0.00% 0.00
2021/22 295.65% | 205.00 | 76.65% | 142.61 | 64.44% | 121.38 | 105.89% | 87.55 88.74% 74.83 30.31% 61.56 85.14% | 692.94
2022/23 295.15% | 204.66 | 146.85% | 273.23 | 40.93% 77.10 | 171.86% | 142.09 | 132.11% [ 111.41 | 52.42% | 106.47 | 112.42% | 914.95
2023/24 109.81% | 76.14 | 142.78% | 265.66 | 41.77% 78.69 | 126.33% r 104.45 | 67.37% 56.81 64.65% | 131.29 | 87.61% | 713.04
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Transport Advisory Committee

Proposed inclusion of the Rural Business Association Chairperson (or representative) on the
Committee by Director Public Works.

Under the current terms of reference, the current Transport Advisory Membership is as follows: -

Chairperson (MLA)

Deputy Chairperson (MLA)

Managing Director FIDC

Director Public Works or representative
Director of Commercial Services

4 lay members

The 4 lay members are made up of East, West, Islands and Stanley representatives.
Additionally, there are named attendees as follows: -
FIG Roads Engineer
General Manager FIGAS
Workboat Services Manager
Recently the current chair of the Rural Business Association (RBA) as stood in for the Islands
representative. While doing so the RBA Chair has been able to provide additional information and
insight on behalf of the RBA membership.
It is proposed that the chair of the RBA would be a useful addition to the TAC on a regular basis. The
addition of the RBA representative would require an amendment to the terms of reference to be
approved by Executive Council.
The addition to the committee could be either as a full voting member or as and attendee member.
Therefore, | would seek direction from the committee on the following questions: -

1. Do members support the inclusion of the RBA representative on the committee?

If yes,

2. Should they be a voting member or an attendee?
3. Should it be stated as the Chairperson or Representative within the ToR?

Colin Summers

Director Public Works
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Agenda Item 8

TRANSPORT ADVISORY COMMITTEE

Title: Update on high tide ramp at Port Howard

Paper Number: XX/2023

Date: 13" March 2024

Report Author: Deputy Director of Development and Commercial Services

Reason for paper:  Update TAC on progress

1.

11

2.1

3.1

3.2

3.3

3.4

3.5

Recommendation

TAC is recommended to note the progress on works to develop a longer term solution
to difficulties in working Port Howard ferry terminal in all states of tide.

Additional Budgetary Implications

There are no additional budgetary implications, funds will be drawn from allocated
funds for temporary works and all design works.

Background and Supporting Information

The ramp at Port Howard Ferry Terminal (PHD) has long had difficulties at high tide,
especially with low loaded heavy loads.

This has placed some restriction on what vehicles/loads can transit Falkland Sound and
when. This has obviously caused difficulties for hauliers and those involved in
logistics within the Falklands.

This has been very effectively managed by Workboat Services Limited (WSL) over the
years with most ferry users reporting that the flexibility shown by WSL is very much
appreciated. At times, this has meant additional sailings or later/earlier departures.
During 2023, a temporary solution was put in place by a local contractor, however
before it was used severe weather destroyed the work.

In December 2023, The D/DCS sought dispensation to commission a piece of work in
order to look to the provision of a more permanent solution to the high tide issue at
PHD. This dispensation was approved.

Atlink, along with their partners MDI were asked to provide,

Initial design to RIBA 2, including indicative costs of a ramp at Port Howard Ferry
Terminal that can be used at high tide by the wide variety of vehicles that operate on
the ferry Concordia Bay

Preparation of a report and participation in discussions with MLA’s on options and next
steps alongside FIG employees

Dependent on MLA decisions, final design to RIBA 4




3.7

3.8

On 16" February 2024, Atlink GM provided the following update,

Progress update

Site visit carried out by Simon Cormack (MDI) and Garry Ross (Atlink Ltd) between
the 27th — 28th November 2023.

Initial discussions with WSL MD Adam Cockwell and Concordia Bay Captain John
Thain, 27th Nov 23.

Conducted a site visit of Newhaven ramps, 28th November 2023

Meeting with Jim Steele, RSK on the 4th December 2023 to discuss civils

Research into available local assets such as mobile cranes, pilling hammers etc in order
to determine if any of the concept designs could be delivered with local resources.
Meeting with Mark Gilbert, Ajax Engineering on the 11th December 2023 to discuss
ground investigation and civil engineering option. Ajax can offer Ground
Investigations, by means of Topographic Surveys, but there is no drilling kit available
and the normal practice locally is to dig to refusal with an excavator. With regards any
civils work that Ajax require, is sub-contracted to Arch Henderson in the UK.
Discussions with a local haulier at Port Howard 28th November 2023

Viewed HGV (Rigid, Class Two) loading at Port Howard during mid-tide, fully laden
with bales of wool.

Provisional discussions between MDI and Civil Engineers in the UK

MD2572 Concept Development Document produced, dated 15 Feb 24

Next Stage as noted by Atlink and MDI

Progress other concept designs

Continue consultation with civil engineers

Consider and populate indicative costs for each concept design
Consult with Workboat Services Ltd

Produce Final Report

4. Next steps

4.1

D/DCS will continue to progress this work with an update hoped to be available for the
June 2024 TAC

5. Attachments

5.1

MD2572 Concept development Document



MARINE design

- INTERNATIONAL

PORT HOWARD HIGH TIDE SLIPWAY

PROJECT OVERVIEW

The existing slip at Port Howard works well until the tide is high and larger vehicles cannot board or disembark
the vessel. This introduces limitations and restrictions on schedule and as the service traffic increases is becoming
a more significant problem.

Various design solutions are to be looked at for practicality of installation, cost and effectiveness.

The location introduces restrictions on access for machinery and the economics of the route dictate a simple,
functional solution otherwise the project cannot proceed as the installation cannot be balanced with the cost of
service restriction.

Existing slip.
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OPTION 1

New slipway at suitable height, independent of the existing slipway. Built using the crane, piling hammer and skills
available on the island. Slipway will be roughly 13meters wide and 12m long at roughly a 1:12 gradient.

The location has been used by the ferry previously by building up a slipway with rocks and hardcore but does not
survive the winter weather.

Proposed location of new slip

Plan view of existing port with new slipway focation.
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View from sea of new slipway

Ferry interaction at new slipway



Agenda Item 9

TRANSPORT ADVISORY COMMITTEE

Title: Update on ExCo Paper 03-24

Paper Number: XX/2024

Date: 13" March 2024

Report Author: Deputy Director of Development and Commercial Services

Reason for paper:  Update TAC on progress

1.

11

2.1

3.1

3.2

3.3

3.4

3.5

3.6

3.7

3.8

Recommendation

TAC is recommended to note the progress on work in regard to the Coastal Shipping
and Ferry Contract beyond April 2025.

Additional Budgetary Implications
There are no additional budgetary implications.

Background and Supporting Information
The current contract for the provision of Ferry and Coastal Shipping services is
operated under a Charter Party for Offshore Service Vessels with Workboat Services

Limited (WSL) due to the nature of the services.

WSL currently operate Concordia Bay (CB) under a Charter Party contract signed in
April 2017.

The April 2017 tender process was not put out to public tender as per Financial
Instructions. Officers at the time sought, and were granted, exemption to allow direct
contract to WSL.

WSL have held the contract for the provision for Ferry and Coastal Shipping services
since 2007. The 2006/7 process was subject to a full public tendering process.

The current Charter Party is due to expire in April 2025 with the option of 3 no. 1 year
extensions by mutual agreement.

Members sought information from users in 2023 as to whether the current service was
fit for purpose.

A task and finish group was formed from within TAC and included all lay members of
TAC in the formation of the consultation process and the subsequent ExCo Paper.

That work was concluded in January 2024 and the subsequent report is appended to this
paper.




3.9 ExCo Paper 03/24 sought guidance from Members on the Procurement Strategy and
Contract options for the Coastal Shipping and Ferry Service Contract

3.10 ExCo met on 27" February and agreed to,

1. Note the contents of the report prepared by the D/DCS

2. Authorise Officers in DCS to begin negotiations with WSL to extend the existing
contract through to April 2028 or as required

3. Authorise Officers to call for Expressions of Interest in providing Coastal Shipping
and Ferry Services beyond the cessation of the contract with WSL. Those EOI’s to be
returned to ExCo along with next steps towards a formal tender process. This to also
include ownership options of the vessel as in FIG or Contractor owned.

4. Next steps

4.1 D/DCS will continue to progress this work with an update hoped to be available for the
June 2024 TAC

5. Attachments

5.1 D/DCS Report on the Consultation Process.



Ferry and Coastal Shipping Customer review
Spring/Summer 2023

Report

Stephen Dent

Deputy Director Development and Commercial Services
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Executive Summary

The contract between Workboat Services Limited (WSL) and the Falkland Islands Government (FIG) to provide a
Ferry and Coastal Shipping service was let in April 2017 and is due to expire in April 2025 with the potential of 3 no. 1
year extensions to April 2028.

In order to inform decision making regarding the letting, or otherwise of a contract extension to WSL, Members of
the Legislative Assembly asked Officers to undertake a brief customer survey in Spring/Summer 2023.

Workshops and on-line surveys assisted in gathering data for this report as well as numerous consultation sessions
with WSL.

This report summarises this work. That the Coastal Shipping and Ferry service is meeting the requirements of the
2017 contract is evident.

There are significant changes that can be made to either the current vessel or any future vessel, including a 2-vessel
solution that could significantly improve the service to the customers in the Falkland Islands.

Background

Workboat Services Limited (WSL) operate a Coastal Shipping and Ferry service on behalf of the Falkland Islands
Government (FIG) providing coastal shipping deliveries to the outer islands in the Falkland Islands, a consolidation
service to the Fox Bay East settlement and a ferry service across Falkland Sound.

The initial Charter Party commenced on 4™ July 2008, a new Charter Party being negotiated during 2016/17 and
commencing on 1%t April 2017. This Charter Party is due to expire on 30" March 2025. There are options to extend
this contract, year by year, until 30™ March 2028 by mutual agreement.

Concordia Bay (CB), the vessel chartered to undertake the work has significant milestones in its operating life that
are reached in 2028.

Members of the Falkland Islands Legislative Assembly (MLAs) sought information from FIG officers on the suitability
of the current service in order to form a view on how the Government should proceed in deciding to either extend
the current contract until 2028 or begin to re-tender in readiness for April 2025.

As part of this work, FIG Officers conducted a customer review in Spring/Summer 2023

Methodology
The methodology applied to the study is included at Appendix A.

The study incorporated,

e  Written Surveys — placed on the Ferry and at Stanley Post Office
0 Sample Surveys at Appendix B and C
e On-Line Survey’s via Survey Monkey
e Workshops in Stanley for business leaders, Stanley for residents and non-commercial users, Port Howard,
Fox Bay and Goose Green for Camp residents
e Offers of 1:1 workshops for Island residents/users.

Results

Written and On-line Surveys
In regard to the Ferry service, 59 surveys were completed. 7 on-line users did not fully complete the survey, these
returns have been disregarded.

In regard to the Coastal Shipping service, no written surveys were returned and 14 on-line returns were received. 4
on-line users did not fully complete the survey, these returns have been disregarded.
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One ferry non user indicated that they “worry that the crossings are frequently cancelled/changed” as a reason for
not using the service while others noted inconvenience of timings and no actual requirement to use the ferry as their
reasons.

In regard to the Coastal Shipping Service, “no requirement to use the service” was the only reason noted for non-
usage.

Ferry Service

Of the 51 ferry users who responded, on average, responders completed 8 crossings a year each. This figure is
somewhat skewed by some very heavy (30+) users, and other very irregular users. Almost all users utilised the
opportunity to take a vehicle with them.

65% of responders came from Stanley, 27% from West Falkland and 4% from East Falkland. MPC and Outer Islands
making up the rest of responders. 18% of responders were speaking from a small business perspective, 10% being
both business and private.

The majority of users utilised the service for recreational purposes (visiting family and friends, holiday etc) with a
smaller number of users utilising the service for business purposes.

In terms of engaging with WSL to utilise the ferry service, the majority of responders were either satisfied or very
satisfied with how they were engaged. The outlier in this group was the frequency of ferry runs with 32% of all
responders either being neutral or dissatisfied with the schedule. The following being a common comment “For 50%
of time the ferries are at an inconvenient date. It’s a lucky dip. While we are very grateful for a ferry link, it is so
successful that we need something more”

With regard to the schedule specifically, where applicable, most responders reported that the schedule was by the
most part inconvenient. The following being a common response “A lot of times the schedule doesn't work for us.
There is also a lot of times there are no ferries in the school holidays.”

In terms of the vessel meeting customer needs, the majority of responses were positive or neutral with some
outliers in terms of passenger amenities.

When asked if the service overall met their needs, all but one responder noted that either it did fully or somewhat
meet their needs

Finally, responders were given the opportunity for free text responses to a call for comments on how the ferry
service could better meet their needs,

o More frequent ferry’s

e We seem to always need the ferry when she is in islands runs... Totally aware we can't afford two ships, but
annoying... The residents should be given priority over the militaries and their cargo for the mountain sites
on scheduled crossings.

e from Oct through to end march FIMCo, roadies, wool & mod lorries are all running. CB is unable to cope for
these months due to larger vehicles & volume of traffic

e Very early or late crossings would help with unfavourable weather delays In the summer especially extra
ferry is needed Maybe another boat for islands or more efficient work hours. Would that need another
crew, maybe. Perhaps proper crew accommodation at New Haven would help staffing

e The passenger area is awful. Sometimes groups or families will spread out with 2 seats each leaving little
room for anyone else. The tea/facilities are cramped and not very clean.

e A dedicated ferry would be ideal.

e more frequent crossings would be a benefit

e Keep running during school holidays and over Christmas

e More ferries, bigger gap between island runs to allow for catch up.

e The vessel needs some money spent on it. The cabin is quite tired, seats are stained, and the toilet in
particular is in a poor state. The soap dispenser rack in the toilet has been hanging half off the wall with the
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same cable tie bodge up holding it on for at least a couple of years. None of this seems to get attention on
dry dock trips. It's cosmetic but would be easy to fix.

Two vessels would be the ideal so there were no breaks in cross sound service

Issue tickets by email.

The schedule could be more flexible. The two days off (Tuesday and Wednesday) could be changed in some
weeks to make it more convenient to get from west to east during the week - presently if you go in Mon you
can’t get back until Thursday which is too long. Also quite often there is only one ferry W-E on a day at say
4pm then it goes e-w the following day at 8 or 10am which does not give time to do anything in town.
Provision of hot food/rolls to be available for purchase

The biggest challenge for me is when the ferry is being the outer island supply ship, so there is no ferry service
for a while. This has stopped me taking visitors to the West, as there was no ferry and makes planning trips
to visit schools harder.

I rarely use the passenger accommodation and prefer to be on deck. One toilet facility is also unacceptable
particularly when there is a seasick passenger

Allow dogs/cats to be allowed in the passenger lounge in a carrier/cage/on lead. If there was an emergency
and the vessel needed to be disembarked quickly, then our pets would be stuck in the car. | think it is very
unfair on pets as they can get stressed. It should be passenger choice and then it is their responsibility for
what choice they make.

The capacity available for vehicles during the peak "summer" periods can be an issue. Especially when you
have FIMCo and the MoD vying for space

It needs to go every weekend really and one mid-week It needs to take more account of school holidays so it
can serve students, families and tourism businesses and people on the west who work normal hours |
wouldn't change anything about the freight service, its good Needs to be more reliable Needs to be less
obviously arranged to suit east-west travel

more ferries

be a more regular service as a ferry

Better communications between office and ship

better planning for school holidays and long weekends

dry dock periods with no sailings are understandable but somewhat inconvenient. When the ferry is doing
the island rounds it is somewhat inconvenient but understandable. The ideal scenario would be two vessels
with a constant ferry service

Full results are held at Appendix F

Coastal Shipping Service

Responders to the Coastal Shipping service were mixed as to their views on frequency of visits. 4 responders felt
that the 6-week duration was correct, 2 felt that every six weeks was not enough and 1 responder felt that 6 weeks
was too frequent.

The vast majority of responders were satisfied with their ability to engage with WSL in regard to the Coastal Shipping
service with one responder dissatisfied across the board.

Generally, responders who utilised the Fox Bay Consolidation service were content with the service.

Of all responders 4 felt that the Coastal Shipping service met their needs, while 3 did not feel it did.

Finally, responders were given the opportunity for free text responses to a call for comments on how the ferry
service could better meet their needs,

Final

It would be much appreciated if goods could be accepted for shipping outside of the short receiving period
that currently exists. If | am in Stanley outside of the receiving period and have items | would like to ship, the
only option is to arrange for someone else to deliver them when cargo is being received. This is fine when
ordering new items from shops that will deliver, but when it is anything a little out of the ordinary or many
small items from multiple sources, haulage costs become prohibitive.
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e loading and offloading is a problem as we do not have ramps or jetty

e Add a second vessel

o When there is a public holiday and folks want to go to the West for a few days there is no ferry. Like weekend
you could get a ferry west but had to return east on the Monday instead of traveling back on the Tuesday
which was the Ph so business on the West dip out

Full results are held at Appendix G

Workshops
Workshops were held in Stanley, Camp and at MPC with offers of call in workshops to island residents, the following
attendance numbers were recorded,

Chamber of Commerce and RBA 9 attendees

Port Howard 7 attendees

Fox Bay 10 attendees

Goose Green 3 attendees

Stanley Residents 2 MLAs attended and the session was cancelled

Island ‘drop ins’ All island users contacted, 1 remote island user dropped in to Fox Bay. No

other users responded

BFSAI contractors 3 attendees

BFSAI Staff 2 attendees

Sea Lion Island 1:1 session over the telephone

2 remote island residents Drop-in session at Fox Bay Agent’s Office

Meeting notes from all workshop sessions are held at Appendix D

Summary

The majority of the workshop attendees were content with the current Ferry and Coastal Shipping service with a
small number of exceptions. These are dealt with at Appendix E along with responses from WSL Management where
applicable.

Where there are difficulties with the current service, it is reasonable to say that a ‘tweaking’ of the service would
resolve some, if not most of these. However, any major changes to improve the service would include significant
investment. Major changes suggested include,

Second Vessel

Other than East Falkland and BFSAI sessions all other sessions supported the concept of a second vessel. All sessions
reflected on the increased cost of this but agreed that the concept must be tested at least.

It was widely stated that if Members did not support a second vessel, even for a trial period, then development in
camp would stall in general terms.

A second vessel would mitigate against many of the issues raised by attendees at workshops. A second vessel
would,

e Ensure continuity of service during lay-up periods and also ensure a reserve vessel is available should a
major issue arise with the primary vessel

e Provide a continuous ferry service and/or a more regular service to remote island settlements

o Allow FIG to properly focus on the Jetty and Ramps programme which has, so far, failed to develop to its full
potential.
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e The demobilisation of containers and waste from Mt Byron and Mt Alice may also justify the second vessel in
terms of requirement for charter from MOD. This is yet to be fully explored with BFSAI.

Increased capacity to lift etc

CB’s lifting capacity, currently at between 6.5 t at full extension?, is an issue for a small number of regular Island
users. Whilst it could be argued that a small number of users raised this matter, it could be argued that increased
lifting capacity could further develop other opportunities for Island and other users

From WSL “... we work on max gross weight of 6,500 Kg for containers to be able to lift to any point on the deck. We
can lift heavier but only close into the crane so for a full load on the ship you need to work on 6,500”

Replacing CB’s crane at this late stage in its Charter is commercially unrealistic and arguably unviable.

Any new vessel should have increased lifting capacity to support many of the Island customers

Conclusion
That the Coastal Shipping and Ferry service is meeting the requirements of the 2017 contract is evident.

There are significant changes that can be made to either the current vessel or any future vessel, including a 2-vessel
solution that could significantly improve the service to the customers in the Falkland Islands.

Immediate engagement should be initiated with WSL to,

e Look to ‘tweak’ the current service where it can be to improve the current service on offer

e Seek engagement with customers at Farmers Week so as to inform any future provision of the Coastal
Shipping and Ferry service and dependant on the option selected by ExCo,

e Consider next steps on procurement of either an improved vessel to replace Concordia Bay or a 2-vessel
solution.

If the decision is made to retain Concordia Bay in the medium term,
e Seek information from WSL on the practicalities and the costs of upgrading Concordia Bay’s lifting capacity
and submit to ExCo.

1 The tare weight of a 20’ ISO Container is 2.2 t, tare weight of a 40’ containeris 3.6 t
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Appendix E — Issues raised and mitigations

URN | Item FIG Response Priority
001 | Infrastructure New Haven infrastructure is under consideration. Toilet and washroom provision is being considered. Medium
Lack of infrastructure on both sides of Falkland Private sector investment in other facilities at NHN are being considered but admittedly some way off.
Sound are limiting use of the Ferry FIG has no plans to develop NHN in any other way than considering toilets and wash facilities.
Port Howard facilities are also being considered. Work is currently underway to temporarily improve the
high tide ramp with further work planned to go back to ExCo for capital funding for a permanent solution.
Private sector entities are improving facilities near to PHD terminal.
Lighting improvements are planned and the following was minuted at December TAC,
“CS advised that some progress would now be made on ordering the materials while costings would also
be prepared.” It should be noted that the minutes are currently in draft form and have not been fully
agreed by TAC.
One attendee raised issues of fuel at PHD, Stanley Services were approached but this is currently not
commercially viable.
002 | Sea Lion Island FIG have formally approached WSL to consider how the SLI issue can be resolved without infrastructure High
Access to SLI in order to deliver vehicles and development on the Island itself. The work is on-going and in liaison with SLI Management.
other heavy loads
003 | Precedence of Ferry runs V’s Coastal Shipping While FIG has final input into the schedule, day to day operations fall to WSL Management. There is no Low
Runs formal ‘policy’ prioritising ferries over any other work, unless absolutely necessary and on a case by case
basis.
004 | Use of CB for Fuel runs to Fox Bay, could this be | FIG raised this with a number of attendees as well as WSL Management. Whilst ‘on paper’ this looks None
achieved overland? possible, in reality it would,
Could this be combined with a properly e Increase ferry traffic therefore reducing access for regular users
organised consolidated freight service e Incur additional cost for Stanley Services Limited (SSL) which may well include purchase of an
additional tanker
o Likely result in damage to West Falklands roads during winter periods
e Insummer periods, the SSL tanker would not be able to supply sufficient fuel to achieve demand.
005 | Crew Accommodation — noted by one attendee | From WSL, None

that current CB Crew Accommodation does not
meet Maritime Labour Convention (MLC)
requirements

... the vessel does comply with MLC regulations. The cabin in question is not ideal by any stretch and
would not automatically comply in a vessel built today (although there are exceptions for passenger
vessels and vessels under 3000gt) but based on year of build the vessel does comply and it has been
accepted by the MICA as compliant.”

FIG’s assessment is that whilst not ideal, the crew accommodation does meet the required regulations.
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But that crew accommodation would be a consideration during any future purchase and/or charter.

006 | Consolidated Freight Service into PHD An attendee noted that PHD store regularly utilises a large percentage of airfreight capacity within FIGAS | High
when there is a boat going there on a regular basis. This has been confirmed by both FIGAS and PHD
residents.
FIG are to work with FIGAS, WSL and PHD based customers on how to best service PHD’s needs whilst
maintaining the quality of service available now
007 | Joined up work on Scout arrival and CB This was discussed briefly with SAAS and WSL and is virtually impossible to do given the tight schedules of | None
departures both vessels
008 | Split West Island runs into two and run ferries in | From WSL. Can be done but “... not without making the island runs longer. A ferry crossing takes about 6 | Medium
between mitigating against such long periods hours out of a day by the time you factor in preparation either side so would significantly affect how we
with no ferry can achieve the island work.”
009 | Schedule ‘Tweaks’ A brief analysis of Q1 2024 shows, Medium
West to East late on Friday 50% of runs are shared AM and PM East to West with 51% of PM runs West to East
East to West late on Sunday 46% of available days are allocated to Ferry only, 13% to SE Islands and FXB and 13% to West Islands only.
Mid week ferries 9% of days are mixed Island and ferry runs
Ferry plans not necessarily aligned with public 19% of all available days are unallocated on the schedule
holidays and school holidays etc.
There are very few ferry days on Tuesday’s and Wednesdays
It is notable that the daily schedules do not change throughout the quarter. FIG will work with WSL to
consider how this can be made more flexible given comments.
It is noted however that the current system works for the majority, any tweaks will benefit the minority
but adversely affect the majority. Comments from PHD as an example are from one individual with a
specific set of requirements. As the ferry runs now suits the majority of customers.
FIG will also work with WSL earlier in the year to fully develop the schedule in line with school and public
holidays
010 | Why is wool not transported from Fox Bay? From WSL, Low

“..Yes, it’s never been done as it doesn’t make any kind of economical or logistical sense. If we collected
wool from Fox Bay we could only put 20 bales per container (about half full) as that is what we can lift, |
don’t have figures for how much wool comes off West Falkland but it is hundreds of bales and therefore
10s of containers. So we would be making multiple runs to and fro between Fox Bay and New Haven just
for wool which ties the ship up to the detriment of the wider service. Even if we could lift full containers of
wool, it still doesn’t make sense to commit the ship to so much time moving wool around which is far
better sent by road.

The (correct) strategic decision right at the start of this operation was that West Falkland would be served
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by road and ferry for all cargo, with the exception of fuel deliveries into Fox Bay. This gradually expanded
to allow cargo deliveries on the ship to Fox Bay as we were going there anyway for fuel but wool was
rightly left off and has to be hauled through the ferry service.”

FIG hope to raise this during Farmers Week with Rural Business owners and offer a full explanation and
exploration of the various issues involved

011 | One attendee at Fox bay asked for Rough calculations on shortest distance across Falkland Sound are 5km at the northern end Low
consideration for a tunnel to be constructed A tunnel alone in this area would be a significant cost, completely disregarding the infrastructure needed
across Falkland Sound to service such a project.
This suggestion has not been properly explored and is deemed unfeasible
012 | Reliable road tug required at each end (PHD and | WHL reports that there are now two tugs in operation and this seems to be working well. High

NHN)
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Agenda Item 10 Transport Advisory Committee

TAC 13 March 2024
Information Paper
Update on New FIGAS Aircraft & Fleet Replacement Programme

The latest update on this aircraft suggests delivery in the final quarter of 2024.

The rolling fleet replacement project remains alive and the relevant document is

scheduled for debate in the March sitting of Executive Council.

Transport Advisory Committee
Wednesday 13" March 2024
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Agenda Item 11 Transport Advisory Committee

TAC 13 March 2024
Discussion Paper
FIGAS Reduced Winter operations 20247

In recent years FIGAS have experienced a number of pinch points within its service
provision which unintentionally created extended flying days during the busy summer

season.

It's no surprise that extended flying days are universally disliked by our local tourism
and hospitality industries, local customers and our staff members. Additionally,
periods of service disruption have potential to foster negative publicity which may
adversely affect FIG and wider industries. A number of written and verbal complaints
were received from tour operators and tourism authorities. These were dealt with by
DCS and FIGAS staff at the time and it is recognised that the situation that occurred

during the last two summer periods cannot be allowed to reoccur this season.

Quite rightly, FIGAS management were asked to explain why this was more than an

isolated incident and this paper strives to make simple what is a complex situation.

Simply put, the most recent service disruption was, in the main, caused by the flow
of spare parts along a lengthy and fragile logistic chain. However, other factors have

contributed to similar events over the last few years.

Arguably, the planned major modifications to our fleet has been a significant causal
factor which contributed to the current situation. The modifications were planned to
take place during our winter seasons unfortunately, for a multitude of reasons, this
didn’t happen and works spilled over into our busier season. These unplanned and
unforeseen delays severely hindered our maintenance sequencing which reduced
overall operational resilience. The delays were outside of FIGAS’s control but | can
confirm that all major modifications were completed last year so no further impact is

anticipated.

Furthermore, had the second new build aircraft been delivered on time (planned for
late 2020), it is likely that our operational resilience would have been robust enough
to have prevented the pinch points. The latest update on this aircraft suggests
delivery in the final quarter of 2024.

Transport Advisory Committee
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Spare Parts

Spare parts are procured from the UK, Europe and the USA. Each jurisdiction has its
own idiosyncrasies and bottlenecks which are exposed to the same global forces

that impact our logistic chain.

Supply chain disruption comes in many guises, namely the recent pandemic, less
than ideal post-pandemic industry recovery, sub-regional wars placing additional
pressure on steel and aluminium supply and increasing global inflation. There are

many others.

Moreover, the very successful TRIP schemes FIGAS operated during the pandemic,
where record numbers of passengers were carried, depleted our stock of spare parts
which couldn’t be readily replaced due to regional lockdowns. It is fair to say that

industry still hasn’t fully recovered and some spare parts remain difficult to source.

Regretfully, FIGAS has recently been the recipient of adverse criticism questioning
our competence in logistic management. | can assure TAC that my team are

competent logisticians but cannot foresee the future.

Mitigation against supply chain issues might be achieved by increasing our spare
parts budget, currently £500k. An augmented budget would allow us to increase our

stock holding especially for parts that are hard to source.
Aircraft Maintenance

FIGAS has been operating a fleet of BN2 Islander aircraft for over forty years. During
this time, we have developed a system of sequencing aircraft maintenance that
provides maximum availability, especially in summer months, but its not immune

from disruption.

Aircraft are subject to maintenance activities on a daily basis so its worthwhile listing
the inspections to help understand the issue. Our maintenance and continued

airworthiness programmes are scrutinised and approved by an external regulator.
Inspection Intervals

Transport Advisory Committee
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» Pre-flight inspection/first flight of day

» Check Affirst flight of day/24 hours

50 hours
« 100 hours
* 500 hours

* 1000 hours

» Calendar days/months/years

* Landings (cycles)

» Defined life components

* Overhaul periods

» Radio (avionics) annual inspections

» Corrosion control programme and audits
* Supplementary inspections

* Modifications

» Airworthiness Directives

To provide context, it takes approximately one day to complete the 73 individual
maintenance tasks required of a 50-hour inspection; two days for a 100-hour
inspection which requires 194 tasks to be completed.

A 500-hour inspection is more labour intensive taking between two and four weeks
but could be longer depending on emergent work. This inspection is satisfied when

the 221 scheduled maintenance tasks are completed.

The most time-consuming scheduled inspection is the 1000-hour which can take two

to three months to complete the 291 tasks.

It is worth noting that aircraft maintenance is dictated by operational tempo. Simply

put, the more we fly the greater the maintenance effort. Annually, FIGAS carry out

Transport Advisory Committee
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approximately twenty-five 50-hour inspections; sixteen 100-hour inspections; two or
three 500-hour and the same for 1000 hours.

Winter Maintenance?

A question was raised asking whether FIGAS could complete all aircraft
maintenance during the winter season so that we begin the summer season with a

completely serviced fleet. As one would expect, the answer is not simple.

As illustrated earlier, with current staff levels a 1000-hour inspection takes two-three
months which might be shortened to two months if the team are not distracted by
additional 50/100-hour inspections. In other words, if we stop flying for the winter
season, thereby removing the need to service operational aircraft, then we might be
able to complete two major inspections. This would leave three aircraft unmaintained

so no advantages are achieved and most likely we would be worse off than before.

Aircraft maintenance and flight operations are heavily regulated which is absolutely
necessary to ensure safety levels for customers. Aircraft must be maintained to an
approved schedule within a controlled environment. The controlled environment is
known as continued airworthiness and is interwoven with the approved maintenance
programme. These approvals are symbiotic and cannot be altered easily.
Consequently, a radical pivot from the current regime to a new winter program would
take a lot of planning and significant change management. The process of drastically
changing an established system is not easy, expensive, time consuming, lengthy

and potentially futile. It certainly can’t be achieved this winter.
Current maintenance work stream as follows:

VP-FBO undergoing a 1000-hour and corrosion audit with an estimated completion
date May 2024

VP-FMC undergoing a 500-hour inspection which should be complete very soon.

VP-FBR will begin a 1000-hour and corrosion audit as soon as VP-FMC is back in
service and expected to be completed by July 2024.

VP-FBD will follow on with a 1000-hour and corrosion audit with an expected
completion date of October 2024.
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VP-FBN will be due a 500-hour inspection around November.

By December 2024 the sixth aircraft should be in service.

August  |September|October  |November |December

1,000 hour & corrosion audit, complete May '24
500 hour inspection, completed soon

1,000 hour & corrosion audit, complete July '24
1,000 hour & corrosion audit, complete October '24
500 Hour inspection

Due Q4 2024

Seasonal operations

Historically, our summer season had a duration of six months (October to March) in
which we operated seven-days per week. Executive Council paper 35-13, ratified
pressure exerted by the farming and tourism industries that shoulder seasons
needed to be introduced. Consequently, this decision increased the summer season

by two months (September to April).

During the winter season, May to August, FIGAS reduces flying to 5-days per week
(non-flying days being Wednesday and Saturday). The reduced operational tempo
allows FIGAS to make modest gains with maintenance activities. Unfortunately, the
relaxed operational tempo was short-lived because demands were made to revert to
7-days operations whenever the Concordia Bay was overseas for dry docking. The
shorter four-month season, and reverting to seven-day operations for a 4-6-week

period further eroded our maintenance gains.

The increased summer season coupled with a contracted winter season are clear

causal factors negatively affecting annual maintenance activities.
What might help the current situation?

Once again, there are lots of questions with no easy or simple answers. For
example, would it be reasonable to employ more staff to increase maintenance
production? Could maintenance be conducted at night? Is it possible to work 24

hours per day and what resource would be needed to achieve that?

A larger workforce would make a difference however, it's extremely likely that
additional staff would be employed from overseas. This is burdensome in terms of
costs, housing, medical and education.
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Maintenance could be conducted at night but it's extremely unlikely that our existing
staff would agree to such a radical change to terms and conditions. Moreover,
nocturnal work is more restrictive than a day shift due to fatigue. More importantly,
maintenance errors are known to increase during night shifts and safeguards must
be rigorously implemented. Critical tasks should be avoided during the window of

circadian low.

Could FIGAS work 24/7/365 in a similar manner to maintenance, repair and overhaul
(MRO) businesses globally? It's possible however, this approach would require a
significant upscale in terms of staff and other resources which would neither be

economical or sustainable.
Reduce flying to 3 days per week during winter with one aircraft?

Currently FIGAS operate five days per week during winter, non-flying days being
Wednesday and Saturday. A reduced service, flying Monday, Wednesday and
Friday might alleviate some operational pressure but until tested we can’'t be sure of

any perceived benefit.

Passenger movements will need to be actively managed to ensure one aircraft can

cope during reduced daylight hours. Customer dissatisfaction is likely to increase.

It is conceivable that local customers will challenge any service reduction. Camp
residents will be substantially disadvantaged especially whilst the Concordia Bay is

away from the islands.

Furthermore, Camp medical visits would be adversely affected. Presently, three
consecutive Tuesdays of each four-week period are earmarked for Camp medical
visits. A three-day flying week would cause this function to change. Under this
proposal, the Tuesday visits would cease and patients would fly to Stanley on
Monday and return home on a Wednesday. KEMH will need to evaluate the issue to

ensure adequate resources are available to accommodate the change.
Conclusions

Success of our operation is inextricably linked to robust supply chain. At present the
supply chain is fragile and prone to bottlenecks outside of FIGAS’ direct control. As
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mitigation, consideration should be given to increase the spares budget by 50% from
£500k to £750k which would allow FIGAS to increase overall stock holding and

target hard-to-source parts, especially those spares that have long lead times.

On balance, a further reduction in winter flying, from five to three days per week, is
unlikely to provide any tangible benefits and will create additional administrative
burdens and complicate with our existing maintenance and continued airworthiness

programmes.

FIGAS has developed and streamlined our maintenance processes over decades.
Sequencing of maintenance is a tried and tested methodology and generally works
well. We recognise that no plan is fool proof, hardships will occur, choke points will
develop but with adequate resources FIGAS will continue to serve the islands safely
and professionally.

The recent fleet wide avionics upgrade has been successful and provides increased
safety margins.

The highly anticipated arrival of a second new-build aircraft in the last quarter of

2024 will increase overall operational resilience.

FIGAS is on the cusp of a rolling fleet replacement programme which will see the
existing fleet replaced with new aircraft over the next eight years further improving

resilience.
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