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Executive Summary

The Volunteer Estate (VE) Value for Money (VFM)
determine whet hedr CRdBSsY@®C IFtricerss ( RFCA) Hard F
(HFM) requirements could be more cost effecti Vve
than through the existing arrangements. The St

a. The potential strategic alignment between th
estate through the FDI'S BE contracts and the

b. The price and quality of the HFM services be
estate when compared with the VE.

c. The impact @fredbhemBemnudiygti ons on MOD and RFCA
resources and delivery costs.

d. The i mpact ®fredemBendyt Bonmws demr RFEGCA Vvities d
support of Defence.

e. The i1 mpact ®@fredhemBenmnudlygti ons on the relation:
and the single Services.

Throughout the Study, the Study team consulted
13 RFCAs, the CouncahdofCamlesascivat iFomx elSCRFCA) ,

Services, RFCA customer s, Defence I nfrastructur
I nsight into the strengths and issues of the ex
opportunities and risks of aligning the VE wit!t
del i very.

For the RFCAs to meet their statutory obligatic

CRFCA should retain responsibility for managi ngc
Stakehol ders also recognised that the adoption
model and operating environment, presents an o0f
services on the VE, i mprove the condition of tfF

5 15 December
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The key recommendations of the Study are:

a. The existing FDIS BE contractual arrangements should be adopted, with
CRFCAand the 13 RFCAs managing four amended regional contracts.

Reinvest excess budgetary provision into the VE to address the highest priority
unfunded safe and legal remedial works and offset additional future
organisational structure costs.

Uplift RFCA and CRFCA Estates Team liability and grading to ensure that
sufficient suitably qualified resource is available to effectively manage the VE in
the FDIS BE environment.

| mpl ementati on of the FDI'S BE contracts on the

aligned to the regular estate, based upon i ndus
i ntroduction of FDIS BE will address the estate
existing operating model. FDIS BE wil/l I ntroduc
assessments to facilitate effective management

of fers an opportunity to reinvest excess budget
safe and | egal remedial works and offset addit:i
the VE away from the existing fix on fail regir

at Annex A.

The adoption of the FDI'S BE arrangements acros
capability, delivered through | ower contract <c
conclusion, evidenced throughout this report,
adopt the FDI'S BE arrangements across the VE.

-~ ™~ (N

James Crosfield Jon Hewlett
Senior Responsible OwnerStudy Team Leader

SoBmac™ BAWMWE AC Y m

6 15 December
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|l ntroduction and Backgr ¢

Study Pur pose

The purpose of the Volunteer Estate (VE) Value
whet her RFCA ( Ramser@@dsdstascdeas i ons) Hard Facilit
requirements could be more effectively met by t
the existing arrangements. The VFM Study has pr
and Procurement strategy to addresss the RFCA HF
recommendations apply to the Council of RFCAs (
wi der Defence Infrastructure enterprise.

Study Process

The Study was | aunched on 3 October 2022. It we
Hewl ett, a senior member of the DI O Major Progr
(DCT). The Senior Responsible Owner (SRO) was [
Head (James Crosfield).

The Team split the Study into three

a. Phase 1 (Statement of Requirement
b. Phase 2 (Delivery Model and I nves

c. Phase 3 (Study Report)

The Study team identified key stakehol der@&, 1 nc
customer s. I n addition, the Study ran a series
i nsight into the existing RFCA HFM operating mc
devel op an aware@mewsdef thepBREADI | ities. Furtt

provided throughout the report. The Study Team
stakeholders for their open and honest contri bt

1 HFM is defined as the provision of Planned Maintenanc
statutory and mandatory obligations are met), Reactive M
Mai ntenance (additional maintenance to maximise the avai
and all injected works up to a value of 45m (incl. VAT)

7 15 December



VE VFM St

udy Report

Background

The maint
i ncluded

Progr amme.

MOD | nves
(1 AC) at
HFM aspec
from the

basi s

i ssues to
noting th
I n suppor
determine
Study sho
delivery
taken int
whet her t
mai nt ai ni
align mor
of the Re
that the
mont hs -fe
FDI'S regi
on 1 Octo
report ni

r
The tende
devel oped
procur eme
el ement s

brought i
the term

sought at
regard to
t he Study
most appr
amending

be an app

RESERVE FORCES

==
- .
ROYAL
MNAVY

t hat ther e

enance o
in the s
It was
t ment Ap
I nitial
ts shhaypll
mai n FDI

be take
e RFCAs
t of Def
d at FDI
uld be c

to enabl
O accoun
he responsi
ng the VE : . . =
e closely I 1
gul ar est a o N ]
Study shou
svi ¢@a Dat e
on (South
ber 2022,
ne months
r documen
to suppo
nt made |
of the De
nto the a
of the co
the ti me,
the VE, c
recommend
opriate del i
B
c

the FDI S E
ropriate 01
CADETS
S\ A
S ®royaL SEA ®rovaL
ARMY  #:SERTES I AlR CADETS
BE THE BEST 0 it peneration

15 December



VE VFM Study Report

The FDI'S BE Progr amme

The FDI'S Programme procured four regional&contr
built estate across the UK. The FDIS BE contrac
& Northern Ireland), February 2022 (Central anc
management of the contracts and assurance of tFh

FDI'S BE was a procurement enabled change projec
of HFM arrangements to support the UK Defence ¢
arrangements that are an enabler for the Defenc
arrangements include mechanisms to respond to &
estate in support of the Better Def eticecEastiadmra
services ensuring the estate remains | egally coc
di scretionary services, capable of adapting anc
expectations of stakeholders to transform infre
community, ensuring innovations and advances ar
delivery, enhanced quality, reduced supplier =cc
delivered where possi bl e.

Overview of t he RFCASs

There are 13 RFCAs which cover the United King
I n addition to overseeing the maintenance of t
functions, advice and &Suppbunteerbekakefvef fODhe
single Services, maintain |inks to the communi
Defence. The CRFCA provides central coordinati
associations to fulfil the requirements of thei

Council of Reserve Forces’
and Cadets’ Associations

~ o S~

Established as part of the Haldane Reforms in 1
ResemAssoci ations) the RFCAs were desigéded to p
Territorial Force in every county. The name anc
i ntervening years, and the remit of the RFCAs |
all three Services and key Defence outputs. The

Forces Act 1996 (RFA96), defining their duties

To give advice and assistance to th
of the Reserves for their area.

To conform to the Defence Pl an.

9 15 December
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RFA96 granted the RFCAs power to create a Joint

they deem necessary. Through this power, they c
coordination and a focus to enable the associ at
within resources. The RFCAs work through, but &
represents the RFCAs externally and provides gl
The Defence Council assigned nine key duties toc
capture in five broad headings (six, including

Advice and Assistance

VE and I nfrastructur e

Empl oyer engagement

Cadets and Youth

Establish and Maint ai

Under the CRFCA Corporate Plan, the three pri me
RFCAs are:

Delivery and stewardship of a compl i ant
Deliver-yeofd smugpor t& t®a detfsenacred Yout h

Delivery of engagement on behalf of Def
net works, covering employer engagement

The RBCAgi onal footprint and close ties to thei
customers as a key strength, with regional wvari
example, political, security and |l egislative f
nature of both single Service (sS) and MOD eng

. SE

~
C
~
C

10 15 December
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East Angl i a 384 176 16 4 156
East Mi dIl and 311 135 17 2 116
Greater Lond 369 153 42 4 111
Hi ghl and 382 134 23 6 104
Lowl and 346 128 30 7 91
North of Eng 283 72 25 1 4 6
Northern |re 185 47 15 2 30
North West 639 198 33 6 159
South East 803 327 30 7 290
Wal es 403 147 23 5 119
We s t Mi dl and 426 149 30 4 115
We s s e X 577 220 24 7 189
Yorkshire & 427 124 26 2 96

Tabl-daydown of VE assets

The RFCA 20%(% |Revikemwwn as The Sullivan Revi ew)
activities conducted across Defence that could
and/ or at |l ess cost and to consider ways to of
Sullivan Review made two headline strategic rec

a. On the RFBRgSildei se and streamline the CRFCA
Bodies (ALBs) into ®ePiamdIme nExad eaPduibplarctN doofd yt |
Armed Forces Act 2021.

b. On the CustAM@BRS( B&de t o become the Single Dej
RFCA ®empart ment al Publ i ¢ BeSdey v(i P Bl)i rtecc tp roomv

of Governance, Strategy and Performance (in
Model )
I n addition, The Sullivan Review made a number
observations pertaining to the VE. The VE VFM ¢
aspects of The Sullivan Review concerning the g

(see Annex B).

4 I ncludes caretaker accommodation, cadet facilities an
5. https:// assets.publishing.service.gov.uk/ government/ u
FI NAL_RFCA_Revi e wORPILIOI_Rle pSENSI TI VE. pdf

12 15 December
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RFCA Reform Progr amme

VE VFM Study | iaised with the RFCA Reform 1
i slation drafted in respect of RFCA HFM r estg
iew, noting that any change to the functi ons

the RFCA Reform Programme and the overall )
islation was paused duringdthecpmeme wdatoif on $ e
sistent with RFA96 and agnostic to the creat
angements for the recommended future HFM del

current organisational structure of the REFC(
B.

zZ~"®0 ~ "3~ A
OS>~ 0 ® o
TOo - S@Q <@ O

Study Objectives

The Study Terms of Reference are shown at Annex
as agreed by the MOD | AC were to assess:

a. The potential strategic alignment betwee
the FDIS BE

estate through contracts angd

The price and quality of the HFM servi ce¥
estate when compared with the VE.

The commercial i mplications of the price

The i mpact &®@fraedhemBenmnudlygti ons on MOD
resources and delivery cost s.

The i mpact ®@fraedhemBe udlat iBomnwd demr RECA vi t i
in support of Defence.

The i mpact &@fraeadhemBde udlgt i ons on t he

and the single Services.

The i mpact ®@fraedhemBenmndlyti ons on t he
governing RFCA.

Any TUPE i mplications of the recommendat

13 15 December
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Study Governance

en in accordance v
anagement Plan at
of Working Groups
ration of the Stuc

Communications Working

Combined Operational Ef f
l nvest ment Appraisal Wor

I nformation Systems Wor k

Study Delivery Group

e SRO provi-ldewdelc| ckiare dtoipon t hroughout the stu
udy at a number of other executive committee
am Leader undertook day to day management of
O DCT Portfolio Director.
E

VFM Sponsor Board

The VE VFM Sponsor Board provided smalkitegilodyr
the Study, an escalation route for issues and r
endorsed recommendations to MOD | AC on the most
requi rements. Member ship of the Sponsor Board i
(RF&C), DD FMC (I nfra), TLB Infrastructure Heac
The membership ensured that other RFCA and I nfr
appropriately, including:

RFCA Sponsor Bo
RFCA Reform Spo

Il nfrastructur e

Terms of Reference for the Study Sponsor Board

-—
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PhaseSt3udy Report

The phase of the Study devoted to the pro
undertaken by the Study and to outline th
PhaseEmMgagement with MOD
The Study Team has remained in close cont
Study. The approach to, and outcome of, t
Defence Economics and the Study Lead Scru
Board. A Review Note was submitted to MOD
procurement activity to i mplement the fin

18

AFFORDABILITY

Phase 1 (Statement of
Requirement and Delivery Model
Long List)

Confirm FDIS BE SOR meets or
exceeds VE HFM requirement,
against which options are assessed.
Down select delivery model long list.

Phase 2 (Delivery Model and
Investment Appraisal)

1. Scrutinise shortlisted delivery
models and test their validity.

2. Determine the impact of the
delivery models and organisational
and estate factors on MOD and
RFCA, incl. wider activities.

3. Undertake an investment
appraisal and supporting evidence to
form the basis of the Study final
report

Phase 3 (Study Report)
Report produced recommending the
most effective solution.

Phase 4 (Engagement with MOD
IAC)

Review Note submitted seeking
approval to take appropnate

v procurement activity.

Fi gufrWwE 2VFM St udy

COEI A

15 December
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VE VFM Study Report
ough engagement with a wide range of stakeh
future delivery of HFM services to the VE
t of options:
Il d®thtus Quo/ Do Nothing.
Il dCREFCA to procure or amend contractual arr
i dCRFCA procure new contractual arrangement
i D4 S Built Estate contractual arrangement
nded regional contracts in respect of VE.
i D5 S Built Estate contractual arrangement
itional Service Delivery Areas (SDA) report
) regions.
i D6 S Built Estate contractual arrangement
itional SDA reporting to a single DIO Regio
i DTS Built Estate contractual arrangement
r amended regional contracts in respect of
i aD8S Built Estate contractual arrangement
VE removed in totality as a function from t

Opt
t o
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Down Selection of Options
Wor kshops were held on 31 October 2022 and 18
Weaknesses, Opportunities and Threats (SWOT)
options The workshops were attended by stake
RFCA Reform Team. Separately each of the RFCA
and TLB Infrastructure Teams were also invite
provide comment. Each option was assessed aga
the outcome shown in the table bel ow:

Empower ment of NBRBBI{(ECBRRCADmMpliant.

I nfrastructure System Operating Model

Al ignment of VE with the regular estate

theBowtden antthet RES€Adel

The i mpact of he relation
Services.

The i mpact of the option organi sati on¥
and TLBs) .

g. Practical i mpl ementation i ssues.

h. Commerci al considerati ons.

20 15 December
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: : Opti|Opti|Opti|Opti|Opti|Opti]Opti|Optiln

SIS 1 2 3 4 5 6 7 8

Empower me

NDPB ( CRF 4 4 4 4 1 1 1 1

| SOM Comp 2 2 3 4 4 4 3 4

Al i gnment

with the 1 2 4 4 4 4 4 4

estate

The i mpac

option on

RFC&® wi de

N T - 4 4 4 4 3 3 4 1

support o

fence

The i mpac

option on

tionship 3 3 3 4 1 1 1 1

C/ RFCAs a

singl e Se

The i mpac

option on

sational

(incl CR 3 3 3 3 1 1 2 1

RFCASs, DI

TLBs) .

Practical

mentati on - £ 1 2 2 1 2 1

Commerci a 1 1 2 4 2 1 1 1

sideratio

Tot al Scprza2 22 24 29 18 16 18 14

Ranking =3 =3 2 1 =4 5 =4 6
Tabl-©®p2i on Down Select Scoring Matr

The highest scoring ToFpDliSo nB Ewacso nQprtaicotnu aHo uarr r an g

with CRFCA managing four amended regional contr

21 15 December
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The introduction of FDI'S BE will align the VE v
Management approach al i® nMads tteor |ASSGCs e5t5 OHDile.r aDrlcCh y
appropriately classify as@eatds Uinh®caasioy diamg ewiwti ht
approach adopted for the rest of the regul ar es
FDI'S Supplier CAFMs and Defence | S for the mane
and Asset I nformation Portal) wild@l i mMprove acce
management of the VE and align the VE with appr

Recommendation 7:
DIO estate management IS and data management processes

should be adopted to ensure alignment with the Defence approach
to Asset Management.

The Study found a high degree of variation in |
same grade in the existing Estates Team struct.L
opportunity to instil a consistency of approact
Study has undertaken a thorough assessment of t
the FDI'S BE context, cross checked against equi
descriptions have been produced that reflect tr
ensuring compliance of HFM deliverables with De
delivery of service and undertaking contract me
aligned to tthecpob famkebkiasd practitioner |level
Property Profession (‘6PR) e@algeseftamgwomnk a p:
progression within the RFCA and CRFCA Estates 1

Recommendation 8:
Standardised job titles and job descriptions should be adopted to

facilitate the introduction of a clear career pathway within the
CRFCA and RFCA Estates Teams.

15 New Rules of Measurement 3, a standard set of measur
buil ding maintenance works published by the Royal Il nstit
16 Uniclass is a classification system for the construc
aspects of the design and construction process.

17. There are five job families described in the GPP Car
Management, Workplace and Facilities Management Propert
and Assurance.

18. https://assets.publishing.service.gov.uk/ government/
GPP_Career _Framewor k. pdf
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Recommendation 12;
The FDIS BE and VE contracts should be co-terminus with all
contract duration decisions being made by DIO.

Recommendation 13:

Director VE, CRFCA should be the nominated Buyers
Representative on each of the amended FDIS BE contracts, in
respect of the VE.

Recommendation 14:
The split of Commercial responsibilities between DIO and CRFCA

should be agreed prior to the Contract Amendment being awarded
to the FDIS BE suppliers.
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