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• eliminate those contractors perceived to
be unable to satisfactorily deliver the
services at the pre-tender stage,

• prevent unsuitable contractors wasting
their time preparing tender bids,

• reduce the time required by park staff
to show prospective contractors around
the parks,

• reduce the quantity of tender docu-
ments required and

• simplify the selection of the preferred
tenderer.
Expressions of interest were advertised

and applicants were required to submit
details about their organization respond-
ing to the selection criteria and to also in-
clude details of Workcover registration,
public liability cover and business regis-
tration. The following selection criteria
were used to short-list (pre-qualify) the
applicants:
i. Relevant experience. Demonstrated

experience in managing contracts of a
similar nature, size and value to the
proposed contracts, particularly in
similar environmental settings. Rel-
evant core business and expertise, par-
ticularly technical experience suited to
the specification requirements. The rel-
evant experience of any proposed sub-
contractor.

ii.Track record. Reputation and ability to
provide the maintenance services in a
timely, accurate and customer friendly
manner to target performance levels
within budget. Demonstrated flexibility
in approach and co-operation with the
client for the success of the project. The
track record of any proposed sub-
contractors.

iii.Suitability of staff. The organizational
structure and usual method of
resourcing similar service contracts.
Suitability of key personnel to be em-
ployed on the contract works and their
proposed involvement in the works.
Demonstrate that their technical experi-
ence and skills are compatible with the
work. Contractors were advised that
they may be required to undertake a
field test to distinguish between target
and non-target species. Produce evi-
dence of all qualifications, licences and
certificates relevant to the provision of
the services. Preparedness of the con-
tractor to take over existing staff.

iv.Physical resources. Details of all plant,
equipment, materials and facilities to be
used on the project. (Melbourne Parks
and Waterways had certain items of
equipment on offer for purchase by the
contractor if desired). The contractors
familiarity with the chemicals to be
used and approach to handling, storage
and application of those chemicals.
Contractors range of machinery; it is a
worry when the contractor wants to
borrow your tractor or doesn’t know
how to turn off the machine.

Background
Historically, when a park manager in-
tended to contract out a maintenance
service he or she would simply describe
the manner that the service had tradition-
ally been provided and this ‘specification’
would then be offered to private opera-
tors to tender a quotation for the work.
The contractual term was usually limited
to 12 months, perhaps with an option to
extend by a further 12 months. There
were few experienced operators in the
market place and the majority of risk was
usually borne by the client. Selection of
appropriate contractors was mainly de-
pendant upon price with little considera-
tion to the capability and track record of
the contractor.

Now that public authorities are com-
pelled to move towards out-sourcing the
provision of non-core services and to con-
centrate on core business, more emphasis
needs to be placed on selecting a suitable
contractor. It is in the interest of public
authorities to only engage competent con-
tractors as although the risk associated
with the provision of services may be del-
egated to contractors, it is quite clearly
stated in the Occupational Health and
Safety Act that legal obligations for main-
taining a safe work-place and ensuring
safe work practices, remain with the au-
thority. In selecting a suitable contractor
consideration needs to be given to the
contractor’s management practices, re-
sources, past performance, financial ca-
pacity and other criteria as well as price to
ensure that all legal obligations are satis-
fied and that client stake-holders are get-
ting good value for money.

The Melbourne Parks and
Waterways experience
My introduction to contracting-out main-
tenance services began in March last year
when, following a productivity study,
Melbourne Parks and Waterways decided
to contract out grass cutting, weed con-
trol, horticultural maintenance and clean-
ing services. Initially 20 parks were in-
volved, grouped geographically to reduce
the number of contracts to six and vary-
ing the range of services to be provided
from one park to the next. Other minor
contracts have since been let at smaller
parks and at Melbourne Parks and Water-
ways golf courses.

The weed control component of the
contracts mainly concentrated on non-
selective weed control, where a bare earth

outcome was specified, any selective
weed control was intended to be carried
out as an ancillary service at the rates ten-
dered. This approach resulted from diffi-
culties incurred in preparing inventories
and specifying control of weeds that
would be constantly changing in nature
and extent during the term of the contract.
Preparation of inventories (both measure-
ment and documentation) needs to be ac-
curate to avoid disputes after the contract
commences, although Melbourne Parks
and Waterways did not have a Geo-
graphic Information System (GIS) at the
time it would have been a useful tool for
this purpose.

The contracts were set up for a two year
term with an option to extend by a further
year, although it is generally considered
desirable to have a longer term, say five
years, to establish an amicable working
relationship between contractor and cli-
ent. Melbourne Parks and Waterways
opted for a shorter term initially to sort
out any contractual bugs. The next round
of contracts will possibly be for a longer
term, allowing contractors time to gear up
for the work over a period of time and
enabling appropriate programming of the
work, hopefully resulting in cheaper rates
for our organization.

Of the six tenders originally advertised,
three were for performance-based con-
tracts and three were for schedule of rates
contracts, with a view to comparing the
two types following contract reviews in-
tended to be carried out during the term
of the contracts.

The selection process
Given that there was considerable compe-
tition and interest in the market place for
these contracts, Melbourne Parks and
Waterways decided to adopt the two en-
velope system of tendering (the selective
tendering approach versus open tender).
As the performance of prospective con-
tractors is essentially unknown, it is de-
sirable to screen out the low from the high
quality performers before they actually
tender. This process involved advertising
for expressions of interest, registering
prospective contractors, short-listing pre-
ferred applicants (based upon predeter-
mined selection criteria) and then offering
tender documents for submission of for-
mal bids. Tendered prices then become
strictly comparable. It was considered
that this approach would:
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v. Financial capacity. Copies of the com-
pany’s previous three financial years
audited or professionally prepared
trading and profit and loss accounts
and balance sheets were required to be
submitted to assess the historical finan-
cial position of the company. Further
checks were made with the applicant’s
bankers, company searches, bank-
ruptcy/winding up searches or Dun
and Bradstreet reports where thought
necessary. Contractors with good credit
ratings are more likely to be financially
sound and probably less likely to cut
corners on profit margins and service.

vi.Management skills. Description of
management methods and skills to be
applied in implementing the contract
works. Such skills include training
given to staff at various levels, commu-
nication systems e.g. use of mobile
phones and faxes, quality assurance
procedures, systems for recording, re-
porting and invoicing, industrial rela-
tions history and knowledge of occupa-
tional health and safety requirements.
A contractor should not be dependent
upon the client’s continuous involve-
ment in managing the process, for this
reason a quality assurance accreditation
was considered a desirable attribute.
The quality and adequacy of the sub-
mission is also a good gauge as to the
applicant’s skills in this area.
Certain criteria were considered essen-

tial to our requirements and during the
initial sorting of the 45 submissions, those
applications not meeting this criteria were
screened out and excluded from the
short-list.

Essential criteria included:-
• previous experience with contracts of a

similar size, nature and value to the
proposed contracts,

• a profile of staff in permanent employ
of the applicant and appropriateness of
staff to be engaged in performing the
contract,

• the organizational structure of the ap-
plicant and usual method of resourcing
service contracts and

• demonstrated ability to provide a range
of activities (if required).
A selection panel was set up compris-

ing four persons including an independ-
ent person engaged specifically to moni-
tor the selection process. Interviews were
conducted, lasting 45 minutes each, al-
lowing enough time for the applicants to
respond to the questions which related
directly to the selection criteria. Follow up
reference checks were made to confirm
matters discussed at interview and short-
list applicants were financially assessed
by the Treasury Section. Each member of
the panel produced there own evaluation
of the applicant and a consensus was
reached whether or not to short-list. The
recommendation for a final short-list of 22

contractors and/or a diversity of contract
resources.

The transition phase
In any out-sourcing program which in-
volves some impact upon existing staff,
the period between appointment of the
contractor and the actual commencement
of the contract is known as the ‘transition
phase’. The degree of competence and
sensitivity demonstrated in human re-
source management will impact on staff
in the area concerned and may influence
attitudes of staff throughout the organiza-
tion. During this period consideration
needs to be given to:-
• maintaining morale; use of the or-

ganization’s Human Resources Section
to assist in union negotiation, policy on
redundancies, accrued leave etc.,

• re-training and re-deployment of exist-
ing staff,

• counselling and
• encouragement of new management to

consider employing existing staff.
To maintain levels of service during the

transition phase, extra supervision may
be required and interim alternative ar-
rangements for the provision of the serv-
ice may be necessary.

Induction program
Following appointment of the contractor
and prior to commencing work within
any of Melbourne Parks and Waterways
parks, the contractor and his staff were
required to undertake an induction ses-
sion within the park.

At the induction session the contractor
was informed of:
• the requirements of the contract, a re-

view of the areas of each activity and
expectations of the Superintendent,

• locations of all facilities (e.g. toilets,
washroom) available to the contractor,

• areas of environmental significance, es-
pecially those areas where vehicles are
not permitted,

• areas where the contractor may store
plant and equipment and any special
procedures or requirements,

• areas where other contractors may be
working, currently or in the future,

• any hazardous areas or areas of risk
management concern, as required by
the Occupational Health and Safety
Act,

• documents referred to in the contract
such as the County Fire Authority Act,
Machinery Act, Occupational Health
and Safety Act 1985, Manual for the
Safe Use and Handling of Pesticides,
Standing Instructions, Park By-laws,
Set of Scale Drawings, any other rel-
evant documents and

• issue of keys and any final instructions
prior to work commencing.
Melbourne Parks and Waterways re-

quired contractors to establish a Quality

‘tenderers’ was presented to senior man-
agement and the Board and following ap-
proval, tender documents were offered to
each short-listed party. As the size of each
tender was quite substantial, the tender
period was open for one month, allowing
enough time for the contractors to inspect
the parks and become familiar with the
requirements of the tender.

Tenders were received via the tender
box and arranged in order of ascending
price, the lowest priced bid was com-
pared with the relevant in-house cost of
performing the activities. An economic
evaluation was undertaken to ascertain
the cost/benefit of contracting-out the
services. Following assessments, in each
case the tenderer submitting the lowest
priced tender bid was accepted as the
‘preferred tenderer’. Recommendations
were again submitted to senior manage-
ment and the Board for approval and the
contracts were formalized following ap-
proval of the tender amounts. Five
months had elapsed between the time ex-
pressions of interest were advertised and
the formal agreements were signed.

World Bank evaluation method
An alternative approach to the two-
envelope system, is the ‘World Bank
Evaluation Method’ as adopted at North
Shore City Council, New Zealand, which
requires tenderers to submit details re-
sponding to the selection criteria, on a
‘Statement of Attributes’ pro-forma, with
their tender bids. Tenders are then evalu-
ated using the weighted attribute method,
which may be as follows:-
a. Relevant experience 10%
b. Track record 10%
c. Technical skills 20%
d. Appropriate resources 15%
e. Management skills 10%
f. Methodology 15%
g. Price 20%

100%
Acceptability of each tender is deter-

mined by grading each of the above at-
tributes on a points basis from 0 (fail) to 4
(excellent). The following formula may be
used to convert the tender price to a
grade:

Grade = 4 - 3 ×

1 Lowest conforming tender price

Any tender scoring a zero on any at-
tribute is excluded from further consid-
eration. Any tender altering the scope or
end result shall also be excluded from
further consideration. In order to develop
a total score the weighting of each at-
tribute is multiplied by the grade of the
same attribute to give an index for each
attribute. The indices for each tender are
then summed to give an overall index.
Some discretion may be required to main-
tain comparative performance between

(Tender price - LCTP1)
LCTP1
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System in accordance with AS3902 for all
aspects of the services and to produce de-
tails of a Quality Plan within 14 days of
the contract commencement date. This
approach was adopted to reduce the in-
volvement of the Superintendent in man-
aging the contract. An active contract file
was set up for collating all records, in-
voices, payment advice and minutes of
meetings with the contractors.

The contracts have been in operation
for almost 12 months now and the first
contract review is currently underway.

Conclusion
Contracting out of activities within Mel-
bourne Parks and Waterways has suc-
cessfully reduced maintenance costs by
over $1 million per annum and achieved
a more efficient delivery of services. A
few hiccups did occur in some parks, but
they have since been resolved and rein-
force the need for accurate and unam-
biguous documentation at the pre-tender
stage.

The use of the two-envelope system en-
sured a smooth process and expedient
implementation of a large number of con-
tracts over a broad area. It is essential to
carefully plan the project and to keep re-
viewing progress and quality to enable
continuous improvement with a view to a
long term partnership between contractor
and client.
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Introduction
Safe practices in handling and use of agri-
cultural chemicals, which includes herbi-
cides, must reduce the potential for acci-
dents or any unwanted affects emanating
from their usage. All persons who use
agricultural chemicals in the course of
contract work need to be aware of their
responsibilities, not only with respect to
common law, which imposes the duty of
care, but also in relation to specific acts,
regulations and codes of practice where
applicable.

This paper is one attempt to inform
contractors, potential contractors and
those involved in the administration of
contracts dealing with weed control of
their responsibilities with respect to
licensing for herbicide applicators.

The use of agricultural chemicals is an
issue requiring knowledge and the recog-
nition of responsibilities by managers of
urban space areas. The issue needs to be
effectively dealt with in contract specifi-
cations as the general public utilizing
these areas, the workforce and managers
themselves become more aware of the
potential problems associated with
chemical usage. Negligence in this area
could lead to litigation and liability in-
curred can become an expensive and time
consuming process. Managers or persons
involved in contract specification and the
adherence to specifications, need to
spearhead the development and imple-
mentation of guidelines which will deal
with this important area in a relevant and
practical manner. Documentation with
respect to contracts must take account of
legislative changes and new regulations
as they emerge and should be under-
pinned by in-house policies and attitudes
that set out to limit exposure to chemicals
to the lowest practicable level or prevent
exposure entirely for employees and the
public at large. In addition, protection of
the environment at large must be em-
braced as a matter of policy and reflected
in contract documentation.

No persons should be associated with
the supervision, handling or application
of agricultural chemicals unless they meet

the specified training requirements ad-
dressed by the Pest Control Operators
Regulations 1992. In particular, under
current Victorian legislation controlling
the use of agricultural chemicals, a com-
mercial operator must hold a Pesticide
Operators License.

On the matter of contract documenta-
tion, contractors should be restricted to
using only the approved agricultural
chemicals which have been cleared by
management of the respective organiza-
tion and stipulated quite clearly within
the contract documentation. It is now an
offence in Victoria to use a prohibited
substance and will become an offence to
use a product ‘off label’.

The survival of herbicides as valuable
tools and whether or not additional ben-
efits can be derived from chemical vegeta-
tion control methods in urban areas will
largely depend on public perceptions
about herbicides and their impact on the
environment. Positive attitudes tend to be
associated with a track record of safe and
effective usage. As with many other tech-
nologies today, use of herbicides poses
risks which must be assessed in the con-
text of their benefits. Most of us accept
that driving a motor vehicle or operating
a fork lift truck requires a license, there is
no reason why specific conditions should
not be imposed on professional chemical
applicators.

Changes to legislation
A few examples of recent changes to leg-
islation follow.

Operators should be aware that legisla-
tion has been invoked which now in-
creases the level of control on the use of
agricultural chemicals, including herbi-
cide usage, under the Agricultural and
Veterinary Chemicals Act 1992.

These increased levels of regulation not
only affect applicators, but also manufac-
turers and distributors. Penalty provi-
sions for failure to comply with regula-
tions range from $1000–50 000 for the mis-
use of agricultural chemicals under this
new legislation, e.g. spray drift occurring
outside the target area.
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