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SUMMARY 
 
Boston crematorium was constructed in 1966. 

The cremators and associated abatement plant were refurbished by ATI Environment UK 

Ltd (ATI) in 2012 who also won the maintenance contract to undertake routine and 

emergency repairs and maintenance. 

Over the last two years, Officers have been dealing with the increasingly deteriorating 

performance of our cremators, and resorted to independent engineering and legal 

support, in order to improve contractor performance and the operational reliability of our 

cremators. These efforts failed to deliver sustained improvement in both respects and 

furthermore identified urgent issues concerning the performance and lifespan of our 

cremator plant. 

ATI entered administration in March 2020 leaving the Council with no maintenance 

arrangements in place for our cremator plant and no alternative contract maintenance 

companies willing or able to take on our ATI cremators as they stand. 

A legacy of poor quality, poorly executed repairs and maintenance, provided by 

contractors ATI, has encumbered the Council with cremators that are unreliable and 

temperamental. The Council are also unable to evidence environmental emission limits 

prescribed in our environmental permit, as this task was the responsibility of ATI. 

Doing nothing is not an option. The Council is exposed to unacceptable risk. Regulatory 

risk in terms of our environmental permit, reputational risk should the cremators fail 

altogether and financial risk to a budgeted income of over £800,000 per annum.  This is a 

situation that the Council staff on site can no longer manage and risk that the Council can 

no longer tolerate. 

This report outlines a number of options and makes clear recommendations on a way 

forward for Cabinet to consider, however, the recommendations will need funding. Since 

the cremators were refurbished in 2012, sums have been placed into reserves annually to 
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fund replacement. This, along with reallocating the previously approved but unspent 

£90,000 for crematorium improvements, would be used to fund the necessary spending.   

The report sets out the context and the options and reasons why it is vital that Cabinet act 

decisively and with urgency.  

 

RECOMMENDATIONS 
 
That Cabinet consider the report and resolve to; 
 

1. Approve the purchase/lease of a temporary replacement cremator. 
 

2. Seek a further report on the longer term solution, including the potential addition of 
abatement. 

 
3. Approve an exemption from Contract and Procurement Procedure Rules Part 4 

(Section H) under - 3.1.1 (2) An exemption is necessary because of an unforeseen 

event involving …………significant disruption to Council services.  

 

REASONS FOR RECOMMENDATIONS 
 
The current condition of the two cremators and associated abatement plant are such that 
the plant is unreliable and temperamental in operation posing significant risks to the 
Council’s operations.  
 
Business continuity risk – the plant is liable to fail without warning leaving the service 
unable to deal with cremations booked into the system. Contingency arrangements with 
neighbouring commercial crematorium providers have been investigated however, these 
are reliant upon good will and capacity being available within their own systems to assist 
in a crisis. Arrangements that rely upon the deceased being cremated elsewhere would 
also need the agreement of next of kin. These are uncertainties the Council can do no 
more to mitigate. 
 
Regulatory risk – since the cremator maintenance contractor ATI entered administration 
in March 2020, the crematorium has been without engineering support for emergency call 
out for repairs or support with routine maintenance and repairs. This is incompatible with 
the obligations in the council’s environmental operating permit. 
 
Financial Risk – whilst providing a service for the residents of Boston and the 
surrounding area is the primary objective of Bereavement Services, the crematorium 
returns a significant income from fees and charges. This income is vital to delivering a 
balanced budget for the Council. Were the cremators to fail, the service could not be 
delivered and the income provided to the Council would be compromised. 
  
In order to mitigate these risks and their impact on the Council and our residents, it is vital 
that the Council replaces the crematorium plant as soon as possible. 
 



 

ALTERNATIVES CONSIDERED 
 
Alternative options are set out in the body of this report. 
 

 
1 SUMMARY 
 
1.1 Boston Crematorium was built in 1966.  

 

1.2 The cremators and associated abatement plant installed at the crematorium were 

most lately refurbished by ATI. The work involved refurbishment of two cremators 

and new abatement plant being installed, due to a change in regulatory 

requirements, in the space previously occupied by a third cremator. The work was 

awarded following a competitive procurement process, and was completed in late 

2012 at a cost of £431,000. 

 

1.3 ATI were also successful in their bid for the maintenance contract for the cremators 

and ancillary plant and equipment. The contract was approved on a 5 year, plus 5 

plus 5 arrangement with the first additional 5 year extension being agreed in 2018.  

1.4 There follows a summary of the challenges the Council has faced over the last two 
years of operating the crematorium whilst seeking to proactively manage persistently 
poor performance of the cremator plant and the deteriorating performance of the 
maintenance contractors ATI. 

 
1. Persistent back pressure in No2 cremator leads to a minor fire and regulatory 

intervention by the Health and Safety Executive. Feb to April 2018. 

  

2. Protracted contractual performance and quality challenges commence with ATI as 

we sought effective repair to the back pressure issue and damage caused by the fire 

event. Lincolnshire Shared Legal Services (LSL) engaged to support with contract 

performance issues. April 2018 to date. 

 

3. Independent cremator design and performance appraisal commissioned by the 

Council and completed by Goldray Ltd, in order to identify and fix persistent 

problems with the cremators that ATI appeared unable to resolve. The appraisal 

identified fundamental design flaws with our cremators. Report dated August 2019. 

 

4. Challenges emerge over the confidence of our Environmental Health Regulator 

prompted by a failed emission stack test commissioned by ATI and failure of ATI to 

respond comprehensively to the design flaws raised by Goldray Ltd. Ongoing 

throughout 2018 and 2019. Annual test failed July 2018 and July 2019, 

continuous monitoring results challenged constantly. 

 

5. ATI commission a routine annual stack emissions monitoring test which fails to meet 

the emissions standards in our environmental operating permit. Re-test delayed by 

months. July 2019 to Nov. 2019. 



 

6. Environmental Health Regulator demands additional independent assurances from 

the Council that environmental permit conditions are being achieved. Three 

independent reports are commissioned; Health and safety Inspection, assessment of 

the emissions recording and monitoring ancillaries and emissions stack monitoring 

test. Oct. 2019. 

 

7. ATI eventually commission emission stack monitoring re-test, many months after the 

annual test failed. The re-test was abandoned after serious damage to the 

abatement plant became evident. Abatement plant repaired by ATI the next day. 

Retest was Oct 2019 and Nov.2019. Results for Nov test not received until 

Feb.2020. 

 

8. Council independent stack monitoring test completed that demonstrated the 

cremators were compliant with emission limits of the operating permit. Council test 

30.10.19 – failed. ATI test 31.10.19 abandoned. ATI test Nov. 2019 passed. 

Results received Feb 2020. 

 

9. Routine maintenance deteriorates, backlog of repairs starts to build, call out 

response performance becomes unreliable and intermittent. LSL continue to provide 

legal and contractual advice to the Council, resorting to legal pressure in an attempt 

to improve maintenance performance. ATI delay and dither in their response and 

performance. June 2018 to March 2020. 

 

10. The managing director at ATI is dismissed and two new executives are appointed. 

Executives attend site for a visit and promise a new more positive relationship and 

performance improvements. Dec. 2019. 

 

11. Cremator performance deteriorates still further, backlog of repairs and maintenance 

issues stack up, service engineers fail to respond to requests for support. Staff on 

site resort to making some temporary repairs to the equipment. Becomes clear that 

ATI Executives have reneged on their promises. Dec 2019 to date. 

 

12. ATI France, the parent company to ATI, files for bankruptcy in the French courts. 

Feb. 2020. 

 

13. Concerns about the financial stability of ATI in the UK emerge. ATI response to 

repairs and maintenance requests all but cease.  ATI engineering team resign 

leaving no support for the crematorium. Cremator performance deteriorates and 

Council staff use best endeavours to maintain cremators as operational. Feb. 2020. 

 

14. Corporate Management Team (CMT), on legal advice, act to agree to invoke 

contract performance clause and grant approval to Head of Environmental 

Operations to directly commission essential repairs to cremators in order to maintain 

operations. Works also commence to install new ancillary plant to enable gathering 



continuous emissions data, to meet regulatory requirements. ATI consistently failed 

to produce emissions data during the contract and required by our operating permit. 

 

15. CMT agreed programme of works commenced to ensure continued operation of the 

cremators. Contractors sourced to tackle repairs backlog and restore cremators to 

normal operation which included; refractory lining to No2, damper inspection and 

replacement No1, urgent health and safety repairs, repairs to ancillary emissions 

monitoring and re-calibration of equipment. Fitting of data logger to enable 

continuous monitoring and recording of stack emissions on site. Feb. 2020. 

 

16. ATI enter administration. Council submits claim to the liquidator to recover eligible 

financial losses. March 2020. 

 

17. Legacy of poor workmanship and backlog of preventative maintenance and repairs 

starts to compromise daily operations leading to carryover of deceased, overtime 

and weekend working. Staff engage ad hoc support from local contractors but 

response is piece-meal and slow. Fundamental design flaws impede effective 

cremator performance and compromise effective repairs. Daily operations 

compromised throughout 2019, ad-hoc engineering support sourced March 

2020 onwards. 

 

18. The requirements to support the Covid 19 response is a relatively recent occurrence 

however, the impacts are likely to be felt for many months and this adds significant 

pressure to the service. Expectation to support Lincolnshire Resilience Forum (LRF) 

response effort, providing the capacity for 36 cremations per week towards the mass 

fatalities plan. 

 

1.5 When only one cremator is available our offer to the LRF is reduced to 25 (5 per day) 

cremations per week and stretch capacity of 35 (7 day operation). Capacity would be 

double were both cremators reliable and able to run concurrently. Normal service 

offer is 35 cremations per week. 

 

1.6 Between the 8th April 2020 and 5th May 2020, there have been 22 cremations of 

deceased attributable to Covid 19. Service statistics demonstrate an average of 80 

cremations in April 2019 and 103 in Aril 2020. Whilst this variance may appear 

significant it is within the range for year to year fluctuations of cremations completed 

over the long-term.  

 

1.7 Pandemic mortality predictions are for a second peak in the summer, and possibly a 

third towards Winter, depending on how quickly the lockdown and social distancing 

measures are released.  

 
 



2. CREMATOR DOWN –TIME 

2.1 Expressed as downtime, our cremators have been unavailable, due to faults or 

overdue repairs, for 28% of the available operating days between 1st January 2019 

and 27th April 2020.  

2.2 Carryover of cremations from one day to the next, work at weekends and late 

evenings have maintained uninterrupted service to funeral directors and the public. 

Engineering works are generally conducted at weekends where possible and 

cremation bookings, available to Funeral Directors to self-serve and book direct, are 

actively managed in that available slots are removed to enable maintenance days to 

be booked. There have been 6 to 8 days over the last two years lost to essential 

maintenance.  

 

3. FINANCIAL IMPLICATIONS TO DATE – REVENUE COST  

3.1 The current income budget of £828,000 is at considerable risk due to the 

unreliability and temperamental nature of the cremator equipment and lack of a 

service and maintenance contract.  

 Lincolnshire Shared Legal Services; legal advice on contract dispute and 

environmental permit: £10,558 

 Independent design and performance engineering appraisal: £13,219 

 Consultancy and stack testing mandated by Environmental Health Regulator: 

£2,949  

 CMT agreed actions to rectify faults and install continuous emissions monitoring 

equipment following decision to invoke contract performance clause: £23,745 

 Engineering works to maintain business continuity since ATI UK entered 

liquidation: £10,811 

 

Total expenditure to date: £61,282 

 

4. FINANCIAL IMPLICATIONS TO DATE – REVENUE BENEFIT 

 Unpaid contract maintenance invoices (December 2019 to April 2020): £8,269.65 

 Creditors claim to Liquidator following ATI entering bankruptcy (although there is a 

significant risk that none of these monies will be recovered) : £13,987 

 

The net additional costs have been contained within the 2019/20 budget. 



5. PLANNING PROPOSAL FOR NEW CREMATORIUM NEAR HORNCASTLE 

5.1 Members may wish to note that a private investor has submitted a proposal to build a 

new crematorium to East Lindsey District Council for planning approval. The 

proposed site is near to a village called Martin, between Woodhall Spa and 

Horncastle, 20 miles from Boston, 17 miles from Lincoln and 20 miles from Alford.  

5.2 Should the proposal be approved and built, the estimated likely impact is a reduction 

of 85 cremations per year conducted at Boston. If planning permission is granted, 

the build is likely to take 12 to 18 months and hence we will not see an adverse 

budget impact until at least 2021/22 onwards. 

5.3 For budget purposes, we base forecasts on a rolling average of the last three years 

cremations outturn. Assuming 85 cremations per year are lost to this new 

crematorium facility, income of £64,600 could be lost from cremations (based on 

20.21 rates) and £5,800 of memorial income giving a total lost income potential of 

£70,400. 

 

6. NEXT STEPS 

6.1 Doing nothing is not an option. The current condition of our cremators and 

maintenance arrangements pose a regulatory risk, reputational risk should the 

cremators fail and a financial risk in excess of £800,000 of lost budgeted income. 

Hence next steps are both pressing and urgent. 

6.2 It is recommended that Cabinet consider next steps in two phases as set out in the 

table below; 

Phase 1: Lease a temporary cremator or buy a temporary cremator with intent to install in 

the crematorium building. Decommission two existing cremators and abatement plant. 

Lease option: Company A – 6 month lease (inc. delivery, install, decommission and 

removal), **10-12 weeks lead time; £93,000 (+ *CAMEO £27,750 + Maintenance £10,000) 

= £130,750 

Lease option: Company A – 12 month lease (inc. delivery, install, decommission and 

removal), **10-12 weeks lead time; £141,000 (+ *CAMEO £55,500 + Maintenance 

£20,000) = £216,500 

Lease option: Company B – 12 month lease (inc. delivery, install, decommission, 

maintenance and removal) 18 weeks lead time £263,476  (+ *CAMEO £55,000) = 

£318,476.  

After 12 months initial lease, additional leasing cost of £16,000 per month. 

or 

Buy option: Company A – **6 weeks lead time; £209,000 (+ *CAMEO £55,500 + 

Maintenance £20,000) = £284,500 (Capital element £209,000; Revenue element 

£75,500) 



 

 
*CAMEO - Crematorium Abatement of Mercury Emissions Organisations. National environmental emissions 

trading and offset programme. 

**The variation in lead time for a Company A cremator when the buy option is compared to the lease option, is 

that the manufacturer has a virtually complete cremator prepared for another customer whose order fell 

through. A cremator built to lease, is a different design and would need to be built from scratch.   

 

6.3 Were Cabinet minded to agree the recommendations in this report, the capital costs 

would be under the £500,000 threshold for a Cabinet decision.  

 

6.4 Lease costs are considered revenue, purchase costs would be capital. Costs can be 

funded from existing reserves. The Section 151 Officer considers that purchase 

would be preferable to lease. 

 

7. REVENUE IMPACT 

7.1 Forecast maintenance costs for a temporary cremator without abatement (based on 

3 year average of 920 cremations per annum) £20,000. Budgeted maintenance 

contract (ATI) £20,000. Net impact £0 per annum.  

 

7.2 Should abatement be installed at a later date, revenue costs for maintenance are 

predicted to increase by around £12,000 per annum over the current position.  

 

7.3 Current income from *CAMEO scheme £3,500 per annum. Payment into CAMEO for 

operating a temporary cremator without abatement (based on 3 year average of 920 

cremations per annum) £52,000. Net impact + £55,500 per annum 

7.4 Should abatement be installed at a later date, the situation regarding costs/income 

from *CAMEO would revert to the position as is currently, with expenditure on 

payments to *CAMEO reverting to an income from the *CAMEO scheme. 

7.5 These costs are further impacts on the current year’s revenue budget. They may, in 
the fullness of time, be funded from Government grant, reserves, or in-year savings 
yet to be identified.  

 
 

Phase 2: Commission procurement of a new replacement cremator (with abatement) 

for direct install into crematorium building or install the temporary cremator into the 

crematorium building adding abatement at the same time. 

Commission procurement of a new replacement cremator (with abatement) for 

direct install into crematorium building; initial estimates indicate spending of £500,000 

to £750,000 for new replacement cremator, or £350,000 if the temporary cremator is 

installed permanently into the crematorium building, with abatement. 



8. PROCUREMENT ADVICE 

8.1 If cabinet approve the recommendations, it will be necessary to apply an ‘exemption’ 
from the Councils’ Constitution Part 4 (H); Contract and Procurement Procedure 
Rules, paragraph 3.1. An exemption would be subject to guidance being sought from 
the Monitoring Officer and would be on the basis of the following paragraph; 3.1.1 (2) 
An exemption is necessary because of an unforeseen event involving 
immediate risk to persons, property or significant disruption to Council 
services. The ‘significant disruption to Council services’ would be the element of the 
exemption clause relied upon. 

 

9. ENVIRONMENTAL PERMITTING ADVICE 

9.1 The Council has a duty to comply with the obligations of the Environmental 

Protection Act and the relevant process guidance note applicable to operation of a 

crematorium. These are set out in our environmental operating permit which is 

regulated by Environmental Health. 

9.2 The changes to the cremator plant, even when temporary, will require us to apply to 

Environmental Health for a permit variation. The Environmental Health Regulator will 

seek to ensure that the changes made meet the requirements of sector specific 

process guidance notes, such as emissions to air which must meet prescribed limits, 

and will transpose obligations into an environmental operating permit. 

9.3 Where any changes to a permitted activity are assessed as having a significant 

detriment in terms of environmental impact, then this may be determined by the 

regulator as a significant variation. In this case the application and determination 

process could take up to 4 months. In the meantime we would continue to operate 

under the auspices of our current environmental permit. 

9.4 Where changes to the permitted process are deemed of insignificant detriment to the 

environment, a simple variation can be made to the permit which is a much faster 

process. In any event, the process must meet the emissions standards set out in 

Process Guidance notes and operating permit. 

9.5 An application to vary the operating permit will be submitted at the earliest 

opportunity once Cabinet have approved the recommendations in this report. A  

second variation will need to be applied for when Phase 2 is implemented and the 

temporary cremator is installed into the crematorium building with abatement plant. 

To this end, our Environmental Health Regulator is already appraised of the current 

situation and of the proposals set out before Cabinet. 

 

RECOMMENDATIONS  

Please see summary section. 
 
That Cabinet consider the report and resolve to; 
 

1. Approve the purchase/lease of a temporary replacement cremator; and 



 
2. Seek a further report on the longer term solution, including the potential addition of 

abatement; and  
 

3. Approve an exemption from Contract and Procurement Procedure Rules Part 4 

(Section H) under - 3.1.1 (2) An exemption is necessary because of an unforeseen 

event involving …………significant disruption to Council services.  

 
 

FINANCIAL IMPLICATIONS 
 

These are set out throughout the report with some additional context provided below. 

Since the latest refurbishment of the crematorium was completed in 2012, the net annual 

returns to the Council, excluding recharges, are as shown in the table; 

Year 2012/13 2013/14 2014/15 2015/16 2016/17 2017/18 2018/19 2019/20 

Net 

income  

£385K £292K £272K £308K £367K £365K £315K £300K 

est. 

 

Based upon 2021 budget, the net cost of the service to the Council for a full year would be 

£473K, if no cremations were possible. Cremation income equates to 16% of the total fees 

and charges income for 2020/21.  

 

LEGAL IMPLICATIONS 
 
The duty upon the Council to meet the requirement of our operating permit and process 
guidance notes are set out in the Environmental Protection Act 1990.  
 
The duties of the Council as an employer are set out in the Health and Safety at Work Act 
1974 and regulations made thereunder and require the Council to protect the health, safety 
and welfare of its employees, so far as is reasonably practicable.  
 
Both of these regulatory regimes are pertinent to this report as the operation of the cremators 
and associated plant have given rise to challenges in respect of both health and safety and 
environmental obligations. 

 

CLIMATE CHANGE IMPLICATIONS 
 
Should Cabinet approve the recommendations set out in this report, and once both phases 
are implemented, the climate change implications will be positive. 
 
We are replacing two, old and inefficient high energy using cremators and associated 
abatement plant, with a single, new high efficiency temporary cremator. The new temporary 
cremator will use less energy (gas and electricity) because it is more efficient and is designed 
to run in continuous operation minimising the need for a lengthy pre-heat cycle when 
compared to switching between cremators 1 and 2, providing a net benefit in environmental 



impact. 
 
Whilst a temporary cremator will be operating initially without abatement for mercury, this is 
lawful provided that the Council are a contributor to the CAMEO emissions burden sharing 
scheme. Our operating permit requires specific emissions to be continuously monitored and 
commissioning of the cremator will involve a stack emissions test to be completed, to ensure 
that the cremator is operating in accordance with prescribed limits. 
 
Once the temporary cremator is installed permanently into the building with abatement, 
mercury emissions will be completely abated provided a step change in environmental 
performance as well as a revenue saving on CAMEO contributions. 
  

 

EQUALITY AND SAFEGUARDING IMPLICATIONS 
 
None as a result of this report  

 

OTHER IMPLICATIONS  
 
Subject to Cabinet/Council approval, it will be 8 to 10 weeks until we have a temporary 
cremator installed and 12 months or more before the cremator is installed permanently in the 
crematorium building and coupled to abatement plant. In the meantime, the staff at the 
crematorium will continue to commission repairs and to maintain the cremators to meet both 
health and safety and environmental regimes. This is likely to have a revenue impact on the 
budget  which cannot be quantified however, we will report and monitor any variances in 
accordance with the Councils established quarterly performance and financial monitoring 
regimes. 
  

 
CONSULTATION 
 
Consultation has been undertaken with The Leader, Deputy Leader, Finance Portfolio 
Holder and Environment Portfolio Holder, Chief Executive and Chief Finance Officer. 
 

APPENDICES 
 
None. 
 

 

BACKGROUND PAPERS 
 
No background papers as defined in Section 100D of the Local Government Act 1972 were 
used in the production of this report. 
 

 

CHRONOLOGICAL HISTORY OF THIS REPORT 
 

 
A report on this item has not been previously considered by a Council body. 

 


