Fife Council

Voids Turnkey Model
Project Manager — Barry McMurdo

Email: barry.Mcmurdo@fife.gov.uk
Mobile: 07714 139448
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Fife Councll

» 3rd largest authority in Scotland
* Varied demographic

e Over 30,000 houses

* Turnover of 2500 voids per year
* |n house delivery model
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2015 Voids Performance

 Fife had not made the step change it wanted to in
improving voids performance.

* In 2015 we were reporting an average of 47 days to turn
our voids around. Bottom quartile.

* Impacting our tenants and our revenue.

 We knew we had good staff in teams in Building
Services, Business Support and Housing Services, but
somehow the potential was not being realised.
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2015 Voids Delivery Model

« Commissioning — 7 Housing Officers. Inspecting
and specifying work to relet standard

« COT works stage — 7 Building Services
supervisors delivering work to the relet standard.

e Clerical Admin — 9 Support Assistants based in
Local Offices throughout Fife.

* Performance complacency had set in.
« Complex Voids processes from end to end.

1D
Building E]:,fe &

SSSSSS



OLD PROCESS
Component Replacement kitchen, heating & rewire was included as part of

the Void process Tenant Termination

Quality Check

Trades ?

Building Services
(Supervisor)

Component
Replacement Team A/
Housing Services Local Services
(HgMO) - - (Housing Lead » Tenant Allocation
- Officers)
A [
Specialist
| I
Contractor Support Assistant g c ea(rf;; ean
(Richardson &
Starling)

Utilities

L Quality Check

A/ L

Asbestos Specialists HNO
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Current Problems

* Relay race example.

* Gaps appear due to cross
service processes failure.

« White space stretching out
voids performance.

total length of void period
I 101 Lock on

1st Gas safety
COT: Electrical safety check, Drain down domestic and central heating system, inspect smoke detectors

Gloss livingroom door & hall radiator. Emulsion Livingroom walls and smoked damaged ceilings throughout

Orbis clean and clear

Remove hardboard on hall ceiling and make good
COT re-wiring
Orbis final clear & clean
I 101 Lock off
2nd gas safety booke
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2016 Journey to Improvement

The new Head of Housing had strong
aspirations to improve on our voids
performance and set a target of turning our
voids around within 21 days from "keys in” to
“sign up” by March 2018. A robust target
that would elevate Fife among the top
quartile in Scotland.
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Voids Project Board

* |In January 2016 a Voids Project Board was
established to scope out the strategy for
developing a new voids delivery model.

 The board members consisted of Service
Managers from Housing Services, Building
Services and Business Support.

« Tasked to deliver project in 12 weeks.
 Managers committed to weekly Board meetings.
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Project Brief

* Develop and deploy a new Turnkey Void delivery model

« Reduce void turn around from 47 days to 21 days by April 2018
* Reduce rent loss and long term voids

» Lean out existing void process and procedure

 Remove duplication and non value add activity

« “Best’” person for the job to take responsibility

« Foster a culture of performance among all stakeholders

* |mprove the customer journey

 Timescale — must be completed in 12 weeks!!!
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Project Team

* Project Manager

* Housing Services Lead Officers
 Building Services Voids Managers
« Support Services — Lead Officer

» Key staff drafted in as required

):

Building

S

ererererer



Void Stakeholders

* Housing Services staff — provide the landlord
function.

« Building Services staff — provide the expertise,
experience and resources to bring our voids up
to the relet standard.

* Business Support staff — provide the
administrative, transactional and key
communicational links among stakeholders.
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Operational Plan

« Simplify the existing complex voids processes and
procedures.

« To provide clarity to the roles and responsibilities of
stakeholders at key stages to ensure accountability and
ownership.

« Create a cultural shift among our people to focus on
performance and our customers.

* |Improve communication among all stakeholders.
* Improve the customer journey.
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Our Journey Had Begun

We now had strategic direction, a project board and
a project team and a full 12 weeks to deliver!!




Where Did We Start?

 Pimp my Void Processes.

* Brain storming sessions with key stakeholders.

* Death by working groups and sub groups.

* Bench marking visits to other performing Councils.
* |ssues log.

« Sharing best practice and ideas.

« Staff engagement throughout complete process.

« Continual planning and review.
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Pinch Points

Support Assistants currently based in Local Offices

« Bogged down with unrelated void duties

» Holiday and sickness cover

Plan — relocate SA’s to Central HUB. Hand and glove approach

Relet Standard Conflict

« Housing Officer’s specifying work above standard and challenged by
BS supervision = delay to process

Plan — remove HTO’s from process. BS Supervision commissioning
work to relet standard.7 HTO's freed up to do other work.
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Developing our Turnkey Model

Focus of new Turnkey Model processes were:

— Pre Exit Stage (improved info Mgt)

— COT Works (10 day target regardless)

— Post COT Works (new post let repair process)
— Tenancy Agreements

1D
Building E]:,fe &

SSSSSS



Pre Exit Process

Request Utilities
Default To
Preferred Supplier

Pass termination
details to Building
Services

Schedule pre-exit
inspection

Check for planned
work

Tremination
Received

Support Assistant

Support Assistant

Support Assistant

Support Assistant

Only required
for casual &
Transfer
terminations

This will inform
decisions at pre-
exit inspection re.
replacement of
component items

Add report to
folder& process
recharge
information

Identify potential
new tenant

Carryout pre-exit
inspection

Keys received

Access Officer HS CSA

Access Officer HS ‘ ‘ Support Assistant

Only required for casual &

transfer terminations. Now

includes raising COT repairs
(further repairs may be identified

at joint inspection). ° y.©
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COT Works

Carryout 1* Gas
safety check

Carry out lock
change (assess
clear-out
requirements &
feed back to BS
supervisor)

Request COT Lock
change

View with
prospective tenant

Support Assistant ‘ ‘ Joiner (MW)

‘ Access Officer HS

Lock change COT Work scope
complete .dEhverEd’ BS hand over to HS
Clear out inspected &
complete cleaned

Carryout joint COT
inspection (COT
work scope —
defined —internal
& external)

Supervisor BS Supervisor BS

This also comprises electrical
supplier visit, meter readings,
asbestos check, fumigation and
needle sweep. Visit may be a
combination of repair, property,
tenancy related issues.

)

w. | Resolve allocation
L, issues

!/ This relates to work that
cannot be fully resolved
by BS supervisor (may
include criminal
activities, needles etc.)

Access Officer HS

Supervisor BS

Raise WO to refill
water systems
(season

dependent)

. 3, U
Support Assistant ‘ ‘ Plumber MW ‘ ‘ Support Assistant ‘ ‘ Joiner MW ‘ e
es
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Refill water
systems

Instruct 101 lock

Remove 101 lock
removal




Post COT Works

Lease signed

Arrange sign up
and order post let
repairs as required

Carry out 2" gas
safety check

Hand keys to
tenant

commenced

Housing CSA Gas engineer
Management
officer
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Performance Monitoring

 All stakeholders focus on end to end void performance
rather than the individual bits they do.

« Housing Lead Officers oversee void code changes.

» Weekly Void Mgt meetings being held to resolve
problems as they arise.

» Exceptions are examined for system failure and future
Improvement.
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Challenges Overcome

» Deliver project along side a major Housing Services restructure
* Deliver project in 12 weeks

» Overcoming resistance to change

* Overcoming IT challenges

* Relocation of Support Assistants

» Changing our energy provider (SSE to Our Power)

» Getting our Electricians trained to fit smart meters

We achieved this by:

 Changing how the team worked

 Removing wasted steps

*  Building trust - shared goals

* Improving the monitoring and scrutiny

»  Giving staff the autonomy to get on with the job

Fife ®
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Improvements Achieved

What have been the benefits to organisation?

* We have reduced the number of our long term voids

* Reduced rent loss by £500k. Money available for re-investment
» Improved Void performance. Now at 26 days

« Strong governance among stakeholders

» Performance culture among staff

What have been the benefits to the individuals?

» Voids supervision and support staff working in the same location
* Improved working relationships through workshops
» Void processes simplified, clarity of roles
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Improvements Achieved cont.

What have been the benefits to our customers?
* One point of contact through the journey

* Opportunity to view property at COT stage and
be advised of work content and future planned
upgrades

 Quicker access to their new house
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Staff feedback

What had the biggest impact on improvement?

They told us:

* Working as a team to overcome issues

* Bright, buoyant new way to work

« Clear route which lets people take ownership
 We were involved throughout the process
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Outcomes and future targets

and goals

* 47 to 26 days working towards 21 days

* Further reduction in long term voids and
rent loss

» Continue to improve the customer journey
7/ HMO's able to be removed from process
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Thank You for Listening
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