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2012 PPC/TPC AWARDS SUBMISSION
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This is a joint submission from Origin Housing, Gilmartins and echelon Consultancy.

The project that we are putting forward is for the Origin Housing Repairs and Voids
Contract that has recently been awarded to Gilmartins and utilises a bespoke form of
TPC2005 Term Partnering Contract (amended 2008) for an initial period of 5 years with
options for Origin to extend the term for a period of up to a further 5 years, subject to
satisfactory performance by the service provider against agreed Key Performance
Indicators.

The value of the contract is circa £3m per annum for repairs and voids, there is an option
to add up to a further £5m per annum from the third year of the contract based on
performance. Therefore, the potential overall value of the contract is £70million.

We have provided an overview of each of the three key stages of the process to date
(scoping, procurement and mobilisation) that we believe detail the innovative approach
that Origin have undertaken in developing this contract.

Throughout the process there has been a dedicated Project Group, consisting origin,
echelon and Trowers representatives and Residents that have been involved in the key
decision making at all stages.

The key reasons we believe this process should be considered for an award are as
follows:

e Procurement process that has delivered all clients’ objectives (to time and
budget)

High levels of stakeholder engagement at all stages

Flexibility within procurement model to add scope and services

Use of TPC2005 Contract for development of wholly owned subsidiary

Use of ‘lean’ Competitive Dialogue process to drive service model

Development of Price per property model driven by dialogue

Mobilisation process

The stakeholders to the project selected the Term Partnering TPC2005 amended 2008
(the Contract) as we felt it would deliver the following:

e establish a positive relationship of mutual trust and a full understanding of the
aims, objectives and requirements of Origin and its customers and the
reasonable expectations of the Service Provider and Specialist sub-contractors
and suppliers;

e achieve innovation, greater efficiency and reduced waste by means of
collaborative working;
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e attract Service Provider and Specialist subcontractors/supplier investment in, and
commitment to, longer term relationships;

e achieve measurable continuous improvement of all team members demonstrated
by reference to agreed KPls;

e resolve problems and avoid disputes by partnered processes using transparent
and co-operative exchange of information, an Early Warning System, Core
Group review and a Problem Solving Hierarchy; and

e achieve Origin's stated visions, values, aims and objectives in relation to the
Programme as set out in this ISDS.

It was a priority for Origin is to establish effective working relationships with
organisation(s) who will work on a proactive and collaborative basis, with Origin and
other service providers, in order to maximise the efficient delivery of the Programme with
minimum disruption to tenants and residents.

2.0

Scoping

2.1

2.2

2.3

2.4

Origin appointed Trowers and Hamlin as their legal advisers and echelon consultancy as
their procurement advisers in July 2011 to assist in the re-procurement of the repairs
and voids service

The first piece of work was to review how the service was currently being delivered and
to identify the needs and aspirations of the stakeholders to the contract going forward.

The scoping involved the following outputs:

¢ Benchmarking service — we undertook a detailed analysis of the current levels
of service and the cost of delivering this service to Origin

* Resident Engagement — a series of workshops were held with Residents (as
the end users of the service) to identify the strengths and weaknesses with the
current service provision and also their aspirations for the service going forward

¢ Internal Stakeholder Workshop — a workshop was held with representatives
from all the internal stakeholder groups (asset management, finance, housing, IT,
etc.) to identify the strengths and weaknesses with the current service provision
and also their aspirations for the service going forward

¢ Delivery models — the various events also reviewed the options open in relation
to commercial models (such as Price per property and JV’s/subsidiaries) for
consideration.

On completion of these initial scoping events a detailed improvement action plan was
developed that captured all the service improvements identified with a detailed process
how they would be delivered through the procurements exercise. In all, 47 specific
improvements were identified and all have been delivered through the procurement
process.
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Picture 1 — Origin Workshop

2.5  The final output of the scoping stage was a procurement options report that set out the
options to Origin the various options open them to deliver their aspirations. The report
made the following key recommendations:

e Use of TPC2005 Contract — this was felt to be the best contract to deliver the
identified objectives

e Consideration of wholly owned subsidiary model — the option for Origin to convert
the delivery to a WoS after the first year using the WoS model developed by
Trowers and Hamlins

e Hybrid cost model — use of a hybrid model to move away from traditional
schedule of rates

¢ Use of Competitive Dialogue process — given the level of change proposed within
the procurement exercise it was felt that CD would deliver the best opportunity to
develop a bespoke solution for Origin

2.6 The report was presented to the Board of Origin Housing and unanimously approved.
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\ 3.0  Procurement

3.1 Following the approval of the Board to utilise a Competitive Dialogue process the
following procurement structure was adopted for the project:

Orlglng;usmc ‘ echelon Competitive Dialogue Process !

echelon

echelon Awarded Scoping Meeting Hearts and Minds OJEu Notice Posted
Contract by Client Workshop

Bldders Day ISDS [invitation to
submil delailed
solulions)

PQQ (Pre-quaimication
Questionnaire)

{Approx & Tenderers)

ISDS Evaluations Shortlist Dialogue Stage Dialogue Review

{Approx 3 Tenderers) -

BAFOReport BAFO Evaluatiocn Issue BAFO Prepare BAFO(Best

and Final Offer) or IFT
- — (nvitation for Final

lender)

Standstill Period ContractAward Mobilisation Stage Start on Site

3.2 The OJEU Notice was placed for the contract in September 2011 and a total of 25 PQQs
were received and evaluated by a panel of mixed stakeholders (i.e. technical staff paired

with Residents) and 6 bidders were selected to submit an initial detailed solution (ISDS)
for how they would deliver the service.

3.3  The key elements within the initial ISDS were devised to draw out the objectives for
Origin in the delivery of the service and to ascertain how bidders would be able to

develop a service that would fully meet these requirements and bidders were asked to
provide 11 proposals as follows:

Proposal 1 — Delivery of Repairs and Voids

Proposal 2 — Resident Involvement

Proposal 3 — Information Services

Proposal 4 - Partnering Contract and Wholly Owned Subsidiary
- Part 1 - Partnering Contract
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- Part 2 - Wholly Owned Subsidiary

Proposal 5 — Cost Control and Price Framework

Proposal 6 — People and Leadership

Proposal 7 — Planned Works

Proposal 8 — Health and Safety

Proposal 9 — Contract Documents

Proposal 10 — KPI Statement of Acceptance

Proposal 11 - TUPE

The submitted proposals were evaluated by specific stakeholder groups with
responsibility for the area of the service covered in the proposal. For example, the
Information Services proposal was evaluated by Origin’s ICT representatives with
technical support from echelon. Following this process 3 bidders were selected to enter
the Competitive Dialogue stage.

Origin were quite wary of the use of Competitive Dialogue (CD) as its reputation was that
was that it could be long-winded and expensive without adding any true value. Prior to
the commencement of the process the group developed a ‘lean’ approach to CD that
focussed just on the key elements of the service in short, sharp focussed sessions of
two hours each. In all 8 sessions were held with each bidder (a total commitment of only
16 hours per bidder) and it was felt these sessions delivered real value by just focussing
on the key issues.

As a result of the CD process numerous changes were made to the service delivery
model, including the following:

¢ Introduction of Price per Property — introduction of a fixed price per property
model

e Reconfiguration of call centre — resource scheduled from Service Provider
within Origin call centre

e Co-location — agreement that the service will co-locate

e WoS — amendments to model and agreement that Origin can adapt to this model
in year 2

Once these changes had been made the 3 bidders were requested to submit a ‘Best and
Final Offer and these submissions were scored by the same panels as the ISDS.
Following this process Gilmartins were awarded the contract in June 2012.
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4.1 Following the selection of Gilmartin as Origin’s preferred Partners for the Repairs and
Voids contract, an initial mobilisation workshop was held on the 2™ July that acted as the
lead event for the development of the Partnership between the two organisations that
was facilitated by echelon.

4.2 The primary function of the workshop was the development of a series of mutual
objectives, sub groups and to ensure that the mobilisation period (02/07/12 — 01/10/12)
would be fully utilised to deliver all parties aspirations.

4.3  This was the first meeting of the two Partners in the context of the new contract and as
well as developing a detailed action plan for the implementation phase another key
output was the integration of the implementation team.

4.4  The key outputs of the workshop were as follows:

¢ Development of Mutual Objectives for the Project
¢ Development of ‘Implementation Core Group’, including defined membership and
meeting dates
e Development of initial Implementation Plan
Development of 4 sub-groups to take ownership of the Plan
¢ |dentification of 15 key risks to achieving implementation
4.5 The structure for the mobilisation process was as follows:
Strategic Core Group
Implementation & Ongoing Contract Management
Operations Communications Commercial IT
Sub Group Sub Group Sub Group Sub Group
4.6 As well as focussing on delivering the contract operationally there have also been

several specific training sessions with all staff and residents (joint training with Gilmartins
staff) prior to the service going live, including the following:

e Contract training — specific training on the roles of the various parties to the
contract including how the contract deals with payments,

e Strategic Core Group — development of the Strategic Core Group through a
joint training session and development of bespoke terms of reference

e PPP/PPV — specific training has taken place to ensure all parties understand how
the new model operates
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e Process Mapping — a series of workshops have been held to develop jointly
owned process maps for all key elements of the service (including appointments,
voids, etc.)

5.0

Future

5.1

5.2

5.3

5.4

5.5

5.6

At the present time the contract is approaching its commencement date (1* October)
and all the milestones and objectives set out in the mobilisation plan have been met.

Following the go-live date the Core Group will meet monthly for the first 3 months of the
contract, then bi-monthly and then quarterly and will continue to take a strategic
overview of how the contract is being delivered as well as taking their responsibilities
under TPC2005 (2008),

During the first year a decision will be made by Origin whether the wholly owned
subsidiary model will be adopted from year 2 through the establishing of a wholly owned
subsidiary to provide labour for the Term Programme.

If the Subsidiary Model is agreed and adopted by Origin and Gilmartins, all Gilmartin's
employees and operatives who are currently engaged on the Term Programme would
transfer their employment to the Subsidiary, who would become their legal employer. As
this employment transfer would be subject to the TUPE and pensions regulations, any
Gilmartin employees transferring their employment to the Subsidiary would be likely to
be able to retain their current terms and conditions of employment and their existing
pension’s rights.

Under this model, the existing Contract would continue, and Gilmartins would continue to
warrant the performance of the Term Programme. Gilmartins will be incentivised to use
the Subsidiary employees to deliver the Term Programme, and would be responsible for
the day-to-day management of the Subsidiary employees.

Origin, Gilmartins and the Subsidiary would also enter into a separate form of TPC2005
Term Partnering Contract (which was provided as part of the procurement process and
discussed during the CD process) under which the Subsidiary would agree to supply
sufficient labour force to Origin to deliver the Term Programme, and Gilmartins would
agree to manage the Subsidiary employees.
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