Minutes of the Performance Monitoring Group Teams Meeting
Monday 8™ January 2024, 10.00am — 11.30am

Eric Shipton (ES) - Chair

- Tenant Rep Sutton

Group Malcolm Nicholls (MN) - Tenant Rep Druids Heath
Members |Jagwiga Sys (JS) - Tenant Rep Sutton
Present
Sarah Gardner (Notes) - Change Management Officer (RI)
Officers Michael O’Connor(MOC) - Senior Service Manager (Repairs)
Present Mara Shephard (MS) - Performance Team
Asha Patel (AP) -
Sam Ryan (SR) - SSM, Repairs
Katarina Fidler (KF) - Director of Operations, Fortem
Joanne Mill (JM) - General Manager, Fortem
Apologies |Stephanie Dudt (SD) - Tenant Rep Northfield
Pat Cheese (PC) - Tenant Rep Hodge Hill
Pat McCartan (PM) - Tenant Rep Hodge Hill
Salim Miah (SM) - Senior Service Manager
Item Action
1.0 Welcome and Introductions
1.1 ES welcomed everyone to the meeting.
2.0 Apologies
21 See above.
3.0 Minutes of the meeting held on the November 2023
3.1 Minutes agreed.
4.0 Matters Arising
4.1 None
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5.0

Call In - Katarina Fidler Director of Operations and
Joanne Mill, General Manager, Fortem

KF and JM introduced themselves to the PMG.

ES - Good morning and welcome to the first meeting of
the PMG for January. ES - The reason we're all here
today is because we're concerned about Fortems
performance. We are regularly seeing Reds and although
we are told that improvements are coming the
improvement seems to start and then we end up back
where we started a couple of months later. So | thank
Katarina and Jo for attending today as | think it's only fair
to give you both the opportunity to explain from your
perspective what is going on at Fortem and how poor
performance is been addressed.

KF - Thank you, chair. | would like to take this opportunity
to talk you through some of those key areas of concern
and we have a set of slides prepared to give you an
overview of the key performance across our repairs
service. The improvements we've covered so far and
some of the next steps that we are taking to drive
sustainable changes in the service.

First of all, I'd like to recognise the numerous challenges
that the Council has been facing in 2023 and that we as
contractors working alongside the Council have been
asked to prioritise. These challenges created a shifted
landscape that we've had to manage whilst keeping the
service going. So they're hugely relevant as a backdrop
to the service delivery journey that we're going to talk
about.

First of all, we've seen an unprecedented damp and
mould challenge, which has driven significant focus and
scrutiny on landlords and registered providers across the
sector from the regulator. This contributed to a significant
increase in repairs volumes which have gone up about
15% compared to previous years. This is not a BCC
specific issue and we've seen similar trends across other
housing associations and local authorities. So it's very
much a sector issue that BCC had to grapple with,
especially given its size. Secondly, we've seen additional
pressures that are being placed on the Council from the
regulator and the Ombudsman regarding the statutory
compliance and customer complaints handling, all of
which has translated to additional demands on the
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service which we've worked with the Council, alongside
Sam and Asha to address, we've also seen exacerbated
competition for resources, both direct and subcontracted
across the region. | know this has been raised by the
PMG. What's happened is some of the larger housing
associations such as Orbit and Midland Heart, are going
to market with large capital programs which has resulted
in increased competition within a resource market that's
already stretched. This has translated to some
competition with the existing contractors, which has now
been raised at senior levels in all organisations. We've
invested significantly in improving retention of our staff
and trades, but it's not been easy. We've looked at a
wholesale remuneration review and we've settled the
retention issue, but it would be wrong in not recognising
the fact that this has created a problem for us

Finally, it would be remiss of me not to mention a sector
wide challenge of post Grenfell implications, where the
capital funding across the country has been diverted to
deal with fire safety programs at the expense of planned,
maintenance and capital investment in the housing stock.
This can again be seen by an increase in repair volumes,
disrepair and litigation claims and condition of properties
handed back at void stage. The repairs service has been
under significant strain over the last year, and we've had
to make some hard decisions on how we prioritise our
resources and investment.

It's fair to say that in some of these areas we've done very
well, like mobilising a new damp and mould service with
fantastic feedback from residents and the city officers
alike, as well as mobilising additional resources to
accelerate the electrical compliance commitments made
to the regulator. However some areas have been more
challenging and have taken more time and resources,
such as voids, repairs and complaints. KF — so now | will
hand over to Jo.

JM - So | echo everything that Kat has said from an
operational perspective I've seen first-hand the
challenges that both BCC and Fortem have endured.

The mass increase in receipt volumes has put significant
strain on our resources to an amount that we weren't
expecting and although we've responded to that, the
difficulty with recruitment did create a bit of a delay and |
know that that has added pressure to teams on both sides
of the partnership. Whilst we managed to fill in those gaps

OFFICIAL




that we weren't fully expecting to need to do so at such
short notice.

In response we've gone through a substantial amount of
investment in this service in 2023 and 2024. In addition
to our previous tender we have now recruited 16
additional staff members. That is a substantial change to
what we expected to need to manage the service, but we
recognise the drive and the need for improvement
because of all the challenges that cuts already mentioned
in terms of changing environment, changing expectations
from both customer ombudsman, maladministration, and
government intervention, all of these things have had a
significant impact and we have tried to recruit new roles
in new positions to fill those gaps.

We've also increased our trade resource on the repair
service by 20 trades in order to focus purely on the aged
stock and the BCC drive for reducing the overdue. We've
done this because we recognise there are customers
waiting, which is directly impacting the complaints and
pulling on everyone's time and causing reputational
damage for both sides.

JM - So our current position. We're currently at 5,685 total
WIP of this overdue at the moment is standing at 998. We
have set new targets in the team to focus on clearing the
overdue whip. That is what we've committed to with BCC
and we've also agreed to weekly meetings to be more
transparent in the movement.

There's always a slight delay between recruitment
training and inducting to when you start to feel a slight
difference. It's just a testament to the volume that the
numbers on the surface don't change immediately, but
hopefully by the graph you can see the trend is that we've
not been sitting or resting on our laurels.

There was a very small period in early part of 2023 where
we weren't sure if the spike in repairs were an anomaly.
When we realised it wasn't changing, we started
recruiting and that trend started going up and has
continued to go up.

We've put in almost a brand-new repairs team in the last
two months that has been caused by two problems.
There has been a bit of a recruitment power vacuum
created between us, Midland Heart and Equans. We had
a two-month period where we had flags to BCC that we
had 19 offers of employment made to our management
staff from EQUANS in the space of eight to 10 weeks.
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So it was a very, very difficult time for us we found it hard
to retain staff as it was. We also had an awful lot of
performance management issues with teams to get the
improvements we needed. So that means we have
almost a brand new repairs team, all of whom are
bringing with them their own ideas and new ways of doing
things so the foundations are far stronger and we are
using this opportunity to refresh our previous values and
behaviours and commitments in terms of how we deal
with cancellations, how we're dealing with customers on
site just to reduce some of those pain points that we know
that you're feeling as well as we are.

| also want to mention damp and mould, for a short
period this was a bit of a distraction for our service. In
response we did resource a damp and mould team fairly
quickly, but this moved focus away from our repairs
service. The customer response to this new team has
been far greater than we expected. We get very publicly
made compliments for both BCC and Fortem in the
change in approach and the change in work and the
quality and the speed of response. So that has been a
really good news story for us and BCC.

Moving on to complaints, this has been really energy
consuming for both partners as the increase of receipts
has happened, customer expectations has increased and
along with that increase, we have seen an increase in
queries, feedback and complaints which has put a
resource strain on the contracting service so quickly and
unexpectedly and it was difficult for to respond as quickly
as we needed to as we did not have the resource in place.
This created some backlogs across our service and that's
taken some time to improve. | know that BCC has also
gone through mass recruitment in this area to try and
address the volume and to do things somewhat
differently and more coherently. We are in that same
battle, and we have just fully resourced our new customer
service team, which has taken some time for us, but it is
showing real improvements and strides in the service and
giving us a more transparent view on what the problem
is. Previously it was always a running churn, we were
never on top of it. Therefore we have completely
restructured the way we approach customer service in
this branch in a way that we have never done. We have
pulled together those two functions into one singular
focus team and we have also doubled the size of the
people that we have on the ground dealing with this
service. This now means that we have a much better way
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of collating our feedback. There's much stronger
learning.

We track our actions, and we hold work streams to
account. This has taken a lot of unpicking. As we're
dealing with six years of routine and behaviour.

However in terms of voids, this has been the toughest
journey, and certainly since I've taken on the contract
back in 2022, | would say this team for us and potentially
for yourselves at BCC have been through the biggest
hardship it is probably not a surprise to you that BCC are
investing quite heavily in their property portfolio and the
decent home standard is getting an awful lot of focus, we
are anticipating this dramatically improving some of the
property conditions that we are coming across on the void
service and have been coming across for the last year
that work amounts and volume has increased fairly
significantly for us in that team.

Not to mention there has been a substantial change in
the last 12 to 18 months in how the quality is being
managed and where we acknowledge that we had six
years between both partnerships, the quality was not at
the expectation level that it should have been. We had to
unpick over the last 12 months the trades team and a
supply chain team that had been used to handing over
voids of a certain standard for many, many years, and
now we're being asked to hand over an enhanced
standard in their view, albeit to the same document that
we should have been working to previously. This is
substantial for us, and we had a lot of pushbacks. We had
a lot of delay; we had an awful lot of backlogs of voids
and that backlog being returned. This created 6 to 10
months of real pain in our service and yours because we
now found ourselves in a position where what we were
handing over previously was no longer accepted. We
aligned with BCC on that, and we bought into that, and
we've engaged with that, but getting a supply chain and
getting trades who have been working on it for many,
many years to adapt to that change has been a lot more
challenging than we expected and that came with some
retention issues.

So I'm going to be completely honest with you guys. We
really struggled as we were performance managing
people who would not come on the journey with us or
could not make the improvements that both you and we
needed. We lost staff and management. We now have
almost an entirely brand-new voids team. We refreshed
the entire team and the reason we made that investment

OFFICIAL




is because we recognise that the change needed was
substantial. But | also recognised in doing that and
making that decision, there was going to be a delay and
there was no way of me expediting that for you without
just doing a plaster repair and being back in this position
in another year. So we made the conscious decision to
invest and make a full change. Take the pain. Do our best
to run the service and continue to make the
improvements that we needed to whilst doing that, but
that did prove challenging for us.

We are now going to review the trade resource. We have
increased the trade resource in the team. We have also
moved some of the capital works in-house. This has been
a very positive change for us and BCC in terms of we
listen to the feedback that the turnaround times are being
largely hampered by the supply chain and the voids
delivered, it has taken some time to get the right people
to deliver the quality with the property being in the
condition that it is, there's also some existing behaviours
we're trying to address in terms of productivity, but we are
full steam ahead with that and today we have the largest
amount of resource I've had in the voids team since |
started and I'm very confident in the resource that we
have. So | believe in the quality of the people we have
and we are starting to see some green shoots in this, but
| fully appreciate it's taking some time and that has been
very frustrating for BCC. It's very frustrating for us as
leaders. However | am very confident in 2024, we're
going be able to make some substantial wins here now
that we've gone through the pain of 2023 and rebuilt the
team.

Lastly, | want to talk about retention and recruitment, |
picked this to focus on because | saw in some of the
feedback this was a concern. We have always had a very
positive retention in Birmingham .We've had people on
the contract for a long time. We don't tend to see a lot of
trade movement. However we have struggled in 2023 we
have largely lost staff on performance management.

So on one hand, you could see that as a positive because
we're trying to drive change. We hoped that we would be
able to retain as many people as we could, but with a
drive and an expectation of higher quality and higher
delivery from BCC and ourselves, we accepted going into
that push there would be some loss. What | didn't quite
fully expect was the difficulty in recruiting new people of
the right calibre in the recruitment vacuum that we've
talked about in the Midlands. That has been difficult, and
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we have recruited people fairly quickly and then found
that they either left within a week or two or they were not
of the right quality and calibre, and they weren’t kept on.
We have to be fair to our teams on the contracting side.
We were in what we thought was our final year of this
contract and that always brings with it an awful lot of
unrest in the staff you have. It becomes a daily battle to
keep them engaged, to keep them positive, to keep them
believing that this is going to continue and that they don't
have any kind of employment stability to be concerned
about that is difficult and we did our best to improve and
increase engagement during that time.

| would be remiss to not say that the vast amount of BCC
media coverage has definitely left some of our teams
feeling a little bit concerned in terms of the future for both
BCC and Fortem. | wouldn't say that there was anything
particularly that Fortem had done or not done, or BCC
had done or not done that caused that. | feel like these
were environmental factors that we couldn't have seen
coming, and we've all responded as quickly as we can,
and we have seen a massive improvement in the last few
months. We've recruited some senior managers now that
are of the right calibre and the collaboration between both
us and BCC has improved add to that, we've also now
been given a recruitment specialist specific to our branch
and that has helped us with the remaining vacancies.
This is a big change for us and that extra investment into
the team and to your service will make a big difference.

ES - Well, thank you very much. That was a very
comprehensive report, and it puts things in a much more
positive light moving forward. The realisation is that there
has been a problem. The problem needs fixing, and your
efforts to fix it. A vey positive report.

ES - Could | ask, do you take on apprentices?

JM - Yes, we have a high volume of apprentices. | have
25 at the moment and we take on four to five every year.

ES - What are the main problems with the voids? Is it the
state of the properties when you collect them all or what?
JM - | say it's both. If I'm being completely fair, the
conditions of the property are poor. | think everyone
would accept that due to the lack of investment in the
Decent home standard, voids tend to be where we pick
up those issues. So the work volume has increased, but
on the flip side of that, there was also a period of
behaviour, | think that had been ingrained over six years
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on our side in terms of trades and what voids were being
accepted back then that aren't being accepted now. So |
think there's been a substantial need to change how we
look at voids, the quality that's acceptable and it's taking
a long time to really bed in and we're starting to see that
change now.

ES - OK. Thank you.

ES - When you advertise for trades, do you do you always
advertise for more than you need? Because there's
always a drop out, isn't there when people sign up.

JM - You're absolutely right. So that is exactly what
happens. We made a decision on about 6-7 months ago
after realising the issue and we now have live trade
positions that we keep running throughout the year. So
we don't necessarily put that we need 5 carpenters, we'll
put that we need carpenters continuously and that allows
us to get a run rate of constant CV's arriving through the
door. We've taken a much assertive approach to our
recruitment in the last three to four months, which is new
for us in terms of trades. We now go actively looking for
trades as opposed to simply putting out the advert doing
a marketing campaign and waiting for them to come to us
because we appreciate the demanding environment.
We've also fully reviewed our packages and now our
Birmingham branch team are now higher paid than any
branch in Fortem because we recognise that the
Midlands are now requiring that level of investment. ES —
OK thank you.

MN - discussed an ongoing repair issue and the poor
service provided by Fortem contractors. MN described
how the struggle to resolve the problem left him upset and
increasingly frustrated with the repairs operatives sent
out who couldn’t fix the problem. JM - Firstly, thank you
very much for sharing that. This is a horrific example of
very poor service on our part and absolutely the kind of
feedback that | am starting to look at myself now and
there is no question in my mind that we need to get to a
stage where our first-time fix is a quality repair. | would
rather send the right person the first time and do an actual
fix even if that means a knock-on effect to someone that
is booked in afterwards when | get one customer fully
complete, who feels that they've had a valued service, |
would favour that any time. MN you aren't the only
example | want to be completely transparent having done
a review of this over the last three months, | know there
are other people that have suffered the way you have.
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6.0

It's not acceptable

It is being taken very seriously by us now and part of
renewing and refreshing our repairs team and bringing in
brand new people is so that we can start making these
changes for you. If you do still have an issue, please send
the details to SG so she can share them with me. | will
personally make sure that we rectify this issue for you.
This is your home, and you deserve for your home to be
looked after and so if we failed in that, I'm sorry.

ES — If there are no other questions thank you all for your
time and your report and good luck with the future.

AP — | just wanted to say thank you for the support that
the PMG offer us in challenging our contractors and the
service. Its an important part of our improvement journey.
So you know, we have got this on our radar from a senior
perspective Eric and Wayne has also got the same
concerns about the complaints, the whip, voids etc. | can
give you the management assurance that Wayne and |
are working with Fortem on getting the service improved
through all the challenges as it's not acceptable that we
should be in this situation, and we all recognise that. ES
— Thank you. SG - Many thanks for your time, Asha,
Katrina and Jo. AP - If you want us again, Sarah, then
just let us let us know we're all more than happy to come
again. JM - Yes, please do make contact Sarah. Kat and
| have made a very firm agreement taking on this contract
that we're going to be very transparent with BCC. Thank
you everyone for your time really appreciate it.

PMG Report — November 2023

e The number of evictions — 13 in Oct and 18 in Nov

e The amount of money collected from ex tenants
£98,895 in Oct falling to £65,434 in Nov. ES — This
is not surprising you'd expect this to drop this time
of year.

e The number of people waiting for a one bed
property 5,423 in Oct rising to 5,461 in Nov.

e The number of transfer applicants on the waiting
list due to overcrowding was 3,142 in Oct going up
to 3,152 in Nov.
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6.1

Careline calls — 17,261 in Oct going up to 17,737
in Nov.

Grass Cutting — End of Season
Lifts — all Green.

Average Days Void Turnaround — (excludes major
works) - 33.2 days in Oct dropping to 21.5 days in
Nov (Green) ES - This is a magnificent
improvement.

Average Days Turnaround — (major works only)
RED 81.7 days in Oct, dropping to 60.5 days in
Nov. Although still over target this figure is an
improvement on  previous months and
performance is going in the right direction.

HLB Estate Walkabout —10 for Oct and Nov. 104
YTD. ES was very concerned about the lack of
walkabouts taking place. SG commented that the
commentary explains that a lot of walkabouts are
not taking place due to HLBs not having enough
active/mobile HLB Members. ES — questioned
how the walkabouts are publicised. SG
commented that dates are mutually agreed
between the TPO and HLB Members. ES — Yes, |
believe it's the TPO announcing they're going to
do walkabout and sorting out the people who are
going to do it, but it seems in some areas nothing
at all is happening and it's the same report month
after month. SG — as it says in the report, age and
mobility is stopping a lot of HLB members
participating unfortunately. ES - moving forward
we are supposed to be improving everything, but
we're starting from a position where half of it is
broken anyway. ES — on the plus, if we change the
HLBs to CIB based on districts, I'll certainly get
more people involved. we are taking in new
tenants. the tenancies are still moving around. You
know, the young, still move in with the old it's just
getting those people to want to do the walkabouts.
MN — I'm concerned we won'’t be doing walkabouts
in the new structure? SG — That’s not the case
Malcolm, walkabouts will always be a key part of
the Engagement Strategy. In fact we want to use
this as an opportunity to relaunch the walkabouts
to get more tenants involved not just HLB
members. Walkabouts will be promoted more
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7.0

widely using social media and the website.
Furthermore, with the added scrutiny coming from
the regulator and the SHB walkabouts have
become more important than ever as a tool to
monitor neighbourhood improvements as well as
a tool for communicating and involving tenants in
co-regulation and improving neighbourhoods. In
terms of monitoring , more emphasis will also be
placed on recording and analysing feedback from
the walkabouts to provide greater customer insight
as well as highlight problem areas to improve the
housing service. So in terms of the detail that's
discussed on a walkabout it will all be shared with
the CIB. In fact under the new structure there will
be far more monitoring and data recording and
many systems have already been set up to
enhance the customer journey. We will also have
to provide reports to the Ombudsman , who will
want to see to see all the data from these
walkabouts. So the information that we collect will
be of utmost.

A and M Report- Oct and Nov 2023

% of Right to Repair Jobs: All Green Oct and
Nov apart from Fortem 69.1% (Oct) rising to
92.0% in Nov (Amber) ES — This is a great
improvement, and they are close to going to
Green.

% of gas servicing completed against period
profile: — All Green — Oct and Nov

We will respond to emergency repairs in 2
hours — Oct and Nov — all Green. Apart from
Fortem 97.3% (Amber) in Oct rising to 97.9% in
Nov (Amber) ES — Although still Amber it is
positive that performance is going in the right
direction. ES — Mike how did the contractors do
this winter? MOC - Certainly on the areas I'm
dealing with, there hasn't been any major
problems but we're not really getting into the real
cold weather, yet it's been more rain and wind, but
hopefully the contractors are ready for it and so
far, it's been OK. ES - | think it's important to keep
monitoring performance to see if there's a trend
developing, so we see it as soon as possible.
MOC - Yeah, | haven't noticed anything, certainly
on the Equans contract that | deal with there's
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been a few issues with the gas side of things, but
they seem to be fairly on top of most things.
ES — Ok thanks Mike.

We will resolve routine repairs within 30 days
July — Oct — All Green apart from Fortem (red)
83% but All Green in Nov ES - that's a brilliant
improvement, Mike, really good.

Customer Satisfaction - All Green.

Work Orders Completed within Timescale — All
Green for Oct and Nov apart from Fortem 73.2%
(RED) in Oct but performance improved to 89.6%
Amber for Nov.

SIN - 0 Sins

Safety Sin - 0 Sins

Appointments Made — All Green — Oct and Nov
Appointments Kept — All Green — Oct and Nov

Emergency Repairs 2 hours (gas) Oct — All
Green apart from Fortem 93.4% (RED) Nov - all
Green apart from Equans Central Amber (97.9%)
ES — That’s a surprise! Hopefully by next month
they’ll bounce back. Fortems improvement is
good.

Emergency Repairs 2 hours (repairs) —All
Green — Oct - All Green. Nov — all Green apart
from Fortem (97.3%) Amber

Works in Progress (over 30 days) — citywide —
Oct 887 rising to 1,120 (Nov) Equans whip has
reduced for all areas and Fortems has risen from
788 in Oct to 1,063 in Nov.

Reasons for Initial Customer Dissatisfaction:
17 in Oct and 9 in Nov

Contractor by Area (summary sheet) ES -
Mostly green apart from Fortem with just a few
Ambers. SG- Like you said Eric, it's more or less
greens with a smidge of amber. ES — Yes and
they're only a few percent out aren't they. It's not
huge and when you set that against the volume of
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8.0

works that are being done, it's insignificant. If you
actually look at the figures, it's astounding. | can’t
think of any line up with other big companies out
there who would perform this well. ES - the last
12 months have been really difficult for Fortem but
the changes they have put in place, from the
figures, now seem to be paying off also the
demand and the volume of work has just doubled
if not tripled since the start of the contracts and
staff retention has been a big problem. However |
think moving forward, they are getting back on
track. ES — Jo also mentioned about the damp
which has been a significant issue too. ES - It's put
more pressure on contractors to resolve the damp
issues and therefore work timescales have
increased significantly as this is a priority. SG — |
agree FEric there have been mitigating
circumstances that have been out of their control
and that has significantly impacted upon
performance, but they do appear to have made
great strides in turning the organisation around
which is highly commendable.

ASB Focus Group Performance — Nov 2023

e SG stated ASB cases were 304 in Nov. This is in
comparison to 348 in Oct.

e Figures by Housing Hub.

Nov
o South 126
o C North 139
o East 75

e According to the data there were 975 active ASB
cases for Nov.

e Top 3 Issues for Nov are— Intimidating/Threating
or Aggressive Behaviour — 237 cases, Domestic
Noise 227 cases, Harassment — 130

e DA figure for Nov - 65
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e 606 Supervisor case reviews for Nov

e 398 action plans agreed for Nov.
AOB

None

Date of Next Meeting

Monday 5" February 2024 10-11.30m, PMG Teams
Meeting.

Please note meeting invites have already been sent.

8* January-10-11.30am
5% February 10-11.30am
4" March 10-11.30am

8™ April 10-11.30am

13" May 10-11.30am

3 June 10-11.30am

8" July 10-11.30am

9" September 10-11.30am
7" October 10-11.30am
4" November 10-11.30am
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