XMBRACE

Driving efficiencies with scheduling — are KPIs
useful?

Performance in housing repairs is always being
measured and compared, with KPIs coming and going
like the seasons. Anecdotally, most people within the
Industry are sceptical about the value of these
measures for comparison purposes but are they useful
for driving improvement within the organisation? In this
presentation Richard will identify indicators and trends
common to the most effective organisations and
suggest which areas should be targeted to achieve the
greatest results.
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Performance Improvement Measures
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« APPOINTMENTS MADE AND KEPT
 FIRST TIME FIX

« JOBS PER DAY

« TURN AROUND TIME

* Emergencies
» Carded COPTI-TIME
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.

 They came when they said they would
 They fixed it when they turned up

e | didn’t have to walit long for my appointment
* The service provided is good value for money



'es with business performance %
CE

measures

e Average cost per property

— Treatment of overheads and other costs
— Emphasis on revenue / profit versus costs

e Customer satisfaction
— Quantification of customer satisfaction
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‘Aeasures S e

Metric Worst Best
— |

Made & Kept 85% 100%
Emergencies 40% 2%

Carded 20% 2%
First Time fix 60% 99%
Jobs per day 2 6
per operative
Turnaround 17 days 4 days

time




l!es with comparison XMBRACE

N

e Work mix
 Geographical spread

e Quality of housing stock

« Nature of organisation / contract
 Different treatment of numbers



Appointments



Scheduling in the Call Centre

B

e Diagnosis

e Customer profile

e Priority

o Geography

% loaded

« Appropriate type of appointment slot

* % appointed

XMBRACE
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* For each visit we agree the time window within which we
will turn up

— We make the agreement when the customer rings or if it is
a follow on whilst the operative is on site

— If we turn up at a different time from the time agreed we
fail
— If we delay an appointment we fall

— We believe that we can turn up at any time within the
appointment window but we may need to carry on after the
end of the appointment window

— If we re-arrange the appointment by bringing it forward we
need to check the tenant really is OK with this

COPTI-TIME



‘ess ISsues XEB(R‘HCE

o Offer flexible range of appointments

e Record any appointments moved after initial
appointment

e Accurate Diary Completion Status

 Reviewing of diaries to ensure appointments are
not missed

* Ring before appointment is missed
e Record any missed appointments not rung thru

COPTI-TIME



ointments Made and Kept ,}B(RME

« Appointments Made

— Appointments made whilst tenant on phone
— Appointments made while operative is on site

* % appointments kept

— Brought forward with tenant’s approval

— Delayed without tenant’s approval

— Kept but completed outside the end of the planning window
— Started early

* 9% missed impact on customer

— Informed tenant in advance
— Unable to get hold of tenant before missed

COPTI-TIME



at are the implications of a fully

a!ointed schedule? e e

You can’t easily move work between dates

Therefore your forward schedule becomes a
“fixed plan”

How you load you schedule i1s a major factor in
determining your business measures

The average time allowed per job is critical so
you need to review your planned job times




at are the implications of

agointed schedule?

e Simple example

afully ¢

XMBRACE

— 4 operatives plan to work 8 hours per day (32

hours per day)
— Assume 1 hour per day Is trave
— If average job time allowed = 1

time
nour then the

minimum number of jobs is 28 (
your maximum jobs)

put 28 Is also



' XMBRACE
Di
* Detailed diagnosis or summary level diagnosis

e Diagnosis v. completion recording

e Factors increasing importance of diagnosis
— Work mix
— Geography

e Cultural impact of detailed diagnosis

nosing the call



RESOURBE 4

ESOURCE 1 RESOURCE 2 RESOURCE 3
Sebd-B-R-A-CH
JOB 8 JOB 22
JOB 1 JOB 9 JOB 15
3082 JOB 10
JOB 23
JOB 11 JOB 16
JOB 3 JOB 17 JOB 24
JOB 12
JOB 18 JOB 25
JOB 4
JOB5 JOB 13 JOB 19 JOB 26
JOB 20
JOB 6
JOB 27
JOB 7 JOB 14
JOB 21 JOB 28
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@ L |T Rkt . tesco. comjgroceries/delivery/def ault. asp:
File Edit W%iew Favarites Tools Help
sfi Favorites | t‘% ﬁ Suggested Sites + m Free Hotmail E Gett

I Checkout - Please select one of the available delivery .. -"-'

fi- -2 & -

Page ~ Safety ~ Toals - 0-

»

What time would you like your delivery?

Please select a delivery slot from the calendar.
Please select a delivery slot.

Apr23-29 Apr 30 - May & May 7-13
Fri Sat Sun Mon Tue Wed Thu
2370 ppr | 24t apr | 28t Apr | 26th Apr | 27t Apr | 28th Apr 20th Apr )

09:00 - 11:00 £6.00 £5.00 £4.00 £4.00 £5.00
We can reserve your
selected delivery slot for 2

10:00 - 12:00 £6.00 £5.00 £4.00 £a.00 £5.00 i &
hours. This should give
you plenty of time to do

11:00 - 13:00 £550 | £550 £450 £350 | £350 £450 your shopping and get the
delivery slot that you want.

12:00 - 14:00 £5.50 £3.50 £4.50 £3.50 £3.50 £4.50
About our gervice charge

13:00 - 15:00 £5.50 £5.50 £4.50 £3.50 £350 £4.50

14:00 - 16:00 £5.50 £5.50 L2850 £3.50 £3.50 L2850

15:00 - 17:00 £5.50 £4.50 £3.50 £3.50 £4.50

16:00 - 18:00 £5.50 £4.50 £3.50 £3.50 £4.50

47:00 - 19:00 £5.50 £250 £3.50 £350 £250

18:00 - 20:00 £5.50 L2850 £3.50 £3.50 L2850

19:00 - 21:00 £4.50 £3.50 £3.50 £4.50

20:00 - 22:00 £4.00 £3.00 £3.00 £4.00

21:00 - 23:00 £4.00 £3.00 £3.00 £4.00

Apr23-29 Apr30-May & May7-13

A Green delivery slot
Unavailable slot
Please note
when booking your delivery slot, please remember that someone overthe age of 18 must

be available at the delivery address for the two hour delivery slot to receive your grocery
order.

Delivery Instructions:

Enter any information you would like the delivery driver to know when delivering your order e.g. information on how to find

Frozen Food

Haagen-Dazs £1.
Strawberry Cheesecake
S00MI

Total Clubcard points 2
£0.00
£1.99

Total MultiBuy savings

Guide price (1 items)

| View fullbasket |

Information on Guide Price
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Appointments via the Web



Emergencies



Emergencies

« Commercial policies
e Call centre policy
e Tenant vulnerability

e Variation in demand (record % emergencies
over time)



Variability of factors over time

40%

20%

Time



RESOURCE 1 RESOURCE 2 RESOURCE 3 RESOURCE 4

JOB 8 JOB 22
JOB 1 JOB 9 JOB 15
3082 JOB 10
JOB 23
JOB 11 JOB 16
JOB 3 JOB 17 JOB 24
JOB 12
JOB 18 JOB 25
JOB 4
JOB5 JOB 13 JOB 19 JOB 26
JOB 20
JOB 6
JOB 27
JOB 7 JOB 14
JOB 21 JOB 28




RESOURCE 1 RESOURCE 2 RESOURCE 3 RESOURCE 4

JOB 8
JOB 1 JOB 9 JOB 15
3082 JOB 10
JOB 11 JOB 16
JOB 3 JOB 17
JOB 12
JOB 4
JOB5 JOB 13
JOB 6
JOB 7 JOB 14




Emergencies

e Cost of labour
* Impact on keeping appointments / first time fix

e Distortion of first time fix issue



No Access



No Access

e Cost of No Access

 Phone numbers

 Message tenant in advance

e Call tenant in advance

e Ring tenant while operative as at the door
 Record what has gone on

 Payments for missed appointments

« Commercial view




No Access

 Enable appointment to show it has been
messaged

e Enable appointment to show it has been rung in
advance

e Enable appointment to show we tried to contact
tenant whilst operative is waiting

* Analysis of carded %
— Impact of messaging / calling in advance
— Time from initial call to appointment being met
— Wide or narrow appointment slot



RESOURCE 1 RESOURCE 2 RESOURCE 3 RESOURCE 4

JOB 1 JOB 8 JOB 15 JOB 22
JOB 2 JOB 9 JOB 16 ) JOB 23
JOB 3 JOB 10 JOB 17 JOB 24
JOB 4 JOB 11 JOB 18 JOB 25
JOB 5 JOB 12 JOB 19 JOB 26
JOB 6 JOB 13 JOB 20 JOB 27
JOB 7 JOB 14 JOB 21 JOB 28




RESOURCE 1 RESOURCE 2 RESOURCE 3 RESOURCE 4
JOB 1 JOB 8 JOB 15 JOB 22
JOB 2 JOB 9 JOB 23
JOB 3 JOB 10 JOB 17
JOB 4 JOB 11 JOB 18 JOB 25
JOB 12 JOB 19 JOB 26
JOB 6 JOB 13 JOB 20 JOB 27
JOB 7 JOB 14 JOB 21 JOB 28




First Time Fix



First Time Fix

e Definition of first time fix

— Take all appointments for any type of
responsive work and determine whether the
Jjob was completed first time



First Time Fix - Complications

Emergencies

Should be able to do In one visit

Needs inspection / measure up

Not a responsive repair

Job completed in one day

Re-calls

Customer requirement split over many orders



First Time Fix

FIRST
TIME
FIX

vateriaLs | Should be on van

| cLazING | | caNT Should be able to get on the
DO job
Etc.
FIRST TIME Schedule too busy
FIX Diagnosis

SKILLS Multi-skilling

NOT
RESPONSIVE
REPAIR

ENVIRONMENTA




First Time Fix

* Prior to job
— Single job for the customer’s problem
— Set customer’s expectation
— Communicate with customer

e During 15t visit
— Operative discusses with planner
— Estimate to complete
— Planner managing impact on schedule

o After 15t visit

— Manage follow on process

— Management must monitor reasons not completed first time to
understand blockages



RESOURCE 1 RESOURCE 2 RESOURCE 3 RESOURCE 4




Post Completion Surveys

e Follow up with customer immediately a job is completed
e Customer is available

e Has significant impact on customer perception
 Enables customer issues to be resolved quickly

* Creates a strong customer service culture

 Enforces up to date job recording



RESOURCE 1 RESOURCE 2 RESOURCE 3 RESOURCE 4
JOB 8 JOB 22
JOB 1 JOB 9 JOB 15
3082 JOB 10
JOB 16 JOB 23
JOB 11
JOB 28
JOB 3 JOB 24
JOB 12 JOB 17
0B 18 JOB 25
JOB 6
JOB 19 JOB 26
JOB 4
JOB5
JOB 20
JOB 13
JOB 27
JOB 7 JOB 14

JOB 21




One Job at a Time - Issues

e Technical reliability with mobile working.

« Materials handling. One job at a time also assumes that
nearly all jobs can be undertaken with imprest stock or
materials can be obtained whilst the job is taking place.

* People issues related to lack of visibility of workload.

e Detailed scheduling issues. There also a number of
detailed scheduling issues that will need to be thought
through and there are also different issues with different
trades.

e Servicing



One Job at a Time - Benefits

 Enables a higher level of appointments / fist time fixes to
be met by maximising flexibility and enabling the planner
to take action

* Provides improved productivity by enabling the under
and over runs between operatives to be smoothed out

» Facilitates a cultural change in addressing many of the
Issues required for an efficient appointments system

* Helps enforce real time recording of job status
Information

 Enables emergencies to be despatched directly on to the
diaries



Jobs per day



Definitions

e Jobs per day
— Visit
* Visit to a property to carry out work on a job

— Job

* The problem reported by the customer which may
take one or more visits



Low % Backlog
High Completion Status
100% Appointed



MATERIALS

ADDITIONAL TRADE
CARDED



Jobs per Day — Responsive Repairs

« HQON - For an organisation where the housing stock is
not geographically dispersed then the following
bandwidths are the norm:

e Electrician 8-10
e Plumber 6-8
e Joiner 3-4

e Wet trades <4



Jobs per Day

Diary loading plus emergencies minus carded
minus non first time fix = throughput in an
appointed schedule

First time fix, carded and emergency job %s are
key to throughput

Throughput has to be seen In relation to
appointments made and kept

Productivity issues

— Operative unavailability
— Bonus



Turn around time



Definitions

e Turn around times

— True end to end turn around time from the
point of first customer contact to the
completion of the job



Turn Around Time

* Increased throughput = reduced turnaround time

 Low turn around times means being able to offer
an appointment in the near future

* Priorities can be confusing in an appointed
environment or for comparative purposes

 What determines turnaround time is determined
by the number of resources x jobs per day x
backlog queues



Turn Around Time
e 1600 jobs outstanding

* Average of 4 jobs per day — 20 resources — 80
jobs per day

Turnaround time 20 da¥s

 Average of 5 jobs per day — 20 resources — 100
jobs per day

Turnaround time 16 daxs



Turn Around Time

 Backlog queues

— Means jobs that have not yet been appointed
(e.g. Sitting in new jobs queue, follow on
appointment not made, jobs in the process of
being re-arranged due to sickness etc.)

— High % backlog means
e I[ncreased turnaround time

e [nability to use diaries to manage customer
service and productivity

* Generally out of control processes



Which is the most important ?

e Appointments made and kept

e Specific scenarios

— Emergencies
— NoO access

e First time fix
e Jobs per day
e Turn around time



Conclusions

 Comparison of overall KPl numbers is very
difficult

 The breakdown of the numbers enables action
to be taken and relevant improvement to be

tracked

e Focus on targeted areas that improve the
variables where you could have most impact



Key Measures

Metric

Impacts

Made & Kept

Customer satisfaction

Emergencies

Made & Kept
First time fix

Carded

Jobs per day

First Time fix

Jobs per day
Customer satisfaction

Jobs per day

Turnaround time

Turnaround time

Customer satisfaction




