Future Services Delivery Options
& Client/Provider Mutuality

Mark Stevens, Suffolk County Council
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ADEPT

Coverage

* Do you know what you want (what you really, really want)?
* Are clients from Mars and providers from Venus?

* Avoiding round pegs in square holes...

* Building foundations mutually

 How high do you want to fly?
* If you shoot for the moon and miss, you’re still amongst the stars...
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360° (‘Client’/Provider) Assessment Exercise
Provider Assessment Scorecard Overview

DEPT

Decision Equipped.

AutoSave Provider Performance Analysis (v11-3)xdsm - Excel Simon Wilson |l
File Home Insert Page Layout Formulas Data Review View Developer Help Power Pivot © Tell me what you want to do 2 Share i1 Comments
c3 - I v
Decision Equipped -
Appendix A: Client-Side Factors (360° Assessment) vi13
[ Authority Name"
Completed By (Name) Instructions
Completed By (Position)
Completion Date 1. Please complete each field with a yellow background in the header block (to the left of these instructions).
Contractor Name 2. Please select an appropriate response for each yellow field next to each factor below.
Other 3. New factors can be added by overtyping the "Other" factor titles with a green background below.
Ar 4. If new factor are added, please select an appropraite repsonse in each green field below (leave blank if not used).
Other 5. Save the workbook regularly.
Contract Start Date 6. Return the completed worksbook to Proving for collation and analysis.
Contract End Date 7. You will be issued with a fully collated set of results for all FHRC members.
Period With Contractor
. Total Contract Period Return email address: s.wilson@provingservices.co.uk
(=]
] Contractor & Contract Considerations (Assessment Factors) Factor Importance Facter Importance Variance (BT (e ez s Variance
At Tender Today Performance Performance
Baseline Factors
101 Contract cost. : 0.00, i 0.00)
102 Effective contract mobilisation.
103 Quality of people and skills 0.00; 0.00|
104 | Quality of processes and equipment. 0.00; 0.00|
105 | Quality of IS/IT systems and integration. 0.00: 0.00|
106 | Teams and cultural alignment and integration. 0.00! 0.00]
107 = Assistance with decommisioning and recommissioning services, 0.00¢ 0.00|
108 Ensure operational continuity during transition. 0.00: 0.00|
109 = Actas a commissioned provider (enabling a thin client). 0.00; 0.00|
110 Other 0.00; 0.00|
111 Other 0.00; 0.00|
112 Economic, effective and efficient operations.
113 | Efficient processes. 0.00 0.00|
114 | Effective processes. 0.00! 0.00]
115 | Quality of management team. 0.00! 0.00|
116 ' Quality of technical specialists. 0.00: 0.00|
117 : Quality of workforce (where this changes). 0.00: 0.00|
118 ° Effectiveness of integrated working. 0.00 0.00|
119 Jdentifv and address fartars leading tn rast 1 nnn nnnl hd
Provider Performance Analysis 4 »
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Analysis of ‘Client’ Factors Importance ADE PT

Decision Equipped.
Baseline Factors

Factor Importance Analysis: Baseline Factors (All Authorities)

[101] Contract cast ‘One system’ simpler to

cz;g:a:;:;n::i:r;e\l:t;telissof incremental 100 (103) Quality of people and skills manage than
Overall 68% consistency | to be agie, flexible and scalable _ ' temperamental
[104] Quality of processes and equipment. ; f
. . o demand). intertaces
between weightings
zones. er stress / peak demand). [105] Quality of IS/IT systems and integration.

[121] Effective and efficient depots, facilities and equipment

tilisation [106] Teams and cultural alignment and integration.
utne 1 N

[107] Assistance with decommissioning and recommissioning
services.

[120] Costs transparen)é\d open to scrutiny.

[119] Identify and address fagtors leading to cost escalation. [108] Ensure operational continuity during transition.

118] Effectiveness of integrated working. [109] Act as a commissioned provider (enabling a thin client).

[117] Quality of workforce (where this changes). [113] Efficient processes.

[116) Quality of technical specialists. [114] Effective processes. Needed
[115] Quality of management team. €eded to counter
Reflects growing need to growing loss of client
demonstrate VFM as skills, knowledge and
funding gets tighter. experience
w— Average of Importance At Tender e Average of Importance Today
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Analysis of ‘Client” Factors Importance
Strategic Factors

Growing climate
emergency, air quality,

electric vehicles & [128] Driving innovation and business change

sustainability focus (above incremental improvements).

[150] Enhancing the reputation of the authority 100
and the service.

[129] Managing business change projects and

ADEPT

Decision Equipped.

Factor Importance Analysis: Strategic Factors (All Authorities)

VFM-driven desire for
step change in service
quality

programmes.

ental initiatives and benefits.

[148] Social and community benefits (including
CSR benefits).

[147] Financial commitments (e.g. investment,
spend-to-save, etc).

[143] Measuring and reporting on Value for
Money (VfM) (Service & Domain)
[142]) Measuring and repor ting on operational

performance (KPIs)

[141) Measuring and reporting on strategic
performance (Outcomes)

—— Average of Importance At Tender

27 February 2020

[137] Initiatives to minimise the cost
enquiries, complaints, report

[130] Supporting the realisation of strategic
outcomes and the political programme.

Business transformation
and investment in local
aspirations are drivers

[134] Implementing initiatives to better manage
public/ asset user expectations.

National austerity link to
local funding shortfall not
publicly understood or
accepted

[135] Implementing initiatives to improve
customer satisfaction.

[136] Implementing initiatives to enhance the
reputation of the authority.

Overall 53% consistency
between weightings
zones.

A verage of Importance Today
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Analysis of ‘Client’ Factors Importance ADE PT

Decision Equipped.
Value-Added Factors

The impact of VFM
assessment and Factor Importance Analysis: Value-Added Factors (All Authorities)

FHRC/FHRG work

Contract flexibility
becomes more important
as needs evolve.

[162] Willingness to review and change contract scopeand / or
terms mid-contract.

100

[163] Willingness to participate ina futureJV / arms-ength
trading company.

[183] Client / Prowider Relationship Development (Mutuality)

Commercialisation & Revenue Generation

[181) CommuNities\{ngagement

[167] Local investment (in depots, facilities, infrastructure,

18
[ regional offices, etc).

Downward Devolution [168] Utilisation of local SMEs.

[169] Supporting other authority initiatives (e.g. facilities,

[180] Effective Stakeholder / Public Communications
housing, etc).

[179] VIM\Assurance & Continuous Improvement [173] Investment in skills development (authority staff).

0 Il 37% i [175] Investmentin cultural alignment. [174] Investment in authority-branded apprenticeships.
Vera o consistency

between weightings

Exploring opportunities
Zones. for how to sustain the
highways service

w—— Average of Importance At Tender e Average of Importance Today
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Analysis of Provider Performance ADE PT

Decision Equipped.

Baseline Factors

Factor Performance Analysis: Strategic Factors (All Authorities / All Providers)

Reluctance to deviate
from tendered service — Corporately selected IT
unsure cost recovery/ROI systems not aligned to
[124] Identificationand implementation of incremental [1011)O%ontraa e ) : local needs/drivers
[103] Quality of people and skills

) __operational improvements.
[123] Wilingness and capability to be agile, flexible and scalable

(relative to demand).

[104] Quality of processes and equipment.

[122) Sewi&r\esilience under stress / peak demand). [105) Quality of IS/IT systems and integration.

[121] Effective and efficient depots, facilities and equipment

utilisation [106] Teams and culty

Overall 41% consistency
between promised and

107] Assistance wit
DO7yAss: W actual performance.

N,
[120] Costs transparency and open to scrutiny. i

[119) Identify and address fyctors leading to cost escalation. [108] Ensure operational continuity during transition.

18] Effectiveness of integrated working. [109] Act as a commissioned provider (enabling a thinclient).

[117) Quality of workforce (where this changes).

[116] Quality of technical specialists. [114] Effective processes. _\ .
[115]) Quality of management team. — Corporate constraints on

Insufficient evidence of local delivery quality —
cost control/incurrence — central risk management

‘closed’ instead of ‘open’

[113] Efficient processes.

w— Average of Promised Performance e Ave rage of Actual Performance
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Analysis of Provider Performance

Strategic Factors

27 February 2020

Lack of innovation and
alignment with the client

[150] Enhancing the reputation of the authority 100 [129] Managing business change g

[149] Environmental initiatives and benefits.

Factor Performance Analysis: Strategic Factors (All Authorities / All Providers)

and the service.

[148] Social and community benefits (including

CSR benefits).

[147] Financial commitments (e.g. investment,
spend-to-save, etc).

[143] Measuring and reporting on Value for

Money (VM) (Service & Domain)

[142] Measuring and reporting on operational

Unable/reluctant to give
promised output,
outcome and investment

performance (KPIs)

[128] Driving innovation and business change

(above incremental improvements).

programmes.

outcomes and the p|

consistency between
[130) Supporting the promised and actual

Less than 21%

performance.

enquiries, complaints, reports, etc).
[141] Measuring and reporting on strategic
performance (Outcomes)

w— Average of Promised Performance wn Average of Actual Performance

ADEPT / Proving Research Partnership: Innovation Conference

[134] Implementing initiatives to better manage
public/ asset user expectations.

[135] Implementing initiatives to improve
customer satisfaction.

[136] Implementing initiatives to enhance the
reputation of the authority.

[137] Initiatives to minimise the cost to serve (i.e.

ADEPT

Decision Equipped.

Insufficient focus on the
client or the public need




Analysis of Provider Performance
Value-Added Factors

27 February 2020

Not aligned with the
VFM/FHRG strategic
aspiration benefits

[183] Client/ Provider Relationship Development (Mutuality)

[182] Commercialisation & Revenue Generation

consistency between
promised and actual

Less than 11%

performance.

[180] Effective Stakeholder / Public Communications

[179] VM Assurance & Continuous Improvement

Downward Devolution

Investment in cultural
alignment fails to
materialise.

Factor Performance Analysis: Value-Added Factors (All Authorities / All Providers)

[162] Willingness to review and change contract scopeand / or
terms mid-contract.
80

70

[175] Investment in cultural alignment.

w— Average of Promised Performance

trading company.

[168] Utilisation of local SMEs.

[174] Investment in authority-branded apprenticeships.

w—Average of Actual Performance

ADEPT / Proving Research Partnership: Innovation Conference

ADEPT

Decision Equipped.

Stuck in a short-term
comfort zone that misses
the long-term big picture

[163] Willingness to participate ina futureJV / arms-ength

[167] Local investment (in depots, facilities, infrastructure,
regional offices, etc).

Value-added promises
tend to focus on local
investment.

[169] Supporting other authority initiatives (e.g. facilities,
housing, etc).

[173] Investment in skills development (authority staff).

Utilisation of local SMEs
superseded by lowest
cost drivers.




ADEPT

What arrangement could work best?

a Achievability Analysis

Refresh Data |

w
2
£
e
7 g g
o [=]
8 S 3
c k-] o ©
- £ : &
Future Highways © E = _%
Research Group = -] < <
8 £ =
& 2 z 2
Option Name
Contractor 63.4 100 66 66 66 66 66
Designer 60.6 100 66 66 60 60
Integrated (Contractor + Designer) 80.2 66 66 66 66 66 66 66
Multiple Providers Per Service Area Partially 56.5 66 66 46 46
Function-Orientated Service Providers 59.3 66 66 | 100 60 60
Primary + Secondary (Risk Sharing) Partially 66.1 100 66 53 53
4-Year Framework Agreement Partially 51.0 100 46 46
Limited Liability Partnership (LLP) Partially 63.5 100 | 100 [ 66 66 66
Pseudo JV (Partner + Profits Sharing) Partially 80.2 100 | 66 66 66 66
Arms-Length Company 0.0
PF2 0.0
MMT + IRV | Unknown 72.0 53 53 66
Function / Service Level Unknown 66.3 40 [ 40 | 66 | 66 [ 100 66 66 | 66 || 59 | 62
All Unknown 60.7 53 53 66 66 47 34
Primary Design + Add On | Unknown 73.1 46 46 66 66 66 66 66 66 55 57
Factor Importance 50 75 75 | 25 | 50 | 75
Factor Score 69 | 46 | 64 | 46 | 56 |[[20 [ 29| [ 50 | 60 | 64 | 52 [ 73 [ 56 [ 58 | 73 | 60 |[39 [ 38 |

Key: Anticipated Performance
Not Applicable (In This Context)
Critical Issue / Barrier to Implementation
Poorer Than Current Performance
66 |Unknown or Parity (At Best) Performance
100 |Parity Or Better Than Current Performance
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Assessing & Prioritising Services Delivery Options

100

90

80

70

60

50

Achievability

40
30
20

10
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Future Highways Options: Attractiveness & Achievability Portfolio

ADEPT

Decision Equipped.

oroving

# Single Provider: Contractor

M Single Provider: Designer

Distraction? Commit?
A Single Provider: Integrated (Contractor +
Designer)
[ ‘ > Multiple Providers: Multiple Providers Per
Service Area
¢ f Multiple Providers: Function-Orientated
SR . .
Service Providers
= ® Multiple Providers: Primary + Secondary
(Risk Sharing)
X | @ + Framework: 4-Year Framework Agreement
X
JV: Limited Liability Partnership (LLP)
¥ 4 JV: Pseudo JV (Partner + Profits Sharing)
Teckal: Arms-Length Company
Private Finance: PF2
DD & Top Up: MMT + IRV
Drop Capability?
i DD & Top Up: Function / Service Level
10 20 30 40 50 60 70 90 100
Attractiveness ¥ DD & Top Up: All
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ADEPT

Building the commissioner/provider alliance

Option Type 1D | Title DECIDING CREATING DELIVERING SUSTAINING
. . Single Contractor (Excludes Designer)
Single Provider

Contractor + Designer

4
Multiple Providers Per Service Area 8
Multiple Providers Function-Orientated Service Providers > ;)iad'lng BC’:at'_"g l;e:veflng Z”:]ta".“"g
ehaviour ehaviour ehaviour ehaviour
Primary + Secondary (Risk Sharing) z
m 4-Year Framework Agreement &
Y 7 Joint Venture Company
8 Commissioned Partner (Profits Sharing)
| Teckal [ 1| Arms-Length Company
In House + Reformation - VfM Assurance & Services Commissioning Deciding Creating Delivering Sustaining
1 Top Up for Peak Demand Matching Integration Integration Integration Integration
In House + Top Up 5 5 N
12 Designer & Professional Services
e
I
4 Deciding Creating Delivering Sustaining
a Leadership Leadership Leadership Leadership
3
-
<
U 'y 'y 1 . P
& Deciding Creating Delivering Sustaining
Improving Infrastructure Delivery: = Commercial Commercial Commercial Commercial
Alliancing Code of Practice g
V]
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The many elements of integration...

forward
thinking

Co

Project governance:

*  Project plan

*  Steering group
*  Subgroup

* Budget

¢ Risks/ssues

*  Visible timeline and milestones

mmunications - External:
Web design, presence &
deployment
Social media
Launch and promotion
Stakeholder comms plan
Forward planning of works

Internal comms:

27 February 2020

Vision

Integration comms plan
Team briefs

Web

Highways live

Digital Media

CSEP

Training and change

Staff structure:

*  Organssational chart

¢ Activity plan vath timescales
* Roles and responsibiities

*  JPPs/IDs

*  Principles of appointment

¢ Training
¢ Terms and conditions and
polces

*  Location - disturbance/travel
*  Restructure

Integration

IT/Systems: .
* Insight access for Kier .
* Shared calendars and emad .
* Skype .
¢ BMS

¢ Hardware/software - helpdesk and support
¢ Training .
*  Actions from action plan .
*  New tech options - handhelds /tablets .
« CIF

Processes:
Reviews current
Address changes

identified in action plan

“To be' processes
Change plan
Performance
management

Accommeodation:

Interim plan

Services

Map - what we are going to
deliver from each location
Head count

Identify space available
Desk strategy
Routing/operations - scheme
related work

Operators kcence
Neighbour ssues

Waste and recycing

Local hubs

ADEPT / Proving Research Partnership: Innovation Conference

ADEPT

Decision Equipped.

3 T %l 8% W 16:35

Suffolk Highways

your roads, our business

Suffolk Highways

@Suff_highways

Highways news, gritting information and updates. This
twitter account is monitored Mon-Fri 8am-4pm. To
report a problem, visit bit.ly/1XHX7k7

Q Suffolk & suffolk gov.uk/highways

153 FOLLOWING 2,232 FOLLOWERS
TWEETS MEDIA LIKES
4 Inreply to @therealabigagen

Suffolk Highways @suif_highways - 6h v
(@therealabigagen Hello, this pothole has
been inspected and is currently not at
intervention level. Regards, Georgie

« 3 v

quffolk Highways

ROAD CLOSED HERE
11/07/16 e
For 2 Days
(ROAD REPAIRS)

[WEREL st highways ]
R 345 606 6171
[ ttps://roalworks org ]
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ADEPT

Mutuality Assurance: A Step-By-Step Guide...

proving

Requirements
Analysis

- . - \ Bi-Lateral - i Evaluate
Mutuality B V& N Performance i
st | ) B Readiness

Analysis

Alignment /
Reality Check

Culture(s) &
Service(s)
Changes

Commission Provider
Provider Candidates

@

Provider
Requirements

This aligns with
ISO44001
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Translation into documents for mutuality...

ADEPT

Decision Equipped.

proving

General management

«*  Business plan (5 or 10 years) and annual report
+»  Performance management framework

«» Joint business continuity plan

% Information management agreement (GDPR)
+*  Risk register/allocation agreement

+»  Standard design manual and management

X/

%  Leadership development programme

X/

%  Personnel induction process & development plan

X/

¢ Innovation strategy

X/

% Exit strategy

Communications strategy

X/

% Communication and stakeholder engagement plan
+*  Channel penetration plan (media, social media, web)

X/

% Supply chain engagement
«»  Branding — clothing, vehicles, buildings

Supply chain strategy

X/

< Extension of ISO44001 to supply chain partners
**  Service review strategy

X/

«»  Commercial engagement/MOU

X/

%  WSP engagement

Commercial model

K/
£ %4

K/
£ %4

K/
£ %4

K/
£ %4

K/
£ %4

K/
£ %4

K/
£ %4

K/
£ %4

K/
£ %4

K/
£ %4

Joint partner commercial group (incl terms of reference)
Defined profit sharing

Pain/gain mechanism

Estimation model (fixed price/SOR/target price)
Investment programme (capital investment)

Operating cost apportionment (LMO fixed assets)

Staff cost apportionment (LMO variable costs)
Overhead/profit internal & external client percentages
Commercial targets

Contracted work thresholds

Quality assurance systems

K/
£ %4

K/
£ %4

K/
£ %4

K/
£ %4

K/
£ %4

K/
£ %4

K/
£ %4

1SO9001

1SO14001 (including recycling strategy)

ISO18001 (OH-SAS18001) (incl H&S audits/regimes)
Joint health and safety statement

Joint policy statements

ISO55001

1SO44001

Joint relationship management plan

Overarching strategic review process (ISO9004)
Cyclical (systems thinking) review programme

27 February 2020
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ADEPT

Suffolk’s Strategic Programme: July 2017

proving

Effective Asset Management
(Strategic Prerequisite, Currently WIP)

Critical Enablers

& Delivery Capabilities Mutuality Assurance & Benefits Realisation
(Bi-Lateral VfM, Baseline Requirements (incl ‘Red Lines’))

(0] &

~
_ _ Effective VfM Assurance Commercialisation
Primary Business _< Communications & Programme &
Benefits Realisation Communities Continuous & Reven-ue
Generation
L Engagement (CDCF) Improvement
) Long-Term Planning & Strategy Realisation
Strateglc Outcomes < (Political Priorities/Future Visioning & Opportunity Exploration/Asset Optimisation)
Realisation
Financial Resilience (Cost Neutrality)
(Services Evolution: Future Authority Strategy Integration)
\

*Community Delivered / Community Funded (CDCF) Services
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ADEPT

The FHRG Strategic Programme 2020

o Value for Money Assurance & Continuous Services Improvement

o Asset Condition Awareness, Effective Asset Management & Maintenance
Democratic “ Collaborative

Community
Needs & Priorities
Sensing

Local Economy
& Environment
Development

Effectlve Services
Commissioning

Effective Community
Engagement

Effective Services Income Generation Supply Chain &
Communications Devolution & Costs Neutrality Regional Mutuality

Political Programme & Strategic Outcomes Realisation

L
Climate Emergency: Sustainable, Carbon Neutral Services
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ADEPT

Some parting thoughts...

proving

* Flexible contracts - enabling new operating model usage

 Better bi-lateral understanding/appreciation of each party’s issues and challenges.
 Mutually agree a partnership’s aims and objectives

* Integrate to collaborate properly — 15044001

 Embrace innovation — including for strategic challenges

* Create change management capability/capacity

* ‘Money talks’ - so get early cost transparency and control

* Manage each other’s performance

 Have an agile partnership, not just agile partners
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