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Alternative options to consider
(Phase 2)
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Organisational structure culture and roles — Alternative options to
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In the previous section, we identified a set of recommendations across organisational structure, process redesign, budgeting and cost control and
performance reporting, that can be implemented with manageable levels of impact on residents, staff and future costs. We advise these are implemented
as soon as possible.

However, in relation to organisational design, there are always a number of other options we recommend are considered. These have significantly greater
impact on staff and/or residents and may be dependant on other factors before they can be implemented.

In this next section, we identify some further options, which have been considered and impact assessed as part of this review. However they will require
further discussion and consideration by residents, the BEO and City of London.

We have grouped other options to consider under the following headings:

* Models for service delivery

Role of the Car Park Attendants and Concierges

Role of the Resident Engineer and Duty Manager

Model for major works/cyclical programme delivery

These are not specific recommendations, but give further insight into the options available to remodel roles and services to be more efficient
and effective and are likely to be implemented as part of a Phase 2 redesign of services, with the recommendations outlined in the previous section of this
report forming Phase 1.
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Models for Service
Delivery
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Option 1 — Developing the Estate Management and Resident Services

Existing role — no change

required * This model assumes that the recommendation regarding the senior leadership

structure is implemented (see page 10) which incorporates the addition of the
Existing role — reporting Service Charge and Revenues function and the Property Services function and
line change retains a separate resident services and estate management function.

* In this model we recommend consideration is given to retaining the existing
House Officer roles, but with other recommended changes identified as part of
Estate the recommendations in this report (e.g. property services co-ordinator,

Resident Services \EREE ) contract manager/surveyor roles).

(By Property Type)

* These roles should have additional capacity to deliver the original remit of this
role e.g. to act as resident champions with a focus on continued improvement
of services that provide value for money.

Benefits Challenges
* Low impact on staff and residents, low * Unlikely to bring significant changes to
financial impact, essentially refines ways of working or desired improvements
elements of existing structure to give in service delivery
required focus by property type and on * Unlikely to deliver required savings to
each service. either residents service charges or the
* Earlier recommendations regarding landlord account. Impact Assessment
property services will enable the House * Likely to be viewed negatively by residents.

RAG Rating

Officer role to have additional capacity.
* Early recommendations around cleaners
will enable a review of the role of the

Cost/Savings

Supervisor within the Estate Management. Staff
. le.ely to be viewed positively by staff and Residents
unions.

Ease of implementation
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Option 2 - Single point of accountability

Existing role — no change
required

[ ]
Existing role — reporting
line change

* There are various options of how the structure can be developed
below the Resident Services Manager

Resident Services

(By Property Type)

RAG Rating

Benefits Challenges

*  Will bring non-property related services .
under one single point of accountability
and improved visibility and oversight of
issues. I

* Will enable roles such as House Officers to
bring about required change more easily
where issues are identified.

Residents

Likely to be viewed positively by residents.
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Models for Resident
Service team
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Role of the Car Park
Attendant
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Currently there are 28 car park attendants (covering 7 car parks) and 12 lobby porters (covering 3 towers). They operate 24/7, 365 days per year. Staff
numbers are driven by number of car parks and number of towers. Each staff member works 12 hour shifts and works 42 hours per week.

The most efficient way of operating a 24/7 shift is on a 12 hour shift basis as this only requires 2 FTE to cover this.

In addition there is currently no additional capacity or resource planning carried out to cover holidays, sickness, which have to be covered to enable all
services to operate. Current spend on overtime and agency costs to cover this is cE314k per annum.
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Role of the Resident Engineer and
Duty Manager
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Alternative options — Role of the Resident Engineer

Currently there are 4 Resident Engineer roles who cover the whole Barbican Estate this includes 3 Property Service Officers (resident engineers) and a 1 Property Services
Manager, who are employed by the City of London and part of the Technical Services Division and paid for by the residents of the Barbican. The roles have a range of technical
experience covering electrical, mechanical, building and plumbing trades and the engineers are very knowledgeable about the estate infrastructure. In terms of costs as well as
their salary and contractual benefits, pension, etc they also each receive fully expensed accommodation for them and their family which includes council tax and water charges.
The accommodation is linked to their on-call Duty Manager responsibilities as oppose to their property service responsibilities.

The Resident Engineers service operates 8:30 — 18:00, Monday- Friday basis and during this time undertake a range of activities across the Barbican Estate including

management of the various day to day contracts and service contracts (repairs, fire safety etc), pre and post inspections — investigating repair requests and determining if they
can be completed in-house or sourced externally, underfloor heating maintenance and repairs, meter readings and emergency light testing. We have outlined below our
activity analysis and

In addition the role includes a Duty Manager aspect where each Resident Engineer works on a rota basis to provide ‘out of hours’ (18:00 — 8:30

and weekends) service across the estate.

Meter readings Resident Engineer — Activity Analysis

potentially shifted
from Resident
Engineer

m Meter readings

m Reactive repairs jobs

= Pre inspections and contractor
inspections (15% of total

contractor jobs)
AQV and Emergency light testing

Light fixing

Potentially some contractor

. . inspections shifted to
Recommendation — Regardless of the option chose we strongly recommend contractor/ surveyor role

that all of the Resident Engineer time is recorded importantly the ‘not formally (dependent on org design)
recorded tasks’ which currently accounts for 25% of total time.

Not formally recorded
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Options for consideration — Role of the Resident Engineer - Duty
Manager

As part of this review, we analysed the call logs for the Duty Manager. Of the total current jobs covered by the Duty Manager, circa 85% we assessed as non-emergency jobs
which could be dealt with by an out of hours number (e.g. in line other City of London estates) and the remaining 15% we assessed as genuine repair emergencies. To note, we
have categorised emergency jobs to include residents stuck in lifts and emergency repairs which require immediate assistance and non-emergency jobs to include lifts out of
service, non-emergency repair jobs (ASB and general complaints). Additionally, a review of logs showed the Duty Manager would often deal with the scheduling of cover for CPAs
and Lobby Porters (i.e. arranging cover where staff have not turned up for their shift) we would recommend a clear centralised process for managing this is implemented and
responsibility should not fall on the Duty Manager. The graph below shows our Duty Manager activity analysis for a three month period in 2022.

Duty Manager Activity Analysis

36% 33%
31% 31%
27%
24%
17% 16%
13% 190 15% 14% 14%
7% 6%
0% 27 3%
° — N
Sept Oct Nov
B Non repair issue | Lift fault (non emergency) M Repair (non emergency)
B Repair (emergency) M Lift fault (emergency) Scheduling

This analysis shows that 15% of what the Duty Manager responds to is considered an actual emergency. In most property organisations, these types of emergency repairs/call-

outs are triaged through an out of hours number and an emergency engineer sent where required, within a specified service level agreement timescale. We understand this is
how emergency call-outs operate across the rest of City of London estates.
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Major Works and cyclical
programmes
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Major works (Investment Programmes)
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Currently programmes delivered by the major works team includes some cyclical programmes including the redecoration programme. These would ordinarily be dealt with by Property Services but due to
capacity within that team have moved to major works. With the addition of the Contracts Manager/Surveyor into the Property Services Function which will now be within the BEO staffing structure, there
should now be the capacity for these to be delivered by Property Services as originally intended. Therefore Major Works being referred to here is the programme of investment work identified from the recent
stock conditions surveys. Significant investment project such as these have not yet been delivered within the Barbican Estate (although comparable projects have been delivered in other areas of City of London
stock). Therefore, whilst they contribute to the Service Charge for residents, the bulk of this cost to date is due to cyclical programmes, which are likely to be increasingly moved back to Property Services.
Therefore, whilst initially out of scope for this review, given the fact they impact on residents services charges and the scale of these charges will increase as investment projects are undertaken, means we are
referencing as part of this review. This area has sparked some debate within the Project Board about whether this should also be bought under the BEO staffing structure and agreement on this point has not
been reached. Below we outline the various models that can be adopted for this stream of work. We are not making recommendations but are outlining the pros and cons of each for further consideration.

Option

(RAG colour denotes ease of
implementation)

Details/ context

Pros and cons

Key Considerations to improve the option

1.

Keep as current as is

Currently major works is delivered to the Barbican
Estate through the City of London major works team
who report into the Assistant Director of Housing and
Barbican, they also delivered cyclical programmes e.g.
redecorations.

The Barbican has previously lacked an investment plan,
this has resulted in some works (normally considered
to be major works) such as window replacement being
delivered through the repairs programme and budget.

It has been acknowledged that an investment plan is
required for the Barbican and that programmes such
as window replacement should be procured, contract
managed and project managed as individual major
work projects.

Gives Barbican residents
access to City of London’s
asset management team,
sharing costs of these
teams with other City of
London estates

Lack of investment plans

has meant major works like

window replacements
have been done on a
piecemeal basis, meaning
residents have paid
significantly more through
their repair service charge
costs.

Because major works are
not being procured or
contract managed on an
individual project basis,
the potential to negotiate
bulk buy savings could be
being lost..

The Head of BEO has very
little control over the
delivery of major works.

As a minimum residents will need to
be consulted on the investment plans
that is outcome of the recent stock
condition survey, which should
include a 5 year plan detailing the
works to be done in each year, the
cost and impact to resident service
charges..

Residents should be included on the
procurement panel for each major
work project procured on their behalf.

An set of KPI’s are agreed that provide
residents with the assurance that
programmes are being delivered to
the required quality and cost, as
outlined in the contract.



Major works (Investment Programmes)

Option

(RAG colour denotes ease of
implementation)

2.

Client Contractor
Management model

Details/ context

Pros and cons

This forms part of an earlier recommendation to
employ a contract manager/surveyor who not only
focuses on ensuring the quality and cost effectiveness
of the repairs service (including the Metwin contract
and cyclical programmes) but also provides additional
technical oversight and client side contract
management (e.g. contractor management on behalf
of the residents) of any major work programmes
across the estate, essentially providing a link between
the asset team within City of London, external
contractors and delivery of investment programmes
across the Barbican estate.

As above plus there would
be a role dedicated to
providing Head of BEO and
residents, technical
expertise to oversee major
works investment
programmes and work
collaboratively with City of
London Asset Teams.

Relies on collaborative
working between the new
contract manager/surveyor
role within the BEO and
Asset Teams in City of
London

Additional cost to residents
for the contract
manager/surveyor role
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Key Considerations to improve the option

As above




Major works (Investment Programmes)

Option

(RAG colour denotes ease of
implementation)

Details/ context

This would essentially create a specific asset
team just for the Barbican Estate.

This team would report into the Head of BEO.

Pros and cons

Brings full accountability and
control for Barbican major works
programmes under the Head of
BEO

Bring all Barbican property
maintenance together with
consequent benefits

Savings on 10% management
charge

Stock Condition Survey can be
co-ordinated with other
maintenance activities

Likely to be more
expensive for residents as
asset roles specifically for
the Barbican would need
to be recruited, in effect
replicating the roles that
are already available
within the City of London
and are already delivering
projects of similar value to
those planned for the
Barbican Estate.
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Key Considerations to improve the option

There would need to be a review of
the procurement processes and
framework.
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Outsourcing/shared services
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Organisational structure, culture and roles — Summary of

Below is a summary of the alternative options outlined in this section of the report.

Alternative option for consideration What issue/s does this resolve Ease of

implementation

Service Delivery — Option 1 Development of “As is” | * Would increase visibility of issues across property type and enable solutions to be better
structure — Slightly amended version of current joined up.

by property type

Service Delivery - Option 2 Single accountability * Will bring non-property related services under one single point of accountability and

structure improved visibility and oversight of issues.

* Will remove duplication from roles.

* Will provide roles with the necessary oversight and control to discharge their duties
effectively.

] ——
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Implementation plan

o
» Barbican Estate Office — Options Development and Report Date
Y | 0 I r Recommendations February 2023




1 Page 75
Proposed Implementation Plan :
May
2023 June 2023 July 2023 August 2023 Aug/Sept 2023
Week commencing 5/6 12/6 | 19/6 | 26/6 3/7 10/7 | 17/7 | 24/7 | 31/7 7/8 14/8 | 21/8 | 28/8 | 4/9 11/9 | 18/9

1. Approval of review recommendations

Presentation to BRC and RCC member

Discussion by RCC for recommendation to BRC
(subject to meeting dates being agreed)

Approval by BRC (subject to meeting dates being
agreed)

2. Phase 1 — Organisational Design

New job profile for Head of BEO drafted and
agreed

Head of BEO role re-evaluated under City of
London job evaluation system

Recruitment of new Head of BEO

Discussion with Head of Repairs and
Maintenance regarding changes to reporting line
for Property Services Manager and Resident
Engineers

Discussion with Service Charge and Revenues
Manager and Property Services Manager
regarding reporting line change

Change of reporting line for two roles above

Discussion with Service Charge and Revenues
Manager and Commercial Officer regarding
moving the Commercial Officer role to increased
hours and bringing into the reporting line of the
Service Charge and Revenue Manager
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Proposed Implementation Plan :
May 2023 June 2023 July 2023 August 2023 Aug/Sept 2023
Week commencing 5/6 12/6 | 19/6 | 26/6 | 3/7 | 10/7 | 17/7 | 24/7 | 31/7 | 7/8 | 14/8 | 21/8 | 28/8 | 4/9 | 11/9 | 18/9

2. Phase 1 — Organisational Design

Amend role profile and reporting line for
commercial officer role

Draft new role profile for new Contract
Manager/Surveyor role and get the role job
evaluated

Recruit contract manager/surveyor role

Draft job profile for Property Co-ordinator role
and get the role job evaluated

Decide whether to appoint internally or go out
to recruit new role

Recruit Property Co-ordinator role (internal or
external)

Review the working rotas and allocation of
activities for cleaners

Look to scale down first 4.8 FTE cleaners, this
will involve ending agency worker contracts

Implement the use of the City of London’s
established performance management
framework, values and behaviours, including
regular 121’s and team meetings for all staff

Provide PMF training for all leaders

Create pool of CPA/LP roles who can support
with covering holidays, sickness, etc (already
in progress)
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Proposed Implementation Plan

M
zo?slg June 2023 July 2023 August 2023 Sept 2023

Week Commencing 5/6 12/6 19/6 26/6 3/7 10/7 17/7 24/7 31/7 7/8 14/8 21/8 28/8 4/9 11/9 18/9

3. Phase 1 — Process redesign

Discuss and assess process maps with
affected staff

Consult with residents on any
impact/future access to services (where
appropriate)

Set out the impact of any process design
changes on staff roles

Set out a detailed programme for
implementing changes to ways of working
to deliver new processes

4. Phase 1 — Budgeting, cost control and performance reporting

Carry out an independent, external Date to be
validation of the service charges agreed

Review the communication letters sent to
leaseholders to address some of the
concerns raised in Stage 1 of this review.

Provide communications training to staff
where required

Start the budgeting process earlier to Dates and
ensure all costs provided by other teams cycle to be
can be sufficiently reviewed by the finance | agreed
team

Carry out the reconciliation of the previous
year service charges by June
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May
2023

June 2023

July 2023

August 2023

Sept 2023

Week commencing

5/6

12/6

19/6

26/6

3/7

10/7

17/7

24/7

31/7

7/8

14/8

21/8

28/8

4/9

11/9 18/9

4. Phase 1 — Budgeting, cost control and performance reporting

Consider the proposed performance
reporting framework at RCC and House
Groups and agree reporting cycle for each

Identify the data sources for the
performance framework

Outline the process and reporting cycle for
producing the performance framework

Produce the first baseline report

5. Phase 2 — Alternative Options

Outline the membership of the group to
review and consider the alternative options




Page 79

Appendix 1 —Current BEO
Structure
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Current BEO Structure

Head of BEO
1FTE

Resident Services Estate Services
Manager Manager

1FTE 1FTE

Area Estate Services
Manager

2 FTE

House Officers
3 FTE

Commercial CPA/LP/Cleaning
Property Officer Supervisors

0.5 FTE 4 FTE

Cleaners
28 FTE
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