
Hexagon Housing Association
Board of Management 

24th November 2015 

Agenda item 7
Approval of Main Responsive Repairs Contractors
Report by the Property Services Director 
Lead Board Member for Property Services: Ian Watts 
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	Introduction 

This report outlines the activity undertaken to secure 3 new Responsive Maintenance Contractors to undertake our Responsive Repairs, Electrical Repairs and Void Works from February 1st 2015. 
Since the demise of RR Richardson in late October 2014 we had to utilize a number of contractors to assist us in delivering our day to day repairs activities.

Initially this comprised of circa 15 small contractors who dealt with a myriad of issues left by RRR until we could get to a position of some stability which we achieved in late February 2105.

Following a small in house tendering exercise, three contractors were selected to undertake an interim role from 1/4/15 to 31/1/16 whilst we undertook the full OJEU compliant tender process to secure the longer term contractors to meet our requirements.

Learning from the experience, the service was modified to create 2 key operational areas each with 2000 properties one in the West and the other in the East this would enable two contractors to provide a service which could be the subject of compare and contract activities to ensure we are constantly seeking improvements.

However to ensure that we could respond to any future challenges a position of reserve contractor was established to undertake communal and service day activities plus any major PIV (Extensive Void Repairs) or Disrepair cases. Furthermore this contractor would step into the breach should there be any shortfalls within either area or at times of major incidents or disasters that require immediate support over and above what the other two contractors could not provide.

This has proved to be an effective blueprint for the service delivery moving forward and as such framed the way forward.
Therefore our latest OJEU tendering activity has been completed under new rules launched in March this year and has been progressing to a tight timescale since June coming to a completion on the 9th November 2015. 

As a result in a fully transparent process we have replicated our blueprint and identified 3 contractors to work with us over the next 5 years. 

As a result of this the Board is asked to approve the following recommendation.
Recommendation:

That the Board agree the appointment of KNK for Lot 1, P&R for Lot 2 and for Laker BMS Lot 3, and enter into a term contract with them for the provision of our Responsive Repair and Maintenance services between February 2016 – February 2021, with an option to continue until February 2023, as outlined in 5.1 
Background:

After undertaking the Section 20 notification to our Leaseholders we published the official OJEU notice and all associated documents in August 2015
By closing date we had 23 interested contractors / representatives who expressed an interest in the opportunity.

All 23 were provided with the Pre-qualification Questionnaire (PQQ) in its new format as determined by the EU and UK law. Only 10 formally submitted their responses and having met our pass mark criteria all 10 where invited to tender (ITT). One contractor dropped out after PQQ & ITT prior to interview.
9 progressed further through the process undergoing a series of interviews, and detailed questioning by ourselves and our residents who had been trained in the new OJEU process and learning about interview techniques and testing the proposed questions covered their key interests. 

All 9 contractors then had to participate in site visits having previously identified 3 clients for us to 1 choose from.  These visits took place at the local office or HQ of the contractors where the site visit team looked into the contractors abilities. 
Confidential meetings were undertaken with both Clients and Customers to establish true opinions of the contractors before undertaking at least two site visits. All were marked on their accuracy in response to the pre-set site visit questions and marks were awarded for our observation of the physical works. 
The site visits took 5 full days to complete and we saw the following contractors and their clients:-

Contractor
Client
Axis

Gallions HA / Peabody          
Chigwell

A2Dominion HA

KNK

Crown Simmonds HA

Laker

Islington BC

P&R

RB Greenwich

TCL

Chelmer HA
Maunders

Hexagon HA 
MD

SOHA (South Oxon HA)

TSG

Family Mosaic HA
Management of the process

Due to the nature of the OJEU procurement activities we engaged Rand Associates to advise on and Manage the process for us which has been done via an E Tender portal in a transparent way scored on a weighted matrix over 10,000 points and all the scores will be shared with all contractors once we have announced the successful applicants during the “alcatel” standstill period.
The tender was for engaging three contractors; 2 x main contractors each servicing 50% of our stock, with one area in the west the other in the east. The third to be a reserve contractor who will undertake all communal activities large scale voids / disrepairs across both areas and act as a support to the others in times of crisis where immediate large scale mobilisation is required.

The scoring process was split into the following sections with 10,000 points available:-

Financial                 4000 points

Method statement   2200 points

Interview                 1300 points

Site visit                  1500 points

IT Assessment       1000 points

Here it should be noted that the Financial appraisal part of the PQQ and ITT activities was undertaken by Rand and not shared with HHA until completion of the site visits. 
Method Statements were jointly scored between HHA and Rand, Interviews were undertaken by a panel of six, three residents and three members of staff.
Site visits were undertaken by a team of 3 members of staff, an Area Surveyor, our Responsive Repairs Manager and the Property Services Director. The IT assessments were undertaken by our IT Manager with support from a 3rd party specialist.

The more detailed breakdown of the results is attached in the Rand Associated final report found in Appendix 1
Results:

As a result we have winners for the 3 lots that were tendered:-

Lot 1 West            KNK*
Lot 2 East             P&R*
Lot 3 Reserve       Laker
All have shown they have the capacity, capability, passion and desire to join forces with us in serving our customers for the next five years to seven years.
KNK are based in their HQ in Mitcham in Surrey and have a £8m turnover, with current assets of £2.3m and liabilities of £1.2m and have evidenced profits over the previous 3 years.  *They are currently the 
incumbent contractor in this area (Lot1)
Clients include:- Crown Simmonds, L&Q and Sutton Housing Partnership

P&R are based in their HQ in Sidcup in Kent and have a £12m turnover with current assets of £4.1m and liabilities of £2m and have been profitable over the last 3 years and are part of the Bilby PLC Group. *They are the current incumbent of this area (Lot 2)

Clients include:- LB Haringey, Central & Cecil HA, RB Greenwich

Lakers are based in their HQ in Birmingham with local offices in Brentford and Croydon. They have a £7.5m turnover with current assets of £2.2m and liabilities of £1.2m. They have been profitable over the last 3 years. They will be new to Hexagon, replacing JH Maunders as the reserve contractor.
Clients include:- Friendship & Care HA, Islington BC, LB Hounslow
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	Sole Contractor:

The issues caused by having only one main contractor which increased our exposure to risk was addressed with the introduction of 2 distinct working area’s that could only be operated by 2 different contractors.
In addition to which a 3rd contractor was identified as a reserve contractor who had limited duties save for communal repairs and high value void works.
This has been trialed since April 15 and has proved effective.
As all contractors have progressed through the OJEU tendering process, we have been able to mark their abilities, both written and spoken in line with our preset questions and whilst they have achieved the highest overall ranking and achieved the preferred contractor status we have to reassure ourselves of their capabilities to deliver for us.

Capabilities for Reactive Maintenance in SE London:

Each of the three contractors has significant experience in dealing with responsive repairs with the 2 main contractors being based in SE London not only do they understand the works but have a great deal of practical experience in delivering such in our area.

The reserve contractor has less direct experience in relation to the others but still in excess of 5 years in SE London.

Therefore all have been tested against 

· Lack of detailed Social Housing Responsive Repair activity.

· Lack of Responsive Repair activity within South London.

TUPE
With both lot 1 and Lot 2 contractors being incumbent there will be no implications with TUPE, the reserve contractor position has yet to be clarified with the outgoing contractor if indeed TUPE does apply on the back of a fixed term temporary contract. 
Customer satisfaction:

The risk of a downturn in customer satisfaction is minimized as both retain their existing areas, the only element will be in terms of satisfaction to be focused on is in the change of the reserve contractor and their associated activities.
Lessons learnt:

Other potential individual risks and issues we have learnt from over the past 2 years have been included in both the contract and in our procurement process via interview questions and those formalized in the ITT process, all of which have been assessed and scored reflecting a clarity of understanding for the issues identified.
IT Connectivity:

We have spent considerable time reviewing the IT compatibility issues and have brought in a specialist resource to assist the IT Manager in determining what is needed to ensure connectivity and our requirements will be given the best possible chance of delivering in full during the mobilization period and be ready to go live on 1st February when the contract commences. Should this prove problematic there is a phased approach that can be adopted to achieve core activities from 1st February with further stages beyond till completion is achieved without detriment to the service.
Financial control:

The final and currently the most important risk is the control of the finances in relation to the contract.
For the past 12 months we have not been able to have the levels of controls in place that these types of contracts require and to that extent our incumbent contractors had been able to benefit either by design or chance from the weaknesses that situation brought about. 
The financial risks moving forward will be closely monitored following our concerns over the abuse of the £50 self-variation order process, and whilst not at the levels it could conceivably have been, nevertheless it has shaken our trust. With assurances from the MD’s involved and their explanations as to what had happened we have taken a strong line with them and we in the process of recovering all non-authorized variations including those below £50 net. 
This change in relationship where trust has effectively been lost will need to be earnt once more, and has to be done in the full knowledge that no quarter will be given in future, contractual obligations have been fully explained as have the consequences for any non-compliance in the future.
From the commencement of this contract the IT links will be restored making day to day activities and controls much easier to manage. Workflows and protocols have been designed to effectively isolate any invoices or variation requests that need further inspection.

Each of the three contractors have currently in use a range of electronic interfaces with their existing clients and have proven on the site visits their capabilities to manage workloads via electronic means. The remaining risk element is if these connections can be achieved by the 1st February, to date there is nothing that indicates it cannot be done, but we need to be mindful this is not one but three individual connections.


	7.0 
	Conclusion:


	7.1
	The process has been an arduous one but carried out within the confines of the latest OJEU procurement directive rules and regulations, the formulaic methodology is challenging and does raise questions about the flexibility in what the customer wants and indeed pays for, however all participants undertook what was requested of them for the ultimate benefit of HHA.


