LEAN RE-ACTIVE REPAIRS
THINKING SAVES £1 MILLION'!

John Hobbs — Director of Environmental
Services

Worcestershire County Councill
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P.I's — v — Public Perception

« Best value performance indicators (BVPI’'s) were good
 Member and public perception was not — to put it
mildly!
« Mandate for change existed in WCC Corporate values
« Customer focus
« “Can do” attitude
* Freedom within boundaries
« We had to include our contractor in the solution
« We needed a vision; could we make highway
maintenance sexy — more later!
 Needed a Customer Pl I.e. defect rates
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The Vision . . ...
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The Challenge

To deliver radical and continuing improvement with:

* A culture of customer focus (Joe Public), can-do and right
first time through to blue collar

« A focus on value rather than cost with a new NEC Contract

* The creation of efficient organisation and communication by
co-location beyond shared space

* The adoption of industry best practices/tools including 5 S’s,
process-mapping and lean

 The measurement of continuous improvement through a
dashboard of relevant KPI's e.g. defect arising/closing rates



The “real” Issues

- Many concurrent changes
» Transition from Old to New Contractor
* New Code of Practice for inspections
« Delays in centralisation of former Highways Partnership
Units (HPU'’s)
« Effectiveness of Reactive Works Teams (ART'S)
« Accuracy — Location, required works
* Productivity — “Sun” headlines
* Quality — Repeat public, business perception



Getting the Culture Right

Customer First

Measuring productivity and eliminating
waste (LEAN)

Management by fact
Engagement and involvement (MBWA)

Leadership — who leads what with joint
working?



Creating an Integrated Structure

WCC Business
“Custodian”

Ringway Business
“Custodian” -

Financial
Management

Ownership: Ringway

Purpose To ensure
the financial controls
for the works are
carried out in
accordance with the
contract.

Pavement
Management

Ownership: WCC

Purpose:To be the

owners of the asset. :

Gather and interpret
data in order to
identify the optimum -
works needed for the -
overall works
programme.

Design and Build

Ownership: Ringway

Purpose: To
maximise the
efficiency of the
works and ensure the
life of the asset

increases year on yea covered by the Design

by concentrating on
those works identified
as doing so.

Routine and Cyclic

Ownership: Ringway

Purpose:To
efficiently plan and
undertake all of the

works that are not
either Reactive or

and Build teams.

Reactive Works

Ownership: WCC

Purpose: To minimise
the reactive works
need in order to
maximise the spend o
structural works whilst
keeping network in a
safe condition for our
customers.



Now What?

* The team was ready to go forward

 Still a need to “unlock” the potential in our
people

* Need to identify and eliminate the non value
adding activities



Processes and People

“At Toyota we get Drilliant results from
average people managing a Dbrilliant
process .

Others get average results from brilliant
people managing broken processes .”

Source: Toyota Motor Co.




Implementing Lean

LEAN Improvement Model

5”S” Foundation

LEAN applied to ART process & works
Refine & replicate

Sustainable benefits to Ringway
Involvement at all levels



Unlocking our People

Partnership in Action



Depots average — Highways defects per gang per day







Not Standing Still

Roll out to planned works

Not just operations — now includes back-
office roles

Structure/post reviews — redeployment to
other areas

New PI's — mean distance between defect
fixed (NI185)






How was it for WCC?

Eggs and Omelettes!

Has required some arboricultural work!
Tripled the ART (reactive) productivity
Re-aligned the ART fleet

Saving of £1m now services £15m of prudential
borrowing to improve urban u/c’s

Members approved works under existing contract
because of our joint working

Reactive ¥ Planned ## Multiplier effect



How was it for Ringway?

Change the man or change the man
Closer working relationship at all levels
Productivity improvement into other areas
People more committed and engaged

Improvement in EFQM/Safety Stats/Service
Strikes



The Reality . . . ..



Thank you for your attention
Any Questions?



