Home to School Transport Service

Improvement Programme Update
September 2021
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1. Background and Context

« The Birmingham Home to School Transport service is the biggest service of its kind in
the country

» We provide services to support over 4,000 children and young people with SEND

 There are over 1000 routes operated each day

» These journeys are supported by a team of over 600 guides

« We partner with 33 operators, of which 18 undertake routes currently and 243 schools

« Annually we assess over 1,450 new applications and administer over 3,200 bus passes

« We are a central point of contact for pupils, parents or carers, schools, guides, and

operators
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1. Background and Context

« The Service is a demand-led service and is seeing high levels of increasing demand that are
impacting on the cost and have led to a significant overspend. An overspend of 28% is
predicted for the current year

* There was a 17% increase in pupils with EHCPs between 2018 and 2020

« Covid has had an impact on costs, bringing both savings and increased costs, as well as
additional funding to meet some of these costs although this has now been ceased

« Staff costs have seen considerable growth in 20/21 and 21/22, resulting in significant
overspends. A number of roles have been filled by interims over the last few years and a
significant number of additional interim roles have been needed to support service recovery,
further to the challenges experienced in September 2020, and to mobilise new routes which
needed to be re-procured in 2021. There is therefore a need to quickly design and deliver a
permanent structure that is fit for purpose and to carry out modelling to enable the service to

better predict and plan to meet demand.
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2. Recent Service Performance

« Service performance has, as expected, experienced a dip during the mobilisation period
for the start of this academic year. This was compounded by the fact that a new provider
had to be brought on board at short notice (HATS) following the identification of a provider
that was not compliant with our requirements.

« Early September saw some initial problems with route mobilisations

» Performance is now stabilising following this period and recent performance for
September 17th is as follows:

 97.65% routes operated (1040 out of 1065 routes)
* 99.47% of pupils were transported

e 91% of all calls were answered

.’ l Birmingham
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3. Service Performance Summer Term 2021

Service performance during the summer term of 2021 was good:

« 99.94% of routes expected were delivered throughout April, May, and June

99.44% of routes delivered were on time throughout April, May and June

« 99.95% of pupils expected to travel were transported throughout April, May, and June

* Over 96% calls answered each week (corporate standard is 90%; 4,002 calls since April)

» 85% reduction in bus pass applications taking more than 20 working days to assess since
April

« 84% reduction in transport application taking more than 15 working days to assess since

April
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4. The Improvement Journey

There have been well-documented failures in the performance of the Travel Assist Service over a
number of years. As a result of this, investment has been made in improving the service and this
has paid off with performance improving steadily over the academic year 2020/21.

The improvement journey is documented below:

Pre-September 2020 September 2020 November 2020 Immediate Actions

A contract review identified In September 2020, the service The Independent Service Review 4 core areas of focus and a
sufficient performance concerns provided by Travel Assist did not by Ernst & Young identified: phased improvement plan:
to initiate Internal Audit: perform adequately:
/=  safeguarding
» The Internal Audit identified a » Children were not collected; « Key factors which led to poor
-
number of control objectives had « Children were collected but arrived service in September —  Service Delivery

4

not been met late; « Some factors were exacerbated by
* Further high priority Cowvid-19

« Systemic weaknesses in the

Customer &

+ Children were dropped off at the Communication

wrong school;

2019 completion service structure
« The service was uncontactable or

recommendations were made for

Contract
Management

unresponsive
Learnings and actions were not An independent service review Immediate actions were taken to
progressed satisfactorily. was commissioned by BCC. stabilise the service performance.
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A

The Improvement Journey - Phases I—

eb 2021 - Sep 2021

The Improvement Programme was divided into three planned phases: Islg;;ggggtegcnﬁ;g;

 Immediate Actions — this phase of transformation was designed to address the key failings
identified in the EY Report. An Immediate Fixes Plan was designed and has now been
completed.

« Change to Improve — this phase of transformation focused on stabilising the service and
introducing improved ways of working, processes and an improved culture of co-production
and user involvement. This period also encompassed the mobilisation of services in time for
the Autumn Term 2021, routes were re-procured through the Dynamic Purchasing System.
During this period additional staff were recruited on an interim basis to carry out key functions
that were under-resourced in the substantive structure in order to ensure a quality service can
be delivered

« Transformation — this next phase beginning post-mobilisation will focus on designing and
implementing a service that is fit for the future and has at its heart a right sized and well-
designed structure and set of processes that can deliver a safe and quality service. If Cabinet
approve the proposal, the service will move to become part of an Integrated Transport Unit.

.’ l Birmingham
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o

hange to Improve
Feb 2021 - Sep 2021

VN
Immediate Actions
Sep 2020 - Jan 2021

The Improvement Programme was designed to address the weaknesses identified in the EY
Report and focuses on all of the areas below:

The Improvement Journey - Focus I—‘I

Service Delivery

Functional Customers and

Processes

_Channels
Our vision is to
provide safe, reliable

travel options for

eligible children and IT
| Infrastructure
at school ready to &

young people to arrive
learn.
@ Communications

& Engagement

[l
(-~

Governance &
Control
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Oct 2021 onwar ds

The Improvement Journey — Governance I_A
and Safeguarding

Immediate Actions
Sep 2020 - Jan 2021

* The Improvement Programme dual reports to the Leader’s Task and Finish Group, which is
made up of a group of stakeholders, Members and Officers and is chaired by The Leader and
to the Home to School Programme Board

» There is a separate Safeguarding Stocktake that meets six weekly that considers progress
against recommendations made regarding safeguarding in the Service by Internal Audit, the
Weightmans Report and internal reviews into safeguarding practice

* An Internal Safeguarding Review has recommended that a Safeguarding Lead for the service
is appointed on an interim basis, whilst permanent structures are designed and implemented
and that request is included in this proposal

« The Council has commissioned an audit of all providers which is being carried out by an
external organisation (365R)
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5. Transformation — Next Steps

» As the mobilisation period ends (end September) and services are stabilised, the Service will
move ahead with implementing ongoing service improvements as shown on the next three
slides

« These will demand ongoing transformation resource, which is recognised in the Resources
Slide at the end of this slide pack in order to ensure that it is successful

» A proposal will be put to Cabinet in October that the Home to School Transport Travel Assist
Service moves to become part of an Integrated Transport Unit (ITU)

» If this is agreed, work will be carried out over the next few months in order to ensure an
orderly and effective transition and this is being scoped currently in tandem with the
Programme Manager for the ITU

.’ l Birmingham
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High Level HTS Service Change Plan (1 of 3)

Workstream
Strategy and Service review & replanning to create a defined operational plan
Service Plannin Mobilisation ) September
9 2021 Lesson Refresh Typical year plan 2022 roadmap
Learned
. Ensure validation that parents aware of post-16 cost and policy
Post 16 Policy for non-conventional placements
Policy Develop and implement guidance on PTB Exceptional Circumstance guidance and RACI
Consider policy application improvements Staff briefings and training in application of policies
Service Ongoing engagement with ITU design work and business case for service design
Delivery Models Review Service structure and review of roles/people/resources
Agree long term service delivery model for call handling
Define, Review and Improve key functional processes (and policy updates) to support LEAN and efficient working practices
Functional Complete review of Travel Mobility Assessment Review Respite attendance process, policy and funding
Processes Review Post 16 and PTB payment processes Develop process maps for core functions
Complete review of the appeals process Appeals training
Bus pass review/implementation
Governance el ERURIEIE Operate Governance & Controls aligned to BCC and SEND requirements
Framework
and Controls
Revise Plan & PID
Review contract management and compliance functions Review ways of working across commissioning / service
Contract Engage with external 365 Audit Establish supplier forum
Management
Establish schools and provider training plan Deliver schools and provider training plan
Refresh DBS ID Badging Rolling Processes
Indicates stabilising
period — new
academic year

" | Birmingham
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High Level HTS Service Change Plan (2 of 3)

Workstream
Review Mobilisation Comms & Engagement Lessons Define & Implement HTS Comms & Engagement Operational Strategy and Plan
Defin Implement HTS Staff En ment Strat nd Plan
Customers, efine & Impleme S Sta gagement Strategy and Pla
Channels and Refreshed engagement approach for parents, carers and schools
Communications
RefreshiStakeholder|Maps Refreshed engagement approach for providers
Refreshed engagement approach for BCC Guides
(WIDER SEND) Campaign to promote inclusion and positive images of children/young people with additional needs
Review HTS capacity and capability requirements Promote understanding of roles and responsibilities
Commence service redesign resourcing and reshaping for transition
. Define staff performance measure and tracking Create development plan
Leadership
and People Workforce performance management with training and appraisals included
Review of Guides Service and Improvement Plan implemented
Establish Employee Development Forum
Improve staff satisfaction
Review Route Performance
Review provisions for individual schools Identify high cost provision and establish a process for ensuring sustainable cost-effective transport
Review PTB Overpayment & Recovery Process
Financial
Management Review of costs and income against other authorities and benchmark costs
Review financial processes Develop savings plan
Review charging and collection
Positively manage demand from higher cost to lower cost forms of travel
Indicates stabilising
period — new
academic year
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High Level HTS Service Change Plan (3 of 3)

Workstream
Developing a vision, blueprint and roadmap for IT&D capabilities
IT and Digital Pilot of 365 IT system and Route Optimisation Review UMEEELD (12 GE RIS TTE EEEREema:
Infrastructure
HTS Training and adoption and embedding into service
Commence Roll-out of 365 IT system to providers
Interfaces between 365, Impulse, CXM Bus Passes and SAP
Commence 365 IT system roll out across all Birmingham Schools
Revisit Guide Mobile requirements 365 Portal Integration
Incorpqrate HT.S e".g'b'"ty e UIERmES Impulse to inform eligibility decisions
information into Impulse
Ongoing monitoring of service performance measures
Review Data Management Team Output Define Data Management Strategy Implement Data Management Strategy, processes and standards

Data, Insight Routing Change Control Process defined & Implemented Define new Operational Performance Framework

and

Intelligence Identification of 365 Reporting Requirements Implementation of 365 Reporting Suite
Refresh of SITREP Reporting
Automate SITREP Dashboards
Indicates stabilising
period — new
academic year
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6. Service Structure and Interim Functions

« The Travel Assist Service has historically been under-resourced and as a result has under-
performed.

« The Cabinet/CLT Paper highlights the fact that the current structure in place relies heavily on
interims to delivery key functions. This is because those functions do not exist in the
substantive structure yet are integral to safe and successful delivery of services. The
substantive structure is shown below and the current structure is shown on the next slide for

comparison:
—
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Following work initiated by EY and continued by the Transformation Director and Head of
Service, a number of interim roles have been initiated in order to provide an improved service.
The structure currently in place is shown below:

[

Contracts and .
" Operations Manager icati
Compliance PI: . _39 Project Manager Communications
Manager - eborah Squire
Kate U\iarwick l
[ 1
Mobilisation Performance Eligibility Review
Information Lead
Manager Contract Manager i Manager
Greg Dederski ™ Liam Tatton-Bennett Chenasai Richard Hasall
Compliance
Mobilisation Support — Manager
Officer Contract Manager Jay Shimano
Deborah Lee Hayley Marshall
L Transport
Mobilisation Su . Coordinator
Officer Pport Contract Manager Compliance Officer — (Guides)
Louise Williams Colin Bartlett Symaniizahan
- Transport Transport
C Ii s ElgiiliyOticey — Coordinator - Coordinator
__________________ ompliance Harun Kennedy .
| ‘I —  Training Manager Karen Sangha Babli Begum
i Consultan cy 1 Sarah Norman - =
! R . 1 ranspo
1 Services: I Transport I 0
1 : Risk Assessment —  Eligibility Officer — Coordi:;tor — Coort!lnaﬁor !
Guides) !
1 Transport | - Manager (! !
: Consultant 0 James Afford ]
. 1
1 Clive Greyson | Customer Advisor Transport 1
1 . - i L — Coordinator !
0 : Risk Assessment Customer Advisor Rebecca Bartram (Guides) ]
1 BCC Consultant 1 — Officers :
' Phil Waterman ! (x3WTE) I
1 1 Customer Advisor Customer Advisor 0 External Post
1 | Risk Assessment — Elizabeth Wade — Anita Kaur : Holder
0 Guides Review 1 | Officer |
: Manager : Kay |
Cust Advisor - q ! i
: : i | us;:':i;“:ssar | Customer Advisors | Customer Advisor 1 Unoccupied Post
1 Programme i Risk Assessment e (X6WTE) Kerri Cook 1 (Approved to Recruit)
1 Manager i | Officer Anne Christian :
: John David : Beryl 1
\ ! Customer Advisor Customer Advisor : Consultancy
! 1 _ Services
| Programme Support . CommlEe Rebecca Beard Dee Jones :
: Cheryl Scott 1 | Manager |
TRt | S| SRS R
Loccocooooooooocooooo 1
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6. Service Structure and Interim Functions

* These two diagrams illustrate the degree to which additional resource has had to be put in
place in order to drive forward the necessary improvements in the service. Funds are
requested in the paper being put to Cabinet and CLT to request the continuation of funds to
continue these roles until a permanent structure is designed and approved.

* In particular, there is a need to retain the Contract Management and Compliance Function,
which since being introduced has been able to improve the service’s ability to identify and act
on provider non-compliance.

«  Work will now be carried out to design a permanent structure for the Service and this will be
brought back for a decision in early 2022

» Costings for this interim period are shown in the Resource Slide at the end of this slide pack

.’ l Birmingham
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6. Resource Request

* The request for funding is therefore made for three areas: to fund transformation roles to
carry out ongoing improvement work including the roll out of the 365 project and safeguarding
improvements, and to fund ongoing interim roles that are delivering key functions that don’t
exist (or are under-resourced) in the substantive structure but that are integral to safe and
high quality service delivery

« Ahigh level outline of these roles is given on the next slide

* Most of these roles are based on estimated costs (unless the person is already in post) so are
likely to be at the upper end of the required. Where possible, we will secure staff on
secondment or at the lower end of the daily rate in order to reduce the overall cost

.’ | Birmingham
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6. Resource Request

1. Transformation Roles: to deliver the Service Change Plan, carry out ongoing Safeguarding
improvements, manage the transition phase before planned move to ITU

Proposed Cost (unti April

2022)
Programme Manager £93,438 To manage Improvement Programme
PMO Manager £64,688 To manage Programme Management Office and coordinate activities
365 Project Manager £93,438 To manage 365 roll out
365 Lead PSO Officer £64,688 To support the PMO and provision of data governance skillset
365 Lead Data Analyst £57,500 Supervise data cleansing and other data requirements for 365 rollout
365 Data Analyst x5 £287,500 Support data cleansing and other data requirements for 365 rollout
Guides Review £86,250 Carry out review of Guides to improve processes
Consultant
Organisation Design £117,013 To carry out work to design a new fit for purpose structure for Home to
Lead School Transport Service
Transport Consultant £71,875 Manages daily relationships with providers and agrees cost variations (role

will not be needed once 365 implemented)

Transformation £215,625 To provide transformational capacity in parallel running to operational
Compliance Officers x6 service across compliance activities

.’ | Birmingham
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Resource Request

2. Safeguarding Roles: to deliver the Service Change Plan, carry out ongoing Safeguarding
improvements, manage the transition phase before planned move to ITU

Proposed Cost (unti April
2022)

Safeguarding Lead £113,850 To provide expert leadership of Safeguarding in H2ST and oversee
implementation of recommendations from reviews and embedding of new
processes

Business Process £7.500 To continue work to map H2ST processes and redesign them to ensure

Mapping safeguarding embedded throughout operations and services

Safeguarding £134,500 To oversee the programme to deliver safeguarding improvements and

Programme Manager consider future options for Safeguarding including bringing the DBS

process in house

" | Birmingham

Making a positive difference everyday to people’s lives City Council

PAGE 19



Resource Request

3. Continuation of Interim Functions: to deliver the Service Change Plan, carry out ongoing
Safeguarding improvements, manage the transition phase before planned move to ITU (more detalil
on final slide)

Proposed Cost (until April

2022)
Operations Manager £81,250 To manage Improvement Programme
Eligibility and Process £56,250 To manage Programme Management Office and coordinate activities
Review Manager
Eligibility Assessment £81,250 To manage 365 roll out
Officer x2
Contract & Compliance £82,500 To manage the Contracts & Compliance function
Manager
Performance/ Data Lead  £57,500 To manage the service performance metrics and dashboarding
HTS Data Officer £50,313 To support the provision of data quality
Compliance & Training £64,688 To manage school and operator compliance and training requirements
Manager
Contract Manager x3 £280,313 To manage the contract across providers
Compliance Manager x2  £115,000 To manage compliance standards across providers
|
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Resource Request continued

3. Continuation of Interim Functions: to deliver the Service Change Plan, carry out ongoing
Safeguarding improvements, manage the transition phase before planned move to ITU (more detalil
on final slide)

Proposed Cost (until April
2022)

Compliance Officer £43,125 To support compliance standards and checks across providers

Risk Assessment £53,906 To manage the Risk Assessment function

Manager

Risk Assessment Officer  £215,625 To support the completion of Risk Assessments

x5

Comms and £57,500 To manage the Comms & Engagement strategy

Engagement Lead

Customer Care Manager £93,438 To develop the Customer Care strategy across all stakeholders

Customer Advisors x6 £86,250 To provide customer service support

Guides Coordinator £28,750 To manage the coordination of Guide resources

|
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7. Work Programme for Contracts and Compliance Team

The contracts and compliance team has brought in a number of new processes since its inception in
its current form in spring 2021 and will continue to build upon the solid basis of the last 6 months.
Tighter DBS and badging processes have added an additional, proven, layer of security around
safeguarding, audit and penalty points processes have been rewritten, and a number of Deeds of
Variation enshrining the new processes have been drafted, agreed, and sent to operators.

Over the coming months the team will continue to help shape the market by forging stronger
relationships with operators, imbuing them with BCC HTS core values in order to deliver the best
service to our children and families. In particular it will need to work closely with its newest supplier,
HATS, to help them mobilise and establish, help NEAT adjust to new T&Cs, and work with smaller
operators to help them navigate the recent changes to the market and to BCC’s processes.

The team will work closely with the external 365 audit to establish a firm baseline from which to
monitor and report in future, linking in with the 365 Response implementation project team to
establish the requirements and input data ready for the system’s launch.

It will overhaul the badging process, implement the revised rolling audit process, and rethink how
management information is captured and processed in order for the BCC HTS service to more
efficiently harness the power of data to move from the back foot, to the leading one.

.’ | Birmingham
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