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1. Introduction to the project 
The project was to replace the back office system for City Maintenance Services (CMS), 
more recently known as the Housing Repairs Service (HRS). Linked to the replacements are 
other key requirements including the procurement of: 
 

 Software and support 

 Mobile platform and support 

 Modernise Hardware 

 Links to corporate systems (Including Corporate Buildings) 

 Links to operational and time recording systems at Hamilton House 

 Built into new server arrangements 

 Links to Housing/Client systems 

 Training and implementation 
 
There was a business requirement to replace the back office system (DepotMaster). This 
system became an unsupported product and did not benefit from the modern technology 
advances. It also did not sit well with recent improvements with the Maintenance operation 
for council tenants in the City of Lincoln (Opti-time, now DRS). Finally it did not link directly 
to other systems operated by the CoLC. 

1.1. Purpose of the Post Implementation Review 

The purpose of this Post Implementation Review is to provide an overview of the project to 
implement new integrated and mobile working systems. The report also identifies the future 
recommendations to ensure effective and efficient systems are maintained to meet the 
business requirements of The City of Lincoln Council (CoLC) and ensure any short comings 
are highlighted and lessons are learnt.    

1.2. Scope of the Post Implementation Review 

The Post Implementation Review applies to the following: 
 

 Project budgets 

 Project communication methods 

 Technical solutions 

 Implementation 

 Key project dates 

 Identify the improvements the project has made to HRS services 

 Identify any areas for concern and/or improvement 

1.3. Scope and Objectives of the Project 

The scope of this project was to replace the previous back office and mobile working 
systems currently in place for HRS with a modern and fully integrated system that should 
significantly improve the functionality and performance of HRS.  
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The overall objectives for the new contracting system were: 
 

 Automate the back office system for repairs and maintenance function for the City of 
Lincoln Council under the delivery of CMS 

 Replace an unsupported and outdated system (DepotMaster) 

 Replacement of mobile platform 

 Provide integration between all other associated systems 

 Reduce duplication and streamline service delivery 

 Provide robust system for management and predictability of the service workstyles 
benefits/outcomes 

 Reduce as far as reasonably practicable the manual duplication of data input 

 Reduce the amount of manual data input required 
 

2. Project Summary 

2.1. Project Communication Methods 

Throughout the duration of the project there were various stakeholders that needed to be 
kept informed on the progress of the project. Throughout any project, communication is key 
to its success. Ways in which this project was communicated include: 

 Project status reports 

 E-mails 

 Regular working group meetings 

 Conference calling 

 Regular phone calling 

 Regular site attendance from supplier consultants 

 Project and Service Managers attending project specific meetings i.e. SPIT 

 Change requests (internal/external) 

2.2. Technical Solution 

Servitor from Civica is an integrated housing repairs management solution for both client 
and contractor designed to improve the efficiency of responsive, planned and cyclical works. 

Servitor incorporates a comprehensive mobile module to increase repair operative 
productivity by automating the requesting and recording of work details while out in the field. 
Work is automatically appointed and allocated to operatives using Xmbrace’s Optitime (now 
DRS) technology; assigned jobs are sent to the operative’s handheld device. Servitor Mobile 
enables the operative to record job status updates, variations to tasks, issue materials to the 
job, and submit timesheet data.  
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2.3. Implementation 

In the beginning, the project was naively set an over ambitious go live target date of 23
rd
 

January 2013 which was rightly revised on a number of occasions. This incumbent with an 
inexperienced project team (based on IT experience) and the sheer size and technicality of 
the project at the time was widely underestimated which ultimately made it a difficult task 
from the outset. This placed an overwhelming amount of pressure on the Project Manager 
as the project did not have the dedicated resource it required to complete within the 
estimated timescales. There were also difficulties in the co-ordination of external contractors 
and suppliers particularly while developing the required interfaces between systems 
sometimes caused delays. A substantial part of the project then went live on 18

th
 & 19

th
 of 

July 2013, this go live saw a lot of dedication from everyone and plenty of weekend working 
in order to meet the deadline. However it took until March 2015 to get the billing and 
allocation of time elements fully operational.  

2.4. Project Budget 

2.4.1 The Servitor project was set a budget of £253,990.00 (capital). The total capital spend 
of the project was £217,144.00, leaving an underspend of £36,846.00. Throughout the 
project there were a number of financial savings made such as the corporate credit 
allowance from the Vodafone contract which was used to purchase the Mobile Devices 
(PDA’s). There was also an underspend on the estimated costs of interfacing between all 
the relevant systems as well as negotiation of additional consultancy days which helped 
towards the underspend.  



City of Lincoln Council, Housing Repairs Service –  Post Implementation Review 

  

 

O:\CMS\Servitor project\SERVITOR PROJECT\POST IMPLEMENTATION REVIEW Page 7 

 

 

Naturally with all IT systems there are ongoing revenue costs for such things as 
maintenance costs, licences and upgrading of software/hardware. The annual cost of 
maintenance and support for Servitor is approximately £31,000 (based on 2016/17). 
Although this has meant an increase to the services IT budget, it hasn’t impacted the bottom 
line budget as savings were found from elsewhere within the service. 

2.4.2 

CAPITAL EXPENDITURE 

     

   ICT Hardware: 

     Budget Actual Variance 

Product & Mobile Platform £101,200 £95,050 -£6,150 

PDA's Cost £12,000 £0 -£12,000 

PDA's Corporate credits -£12,000 £0 £12,000 

Servers £15,000 £12,145 -£2,855 

CAPITAL HARDWARE TOTAL £116,200 £107,195 -£9,005 

  
   ICT Software: 

   Implementation £72,520 £71,689 -£831 

Business Objects Licences £8,000 £3,825 -£4,175 

Mobile Licences £2,100 £2,100 £0 

Oracle Licences £20,015 £21,405 £1,390 

Interfacing & additional Users licences £35,155 £10,930 -£24,225 

CAPITAL SOFTWARE TOTAL £137,790 £109,949 -£27,841 

  
     
   CAPITAL TOTAL £253,990 £217,144 -£36,846 

 

REVENUE EXPENDITURE - PROJECT       

Consultants Fees £11,000 £9,666 -£1,334 

Training £3,000 £785 -£2,215 

Licences (Airwatch) £2,560 £3,210 £650 

TOTAL REVENUE PROJECT COSTS £16,560 £13,661 -£2,899 

  
   REVENUE EXPENDITURE - ONGOING 

   Annual Budget £48,000   -£48,000 

Civica - annual maintenance - Software & 
Support   £30,850 £30,850 

Oracle - annual software licence & support   £3,545 £3,545 

Kirona - annual Open Messaging & diaries   £8,500 £8,500 

Kirona - user group annual subs   £450 £450 

TOTAL REVENUE ONGOING COSTS £48,000 £43,345 -£4,655 
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2.5. Key Project Dates 

Action Start Finish 

Project Commencement 16/07/2012 19/07/2012 

Business Process Workshops 03/09/2012 14/09/2012 

Interface Specifications 19/09/2012 29/04/2013 

Agresso (Finance System) - FMS Creditors/Stock Movements/Charges to 
Ledger/Labour & Overhead Recovery - requirements gathering 

12/02/2013 29/04/2013 

Web Services (Servitor <> Opti-time & Servitor <> Universal Housing) 19/09/2012 20/09/2012 

Infrastructure Installation (Live, Test and Train for all sub tasks) 19/07/2013 13/05/2013 

Hardware (Demo/User Groups, Licensing, Purchasing (device/cases), 
Building/Software Installation) 

19/07/2012 07/09/2012 

Civica Mobile Installation 18/12/2012 13/05/2013 

Prep Source Data 07/09/2012 30/11/2012 

Data Set-up and Walkthroughs 30/11/2012 23/04/2013 

System Set-up and Data Loading 30/11/2012 23/04/2013 

Walkthroughs (Jobbing, Stores, Customer Survey, Performance Management, 
Voids, Resource Management, Ordering) 

05/12/2012 19/02/2013 

Job Ticketing and Purchase Ordering Templates 30/11/2012 19/02/2013 

Interface Delivery and Testing 26/09/2012 20/05/2013 

Agresso (interfacing and install) 30/04/2013 20/05/2013 

Supplier integration  (web services, interfacing, development) 02/01/2013 03/05/2013 

Business Objects (installation and training)  10/09/2012 17/01/2013 

Servitor Training “Train the Trainer” 08/01/2013 15/05/2013 

Servitor Training “general” (jobbing, stores, customer survey, information 
management, voids, administration) 

08/01/2013 04/03/2013 

Mobile Training (administration & key user)  14/05/2013 15/05/2013 

Test Planning 24/04/2013 07/05/2013 

User Acceptance Testing (mobile, servitor, UH)  21/05/2013 24/06/2013 

Live Cutover Planning 28/06/2013 11/07/2013 

V7 Servitor Installation (Live) 12/07/2013 18/12/2013 

Migration of DepotMaster Data to Servitor Live 16/07/2013 16/07/2013 

Go Live  18/07/2013 19/07/2013 

Interface creation between Agresso and Servitor 19/07/2013 24/06/2014 

Server/Network upgrade 19/07/2013 02/11/2014 

Supplier integration issues (invoicing, interfacing, data loading etc) 19/07/2013 06/07/2015 

Internal billing and invoicing issues 19/07/2013 06/07/2015 

Pricing structure issues 19/07/2013 06/07/2015 

Business processing and process mapping  19/07/2013 02/11/2015 
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Post Implementation Review 12/01/2017 19/01/2017 

3. Project Benefits 
HRS have seen many benefits since implementing the Servitor system, and possibly the 
most noticeable benefit is the integration between other internal Client and supplier 
(Jewson) systems. This has streamlined processes and allows for near on real time job 
costing.   

 

Other benefits include: 

 Increased jobbing communication - using an interface from Servitor to Universal 
Housing, the Client can now see actual job costings and jobbing notes once a job has 
been invoiced therefore modernising HRS and its interaction with its Client. 

 Increased customer service – working in conjunction with bullet point 1. The Client now 
has much more information and it allows its call centre staff to have the ability to see 
what stages are jobs are placed,streamlining the process and reducing phone calls to 
HRS, Resource Planners and Team Leaders. 

 Improved business efficiency – increased management information is now available 
creating synergies between HRS management and accountants. They now have a true, 
up-to-date reflection of income and job costings enabling them to make quick informed 
decisions. Further to this it has improved both back office and operative productivity, 
now the new mobile platform has been introduced, it has seen a reduction in operative 
whitespace and the way in which operatives working hours are recorded. 

 Enhanced employee satisfaction – naturally with computer systems some people like 
them and some people hate them, generally across the board people are happy with 
Servitor and it has helped them in their job role. Approx. 80/20 spilt in favour of Servitor 
and when we have technical IT problems it shows how much reliance we place on the 
system.   

 Automated job completion process – by having the new and improved mobile platform 
means that it provides even more reliability and can produce a much quick and much 
more accurate reflection of the job costs near on real time. 

 Advanced management information – with the Servitor project we have also 
implemented a new information reporting system, Business Objects. This enables 
detailed reports varying from job status i.e. open jobs, job costs, vehicle information, 
operative working times with ease and in a much shorter time period and with less 
manual intervention than previous systems.  

 Reduced manual data inputting and interrogation – the introduction of Servitor has seen 
a reduction in administration labour from data inputting which is now utilised in more 
areas making a much more streamlined and self-sufficient service.  

 Introduction of trade specific hourly rates – HRS are now able to charge each trade at 
their own specific rate, enabling us to become a more cost effective service and make 
us more competitive within the industry.  
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4. Project Involvement and Responsibilities 

Project Team 

The Project Team was built up of many experienced professionals who have had previous 
project involvement (although not necessarly in IT aspects). They monitored the conduct of 
the project and provided guidance to the Project Manager. The team facilitated resolution of 
any problems or issues in conjunction with the Project Manager. 
 

 Agreeing the scope of the project 

 Reviewing and signs-off project deliverables 

 Resolving issues brought to their attention by the Project Manager  

 Discussing and approving potential Change Requests with the Project Manager  

 Accountable for the project budget 

 Accountable for realising the benefits of the project 
 

Project Manager 
The Project Manager held ultimate responsibility for the day to day running and execution of 
the project as whole.  
 

 Reporting to the Project Committee 

 Reviewing all project deliverables 

 Facilitating the project team’s progress in the analysis and production of the project 
deliverables 

 Managing all project issues and helping to resolve them 

 Maintaining the Project File 

 Managing day to day issues - escalating to the Project Committee when required 

 Raising Change Requests for approval by the Project Committee 

 Communicating progress/directions 

 

IT/Business Development 

 Providing technical advice on their Council’s IT environment to the Project Manager 
and suppliers 

 Assist in the resolution of any technical issues that may arise during the project 

 Reviewing all technical project deliverables 

 Review and approval on the IT architectural directions provided by IT 3
rd
 Party 

Providers 

 

SPIT/IMPS Internal Project Monitoring Group 
An internal project monitoring group hold a similar position to the project team accept they 
have no “day to day” involvement of the project and this group does not focus on just one 
project and are monitoring multiple projects. Their main responsibility is to ensure the 
punctual execution of the project and ensure the project remains within budget.  

 Authorising the scope of the project 

 Reviewing and signs-off project deliverables 

 Discussing and approving potential Change Requests with the Project Manager  

 Accountable for the project budget 

 Accountable for realising the benefits of the project 



City of Lincoln Council, Housing Repairs Service –  Post Implementation Review 

  

 

O:\CMS\Servitor project\SERVITOR PROJECT\POST IMPLEMENTATION REVIEW Page 11 

 

 

3
rd

 Parties/Suppliers (Civica {UH/Servitor}, Xmbrace {Opti-time}, Kirona {DRS}) 

 The timely and satisfactory completion of their components of the project 

 Reporting to the Project Manager on a regular basis 

 Reviewing all their project deliverables 

 Managing all project issues in relation to their services 

 Managing and directing their project team of people to produce deliverables as per 
the schedule  

 Ensuring the their project team adheres to CoLC IT directions 

 Managing day to day issues - escalating to the Project Manager when required 

 Management of any Change Requests raised by the Project Manager 

5. Process Improvement 

5.1. What Went Right…?  

Throughout the project there are, and were plenty of things that went right and had a 
positive impact on the project along with a positive impact on the HRS. Some of these are: 
 

 Staff commitment, more often than not Local Authorities are renowned for not 
communicating effectively and not working together, however this was not the case. 
Throughout the majority of the project all relevant departments assisted each other in 
order to reach the end goal which was very encouraging to see. Business Development 
played a key role in this.  

 The system itself works generally without interruption, and only on odd occasions do 
services require restarting.  

 Implementation of the mobile devices/PDA was a success. 

 Substantial underspend on capital budget. 

 Intense contract/supplier management.  

 The creation of the Agresso costing and purchase order interface which was developed 
internally has seen a major improvement with the interaction between DLO system and 
CoLC financial system. 

 

5.2. What Went Wrong…?  

Throughout the project there are, and were a plenty of things that went wrong and had a  
negative impact on the project along with an impact on the HRS. Some of these are: 
 

 Insufficient or inadequate training for both back office staff and operatives. Additional 
training for back office staff is required in order to provide more cover for key areas. 

 Now, more than ever there are problems with the mobile devices. The devices currently 
used are a mixture of Nokia and Microsoft (all windows phones) however these devices 
are in no way, shape or form robust enough for our requirements and types of works 
HRS carry out on a day to day basis. Phones are constantly either being repaired or 
renewed with an additional cost at each purchase.  

 System choice was very short sighted in terms of what system the Council procured. It 
perhaps may have paid dividends to explore the market a little more or maybe enquire 
internally to our own IT/Business Development department(s). This may have also 
produced further cost savings. 
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 Unrealistic timescales were set from the beginning, a project of this technicality required 
in depth thought and major prior planning.  

 Provision of an experienced project team would have been hugely beneficial to the 
project and would have possibly reduced some of the issues the project encountered. 
However, regardless of the technical experience of the team it does require team 
members to be taken away from their day job in order to concentrate solely on the project 
in hand.  

 Investigation into all areas of the system would have been of benefit. These will be 
included in future working group meetings in an attempt to improve the system on a case 
by case basis.  

 Lack of testing of the system prior to go live. This was purely down to timescales that 
indepth user testing was not carried in enough depth to ensure any errors present could 
be rectified.  

6. Recommendations & Next Steps 
As with any project, there are elements or areas that could have been done differently or 
taken an alternative route and unfortunately these cannot always be changed once the 
project is complete. However, there are elements where areas can still be improved and 
may require some thought and/or consideration. The Servitor Working Group have 
discussed some ideas that may help improve the processes for this project along with some 
examples of where future projects could be improved.  
 
Improvements to Servitor: 

 Regular reviews of the performance of the system. 

 Regular reviews of the budget to ensure we can take advantage of new and emerging 
technologies e.g. PDA’s, services etc. 

 Regular review of supplier contracts, by being proactive will alleviate some of the issues 
encountered when procuring the new system. 

 Review of staffing availability to run and monitor services. 

 Quarterly/six monthly update meetings with IT supplier (Account Manager) to ensure that 
any issues CoLC are facing are formerly noted and will encourage Civica to have 
accountability for ongoing problems with the service.  

 Regular procedural reviews, this will enable CoLC to ensure that all procedural notes are 
maintained for any new starters or staffing cover. 

 Create a work plan strategy to ensure that any future updates to services and/or ongoing 
problems are thoroughly planned in advance. 

 Dedicate an employee to meet with all individuals concerned and create in-depth, easy to 
read procedure notes. 

 The administration of the Servitor system is paramount to its functionality and requires a 
huge amount of monitoring. By allowing the System Administrator more time to  
concentrate on the Servitor System, may have a beneficial impact on its day to day 
running. 

 It would be beneficial for the Systems Administrator to be based at Hamilton House for at 
least part of his time. We believe this would improve communication between teams, 
provide the Administrator the sufficient time to concentrate on Servitor which in turn will 
provide a proactive approach towards the system. 

 A full review of training needs should be undertaken and full training should be supplied 
to any new employees. 

 Automated job charging is essential to further reduce labour of data interrogation in order 
to charge jobs, purely a sheer number of jobs being processed is too much for one 
person.  

 Update test environment to mirror live system. 
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Recommendations for future projects: 

 Consider all options during the procurement process 

 Select an experienced project team and allocate clear job roles within the group 

 Set and work to realistic milestones 

 Allow sufficient time for intense testing 

 Allocate dedicated resources to the project 

 Maintain stringent decision making throughout  


