
Background

On 10 May 2021, a major change to the recycling and waste service was launched, entailing a change
in collection days for 48% of Folkestone & Hythe households. Despite an expectation that there would
be some disruption in the initial transition period, issues are still ongoing a month into the service with
collections in week four being severely disrupted. This situation is not acceptable for the council or
Veolia and this action plan sets out Veolia’s mitigations to improve the performance of the service, to
help a steady return to its usual high standard.

Immediate mitigations

To help resolve the situation, Veolia is bolstering the service with additional resources, with immediate
effect:

1) Frontline staff

One of the main causes of the disruption to service in week four of the service change was a
lack of frontline staff.  Although the service had to this point been well resourced, during this
week, 10 agency staff failed to attend work and absenteeism amongst permanent employees
was at an unusually high level.  This led to some of the additional support rounds not being
mobilised in time and therefore collections not being completed.

To supplement this resource pool and ensure that this issue doesn’t reoccur, additional agency
staff have been recruited and continue to be recruited to make sure that there is always
enough staff to mobilise the support vehicles. The additional staff have been deployed (both
agency, and from other Veolia contracts) to mobilise four support rounds:

● One additional food waste crew (driver + two loaders)
● Two additional recycling crews (two drivers + four loaders)
● One supplementary crew (one driver + two loaders), to assist with missed collections

and any service that needs support

Service Previous Resources Contract Position Current Resources*

Refuse Service 5 Frontline (plus food)
1.5 Narrow

4.5 Frontline
1.5 Narrow

4.5 Frontline
1.5 Narrow

Recycling Service 5 Frontline
1.5 Narrow

4 Frontline
1.5 Narrow

5 Frontline + 1 support
1.5 Narrow

Food Waste Service 2 Frontline 4 Frontline 5 Frontline

Garden Waste Service 2 Frontline 2 Frontline 2 Frontline
*Plus one additional support vehicle to be utilised where needed



Veolia is proactively and regularly reviewing their approach to make the best use of the
additional resources. The deployment of a later crew is being implemented to give time to clear
incomplete work from the main rounds on the scheduled day of collection.

To reward operatives, who are continuing to work extended hours, a staff incentivisation
programme has been developed: this includes enhancing overtime pay to double-time for all
hours worked over 40 hours. An additional day's holiday has also been offered for 2021 to all
employees on the East Kent contract.  This is being done to raise morale and increase
employee engagement to work together to complete all work.

2) Management support

Two additional Operations Managers are assisting the service in Folkestone & Hythe, with one
manager allocated to each waste stream (refuse/ recycling/ food waste). This should facilitate
the potential for more proactive monitoring and focus on all collection services, where
managers can make adjustments in order to ensure all work is complete. This was put in place
from 10th May, but had been reduced from three to two Operations Managers, but as of
Tuesday 8th June increased back to a provision of three. An additional Operations Manager is
being brought in to focus specifically on flats and communal properties which has been a
particular area of concern from Monday 14th June.

Veolia has also expanded the administrative/ systems support teams, in order to improve the
management of Echo, until the temporary surge in missed collection reports returns to its usual
level.  A further additional administrator will be recruited to assist with this and ensure that
issues raised by council officers are dealt with quickly and efficiently.

Role Contract Position Proposed Resources

Operations Manager 1 4

Supervisor 4 4

Administrator 1 3

To ensure that Echo, the municipal management system, is working as well as it possibly can,
an audit will be carried out by Veolia’s Head of Operational Systems and national Digital
Transformation Manager, who will visit the contract to review the local set up and business
usage.  This review will take place during week commencing 14 June.

3) Fleet

Another issue that occurred was the unavailability of vehicles leading to support rounds not
being able to be mobilised. Having deployed four additional crews, spare vehicles designated
on the contract are being used as frontline. This has created operational issues as the contract
does not have the resilience on the recycling service, if the frontline vehicles are unavailable,
due to maintenance/breakdown etc.

To mitigate this, two additional twin pack 26 tonne vehicles have been hired, with the first
coming down to East Kent Friday 11th June and the second due to be delivered Wednesday
16th June. One vehicle that has been off the road due to accident damage since Saturday 5th
June is also due to come back into service tomorrow 10th June. A further 26 tonne vehicle to
support the refuse and garden waste services has been brought onto the contract on 10 June.
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4) Disposal Point

Discussions are underway with KCC and the East Kent Waste Partnership over the emergency
provision of a third party transfer station for residual and food waste, due to excessive waiting
times at the current disposal site in Ashford. The waiting times are having a detrimental effect
on service performance. The alternative site is based in Tilmanstone, with planning permission
and environmental permit already in place. This site has previously been used as a
contingency site and subject to agreement with KCC and the operator could be available within
two weeks.

5) Apology Letter

Veolia communications team intends to work with FHDC communications team to produce an
apology letter to be sent out to all residents in FHDC, This letter will be drafted on Thursday
10th June, with a view for this to be signed off by Friday 11th June and then arrangements will
be made with printers for this to be distributed via JogPost/Royal Mail. The letter will be sent
out on 100% recycled paper, as with all other communication material produced by Veolia.

6) Customer Complaints Support

In order to support the Council’s customer services team, Veolia proposes to fund an additional
5 staff for the remainder of June and July.  It is proposed that these staff are recruited by the
Council and are embedded within the customer services team where they can support in the
best possible way.

Extended review

As outlined above, these immediate actions should support a prompt improvement. Longer-term,
Veolia proposes to review the assumptions made in the bid about the service, in light of additional
tonnages (on the back of COVID-19), direct knowledge of operating the new fleet of vehicles and
increased tipping times.

The review of resources will be carried out by an independent third party analytics team with feedback
given to the Council and Veolia.  A further exercise will be undertaken to review the current recycling
and food waste schedules to correct errors and balance collection rounds.  This review has
commenced immediately and will take a number of weeks to complete.  The process will include a
significant data review and a local operational review. Additional frontline resources will be maintained
to ensure that collection services can be reliably operated using the current schedules during the
review period.

There has been some specific issues around the scheduling of flats and communal properties. This
service will also be reviewed as part of the data analysis mentioned above but an additional physical
audit will be carried out for each location.  This will identify bin numbers and overall capacities, specific
information relating each location and access points and recycling capacities.

The review will be conducted via an audit, and will include:

➔ a greater understanding of F&H communal properties
◆ the composition/location of bin stores and the literage available to each property -

whether these are uniform
◆ agreeing and defining which communal households should receive weekly/ fortnightly

collections
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➔ a cleanse of Schedule 2 properties, who are currently receiving household collections

➔ a validation of assisted collection properties
◆ recording their bin locations

This audit will be conducted via an external auditing agency.  Veolia is engaging with third party
suppliers to undertake this work and anticipate appointing a supplier during week commencing 14
June with an aspiration to start the audit during week commencing 21 June.

Street Cleansing

A 5 over 7 shift pattern has been negotiated with the GMB trade union and this has resulted in 61
employees being moved onto a full 5 over 7 shift pattern in East Kent from the end of April 2021. This
effectively doubles the amount of employees over the weekends compared to the previous contract
and should provide over the summer month, when supported by additional seasonal resources (beach
cleansers etc), significant additional resilience. In addition 12 barrow operatives started working a 4 on
4 off shift pattern across East Kent from January 2021.

Over and above this all Operations Manager, Supervisors and Chargehands now work a rota to
ensure a manager is in place on the ground on a Saturday and Sunday in East Kent to supervise the
street cleansing activities, this will be invaluable over the busy summer months.

A particular challenge on the new service is weed spraying, that does not form part of the new contract
with East Kent Waste Partnership, however the facility still allows for glyphosate weed spraying to be
completed. On return week commencing 14th June 2021, the Senior Contract Manager will discuss
with the client officers availability of third party contractors or arrangements for weed spraying, utilising
nap sacks and our trained operatives.
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