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Case Study Title: Commercial Development and Understanding our Data

Company Overview | CLUID HOUSING | cluid.ie

Cldiid Housing Association is a not-for-profit organisation leading
the way in delivering high quality, affordable homes to people on the
housing waiting list all over Ireland. Since its establishment in 994,
Cldid has provided over 10,000 homes to low-income families and
single people, older people, people with a disability and traveller
families all over Ireland. For further information about Cldid Housing,
please visit wwwi.cluid.ie.
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In 2015, Cltid had 5105 homes in management. By the end of
2022 this number had doubled to 10,272 homes in management.
This rapid increase of delivery requires input from all departments
across the organisation.The information for managing the pipeline of
homes was stored in multiple locations and manually updated. This
resulted in inaccuracies and out of date information which did not
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support the decision-making process.In 2018, a decision was made current year delivery and all future prospects.

to introduce a management system to store and track information

and make available in a live setting. By 2019, the new system was in This case study will focus on the implementation and benefits of the
place, and it now stores all of the information on delivered homes, Delivery Management System implemented by CIUid.

Overview & Background to the Lean Initiative

As providers of quality housing nationwide, Cltid collects and stores The Commercial  n2019,over 2.100
vastamounts of data. . . . Deyelopment team at f:’;::';;'f:::.“;‘:n“
This data was not always easily accessible across the business and Cldid manages a pipeline  across Ircland. .
duplicate data was often collected and stored by multiple internal of over 10,000 homes
departments. Cltid engaged an external consultant to assess Cldid's and we did not have a  #:=
data maturity and provide a roadmap for a data strategy. The resulting central location for our
data strategy set out the direction for data-related improvements at data. This resulted in a
Cltiid and the main objectives of the strategy were to: very manual approach
[ Improve the quality of organisational data. to producing reports, as
2. Invest in development and training for those who use the data had to be checked
data. and rechecked numerous
3. Foster and encourage leadership that allows people to use times. ft was heavily reliant
data to inform business decisions. on the owner of the
Priceity: Firmc Chid Sclicitor | Scheme Mame | schenve Type Fanding Phate  |Ne.ol |Conwactstns
Uit
Lascind Cuart it Fulrnes, B fored, fushanay Turriuey HF& 2 1 In Corract
Mawdoundwell Road, Drognecs, Coury Louth phade 2 Tharrvosy Wra F £ 17 Covtract
'-'h.r-w!,- HF& 1 12 Contract uncer negolialion
el T rriumy W& 1 w0 Conbract e e s oo
s b ' s G, Comealin, Do Ty i I 12 Cownciobeaied
Oy D e M Gl ree W Aosaany Co Kerry Cliid DEB HF& 1 4 Contrdt urndier rasgod ial o
Tobar Mule, Creagh, Goney, Wesford Prase 2 {5 Uinish Tarniuey HFA 1 15 swaiting Conlracts

Figurel: Sample data at Cltid
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data and left us exposed to gaps when individuals were on leave.
To bring lean ways of working into focus, it was agreed that a fresh
new approach to data management was needed. We wanted to
have the ability to analyse our data, understand market trends and
report to the business and other external stakeholders without

delay:We could see that it was not sustainable to expect people to
search through muttiple copies of spreadsheets to get answers.Ve
needed a much more efficient way to access data when needed and
to be confident that the outputs would be accurate and up to date.

Lean Initiative Undertaken — Lean Thinking, Tools, Techniques

According to a survey carried out by research firm Gartner (Forbes,
2021),the cost associated with poor quality data amounts to 20%
of revenue in an average organisation. Furthermore, using poor
quality data for analytics could impact the quality of decision making.
Knowing that data was stored in various locations and in various
formats, it seemed reasonable to assume that making a change would
result in significant cost savings to the business.

We needed to rethink how we gathered, stored, and retrieved our
data.As a growing business, we recognised that our own reliance on
data was increasing, and good data management would be critical
to accessing accurate data quickly when needed.

Using the DMAIC methodology, we created a roadmap for
improving our data management which is summarised inTable 1.
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Define Project Charter, Gemba, 9 Blocker, SIPOC
Measure Survey Resulls, As Is Process Map, FMEA
Analysa Cause & Effect Diagram, Focus areas for

Wmm Projected Savings, Pick
Improve Future Process Map, Implementation Flan
Control Control Plan, Lessons Leamed

Table I: DMAIC Methodology

To remove waste work from our processes we participated in waste
walks.Known as*'Going to Gemba’’ by lean practitioners, these walks
allowed us to witness first hand, the real experiences of everyone

Figure 2: Process Map for S: Drive Filing

working with data on the Commercial Development Team. Feedback
was encouraged and problems identified in a very informal way:.

Using an ““as is"” process map it was easy to identify where over
processing was occurring and where a more streamlined approach
to data processing would lead to more efficient results.

The Suppliers, Inputs, Process, Outputs and Customers (SIPOC)
model allowed us to consider and understand the flow of data across
some key processes. See Figure 3.
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Figure 3: SIPOCTable

We created a survey and invited the Commercial Development
Team to respond along with data users from other departments at
Cldid. From a sample set of the respondents, you can see that lots
of time was wasted searching for documentation, confidence was
low, need for training and/or fresher training was high,and over 80%
of people stored data elsewhere.

SURVEY - The Story So Far - 3 Respondents
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Figure 4: Survey Findings

A Failure Modes & Effects Analysis (FMEA) table was used to assess
the severity of failures in our processes and to identify potential
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Figure 5: FMEA and Actions Recommended developed, and training was provided to all users.

causes. This tool was used later in the process to measure if controls

would have the desired impact on the failure areas. Initially a | 2-month pilot phase was implemented to test the

management system and to understand its functionality. Following
this period, some small tweaks were made with the supplier to

After the challenges with the ‘as is’ process were identified, it was better manage Clid's requirements, and the system was rolled out
clear that there was a lot of duplication of effort and data, which in full The user manual is live and updated on a continuous basis to
resulted in inaccuracies and waste work.A cause-and-effect analysis respond to market changes (i.e.interest rate changes, new methods
revealed that multiple spreadsheets were in use by multiple people of delivery and funding changes). See Figure 6 for sample report.

in each department. In some instances, the information was out of :

date, and it was not clear who was responsible for keeping it live. hoiting New Business Delivery Report

It was agreed that by having ‘one version of the truth’in a central -

location, with clear lines of responsibility and data ownership, would
be a more efficient way to manage the pipeline.
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A scope of works was issued to six different companies to investigate o o ‘ﬂ. ‘
options and suitable software systems to address the challenges . Yot e
raised during the analysis phase. The optimum solution for Cldid was - i Y N
mapped out in a future process map. Cldid then worked with the ' " 1 479 E‘:‘F“"_’u
chosen supplier to customise the software package to best deliver
Cldid's requirements. Once this was completed, a user manual was Figure 6: Sample Data Report- New Business Delivery
Lean Initiative Improvements & Impact
Cldid is now part of the user group, which influences the next release. This is extremely beneficial to Cltid as it ensures that the
development phase of the software system. Users make suggestions system continues to meet their requirements and is agile and flexible
for enhancements and the user group vote on the top three, which into the future.

the supplier company will develop and implement in next version

Summary and Lessons Learned

A report is provided to all departments each week ensuring particularly for any new staff. Overall, the benefits of the system are
consistency, accuracy and up to date information. However, one understood and used widely and buy in to ensuring its continued
challenge is that this information is dependent on accurate data being success is evident.

imputed by several stakeholders. Continuous training is required,
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