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1. Introduction 
1.1.The Customer Senate adopted a criteria for scrutiny based on the following:

· Customer – does it meet the need of the customer

· Salix Homes – does it meet the corporate objective

· External stakeholder – does it meet the needs of external stakeholders

1.2. The Customer Senate agreed a programme of scrutiny through applying the following methods:

· Concerns raised at Service Specific Panel meeting

· Issues identified through the Customer Business Planning cycle

1.3. The programme was prioritised using the following criteria:

· Number of complaints received

· Customer Satisfaction

· Benchmarking
1.4. The programme for 2010 – 2011 identified repairs appointments as the main priority. The programme includes:

· Equipment and adaptation

· Count Me In

· Environmental Services

1.5. This report has been prepared in accordance with the agreed terms of reference, dated 19th January 2010. The terms of reference were amended to extend the period of scrutiny from 13 weeks to 15 weeks to allow opportunity to include a self assessment presentation by the appropriate manager at week 1 and an evaluation exercise at week 15.

2.  Scope
2.1  Jackson Lloyd 
· It is the policy of Salix Homes to offer appointments to customers for all pre-inspections and where access is required for all internal repair work. 
· Appointments are now offered for external work
·  When a customer reports a repair a job number and repair appointment date will be given by the member of staff taking the call. 

·  Appointments are scheduled using the Opti-Time system and will be allocated to the operative who can undertake the repair.

2.2  For responsive repairs the following appointments are available

·  All day 
· Morning 8am – 1.00pm

· Afternoon 12 noon – 5.00pm
·  School run 10.30am – 2.30pm

·  Evenings – Monday to Thursday 5.00pm – 7.00pm

·  Saturday mornings – 8.00am to12.00 noon
· Confirmation of the repair and any appointment will be sent in the post with a job reference

2.3  Liberty Heating

· For gas repairs appointments are not made as the response times are short i.e. 2 hours, 8 hours 24 hours.
· 2 hours – gas leak; fumes; water leak
· 8 hours – total loss of heating/hot water
· 24 hours – partial loss of heating/hot water (vulnerable customers will be attended to within 8 hours)
· For new installations or parts the appointment is made via Liberty and the customer, however as IT systems are not integrated appointments can not be monitored on Saffron, only response times.
· Liberty offer appointments for all gas servicing and customers have the opportunity to arrange convenient appointments
2.4  Smaller Services Contractors

· Works are issued by e-mail or phone.

· Appointments are made direct with contractor and customer.

· Response times are monitored, however not appointments due to non integrated IT systems.
2.5 In undertaking the scrutiny of this service the Customer Senate considered:
· The information provided through the self assessment
· The detailed evidence requested 
· A series of recommendations to support improvement and customer experience
2.6 The scrutiny was conducted by:
· Undertaking a detailed desktop review of evidence presented by both Salix Homes and Salix Direct.

· Hearing oral evidence from Matt Roberts, Head of Investment  and Maintenance, Salix Homes 

· Hearing oral evidence from Jackson Lloyd 

· Hearing oral evidence from Liberty Heating

· Visiting the Salix Direct Call Centre

· Visiting First Response

· Commissioning Salix Homes Customer Inspectors

· Commissioning a telephone survey of customers

4. Opinion of the Senate
4.1 The Senate acknowledge that Salix Homes demonstrated self awareness that repairs appointments and the failure to keep appointments is a concern and has taken steps to address concerns prior to the commencement of this piece of scrutiny. The approach was acknowledged by the Audit Commission during their inspection in February 2010.

4.2 Salix Homes offers appointments to customers for all repairs except gas repairs which are responded to within a 2 hour, 8 hour and 24 hour system. During the course of the scrutiny Salix Homes introduced the opportunity for customers to be offered appointments for external works.
4.2 Appointments offered by Jackson Lloyd are scheduled through opti-time with an option for customers to receive a text to remind them of their appointment. In addition customers receive an automated repair card to advise of their appointment.
4.3 Appointments offered by Liberty are vague as they relate to the type of job required and how this is conveyed to the customer is crucial to manage expectations.
4.4 It is acknowledged that for smaller contractors there is no current scope for them to use the SAFFRON system, however, moving forward there is an expectation that they will use Northgate for scheduling appointments.

4.5 There does not appear to be any penalty clauses for failure to meet appointments and this needs to be addressed through the procurement  of new contracts, equally costs associated with avoidable contact needs to be addressed at the same time.
4.6 During the last financial year Salix Direct received over 27,000 avoidable calls in regard of repairs appointments at a cost of £11,404. it can be concluded that there are two main reasons for these calls i.e. customers have little faith in the appointment system and the reliability of the contractors or they do not understand the information that is being offered from the outset and therefore their expectations are not met.
Summary of Main Findings
Report Detail
The following findings have been generated from five key sources:

· Salix Homes Management

· Salix Direct

· First Response

· Customers of Salix Homes

· Stakeholders 

From our investigations, which included interviews, site visits, reality checking we can identify certain key points of note and concern.

Performance

Performance is lower quartile for repairs appointments made and kept, although it is noted that performance has risen by 4% since 2008/9. In May 2010 performance at 94.1% relates to1352 jobs ordered/ 79 appointments failed.

Of the jobs raised 54.6% of jobs are appointed which is considered to be upper quartile.

Since commencing this piece of scrutiny all jobs including external works can now be appointed.

Customer satisfaction with repairs (collected through customer care cards) suggests 97% of customers are satisfied with the service – it must be noted that this is based on a 14% return rate of cards, yet Status tells us that 76% are satisfied.

This would suggest that customers who are satisfied return care cards and that a significant number of customers fail to report their concerns as they arise and do so when presented with an opportunity such as completing a Status survey.

Every month a100 customers are contacted to assess their satisfaction with the contact centre and how calls are handled and 100% of customers are satisfied with the contact centre. Customers are offered an opportunity to add free text and analysis of the text suggests customers are dissatisfied with the repairs service, particularly appointments as an average of 20 customers report issues each month.
Salix Homes should aim to resolve 75%  (formerly 80%) of calls at first point of contact, performance is currently 69% and there is a direct link to repairs appointments. For example during May 2010 customers made 2149 avoidable calls in regard of repairs appointments at a cost of £9052 to Salix Homes.

Customers appear to have lost faith in the contractors and their ability to meet their scheduled appointments. In addition there are concerns about managing customer expectations. A compensation policy has recently been adopted for contractors to compensate customers should they fail to deliver a service, however, the Senate acknowledged that the policy should be expanded to include penalising customers who fail to keep their appointment as this contributes to the overall effectiveness of the service.

The Customer Senate commissioned the Customer Inspectors to reality check the appointment system. They found that whilst customers were offered appointments their expectations were not necessarily met for two reasons, namely lack of confidence in the contractor keeping their appointment and raised expectations due to the information provided at the point of making the appointment. For example: a gas repair which would be carried out with 8 hours sometimes is misrepresented when a call operator says they will be with you as soon as possible. Both result in avoidable calls being made to Salix Direct or indeed the contractor.

Customer Senators and Inspectors raised concerns about the collection of customer satisfaction information, customers were being asked to sign hand held devices to say the job was complete without actually being aware they were signing to say they were satisfied. Customers felt that this method of collection could be considered intimidating and prevent customers from reporting issues.

There is no evidence to suggest the repairs diagnostic tool kit is routinely used to aid the correct diagnostic of the repair therefore increasing the likelihood of the job being completed at the first visit.
IT 

It is acknowledged that Salix Homes are working towards introducing a new integrated housing management system that will allow real time monitoring of appointments and repairs generally. However, it is noted that the current service to customers in regard of repairs appointments offered through opti-time is affected by Salix Direct and Customer Services Officers not having access to the emerging day diary which would allow them to provide more realistic information to customers who are contacting them in regard of their repair appointment.
In addition access to the emerging day diary would identify the number of appointments available for each discipline and highlight any areas of service concern.

It is acknowledged that there is little to be gained from investing in an interface for smaller contractors but there is a requirement for contracts to specify the need for contractors to interface with Northgate in future to ensure that performance can be monitored.

Visit to Jackson Lloyd

Senators visited Jackson Lloyd to observe the call handling and job scheduling and were advised of the system in place should an operative not be able to complete a job at the time of the appointment. The Senate have requested duplicate appointment cards which Jackson Lloyd have failed to supply therefore Senate has not had the opportunity to reality check if the system works.

Although assurances were offered that van stocks were adequate and refreshed daily there was concern from Senators and Customer Inspectors that often operatives arrive to complete a job without the required materials.
Visit to Liberty
Liberty advised they had introduced a system to rebook an appointment if the job could not be completed at the first visit with operatives ringing to arrange parts and agree a further appointment. However, this is not recorded and therefore would be difficult to reality check. Personal experience of some Senators and Customer Inspectors suggest that this system is not used consistently by engineers.

The visit raised concerns that operatives were not invited to attend the training provided by Salix Homes, particularly the Salix Way training.

Access for operatives
Salix Homes provides services to over 5000 customers who live in flats and contractors raised concerns about access particularly to low rise blocks.

Whilst access to high rise blocks is easily achieved through the First Response team it is noted that there could be improvements to the service.

Access to low rise blocks proves more difficult as it is not always obvious if the entrance system is operational and there is not method for the operatives to card properties when they cannot gain access. The process for operatives carding properties no access requires them to record visual checks of the property and therefore access is paramount particularly as Salix Homes may introduce a system for penalising customers who fail to keep appointments.
Profiling

Operatives receive information in regard of the profile of the customer and their needs to allow access. There are concerns about the level of detail being made available and how this is used.
Both Jackson Lloyd and Liberty are working with the disability focus group to review arrangements and have agreed to adopt a protocol when it is signed off.

There are also concerns about the contact details, particularly phone numbers, being updated by contractors on their systems. Contact details are routinely checked and updated by Salix Direct.

Language line

There is no evidence that partners carry the language line cards and uptake of language line services is minimal both by Salix Direct and operatives.

Salix Homes has already commenced developing an easy to use translation card which would aid communication and would be available for all members of staff and operatives.

However, it would appear that there is an over reliance on young children to translate and this is considered inappropriate. 

Recommendations
	No.
	Recommendation
	Priority

	1
	Future procurements of any contract should include a clause that stipulates the need for contractors to interface with Northgate, the Integrated Housing Management System.
	

	2
	Future procurements of contracts should include a clause which penalises contractors for failure to attend appointments and contribute to the additional cost of avoidable contact.
	

	3
	That the appointment slots offered by contractors are changed to:
· Morning 8am -12noon
· Afternoon 12 noon -5 pm
· School Run 10am – 2.30 pm
· Evenings 5pm -7pm Monday to Thursday
· Saturday 8am – 12 noon
New appointment times should be publicised.
	

	4
	A criterion should be developed that assists staff to offer an appropriate appointment. Scripts for managing the message and expectation should be developed and implemented
	

	5
	Alternative opportunities to gather customer’s satisfaction should be explored.
	

	6
	When considering local offers, determine what ‘right first time’ means and explore the opportunity to identify repairs that require more than one appointment and assign the required number of appointments at the outset. For example if a job requires measuring before the work can be carried out book one appointment for the measure and a second for the work to be carried out therefore managing customer expectation.
	

	7
	Develop a policy and procedure for penalising customers who fail to keep their appointments.  The procedure should be publicised and a leaflet prepared for the customer handbook.
	

	8
	Develop protocol for use of repairs diagnostic tool kit to ensure the correct job is raised and the necessary appointment(s) are offered.
	

	9
	A new leaflet should be introduced to the customer handbook which states exactly what will happen on an appointment made for a gas service check.  Also there should be a label system which can be signed and dated then placed on the boiler to show when test was carried out.
	

	10
	Arrange access to the emerging day diary for Salix Direct and Customer Services Officers with immediate effect.
	

	11
	Develop a process to monitor the effectiveness of appointment rescheduling if repairs cannot be completed at the first point of contact for both Jackson Lloyd and Liberty.
	

	12
	Develop a process to routinely check van stock.
	

	13
	Ensure all operatives are invited to future training sessions of the Salix Way; Total Salix; Equality and Diversity
	

	14
	Engineers undertaking multi repairs in high rise blocks are required to make contact with their next customer via the intercom system before completing the job.
	

	15
	 Explore options for operatives to have fobs for low rise with specific regard to emphasising the responsibility for security on the blocks.
	

	16
	Review information made available to operatives to ensure customer needs are met through effective use of profile information.
	

	17
	Adopt Disability Protocol when signed off by the Disability Focus Group
	

	18
	All operatives to be trained and reminded of the availability of language line and the requirement to only use appropriate adults for translation in the home of customers who do not have English as their first language
	

	19.
	Salix Homes to review if language line is the most appropriate translation service
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