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Spotlight Review toolkit

Our approach to tenant led service reviews

Spotlight Review Toolkit

The purpose of this document is to outline the rationale and approach the organisation and the BICF Team take to supporting customers to review service areas and cross cutting themes and make recommendations for improvements.
The Tenant Involvement and Engagement Framework commits??? the organisation to supporting and enabling one spotlight review study each year, this links with the ‘Customers First’ strategic objective.

Context

In 2010, the Tenant Service Authority (TSA) introduced a ‘co-regulation approach’ for social housing which gave tenants and leaseholders a greater say in how landlords shape, monitor, review and develop their services and has been reinforced by the Localism Act.  The TSA’s functions have now been transferred to the Home and Communities Agency but this requirement remains as an essential element of the regulatory framework.  The distinct aim is to involve customers in setting standards, scrutinising performance and to shape future services.

Six Town Housing have moved forward with involving tenants and leaseholders through establishing a ‘Customer Review Group for Homes’ which looks at property issues and a ‘Customer Review Group for Neighbourhoods’ which focuses on estate management and involving customers.  The role of the two Customer Review Groups is to:  

· set service standards through developing and monitoring Local Offers; 

· scrutinise performance across the business in a variety of ways, and;

· shape and influence the future delivery and development of services.
Purpose of Spotlight Review 
The purpose of the spotlight is to undertake a detailed review of a business area or service, evidence customer feedback, support business improvement and make recommendations to improve that service area.  On an annual basis we select one service area that each group and/or a business manager feels, requires a “Spotlight Review”, supported by evidence. 

A process map showing the keys stages of the work involved can be found at Appendix 1 – Spotlight Review Process Map.
Customer Involvement and Engagement Structure
The Spotlight Review process fits into the overarching Tenant Involvement and Engagement Framework.  Concerns and complaints raised generally with Six Town Housing as well as at Neighbourhood Matters meetings will be fed into the Customer Review Groups for discussion and consideration.  Business Managers and Directors attend these meetings and can also raise issues that they have concerns about.  As part of the forward planning process, services or issues that are being regularly discussed and would benefit from a Spotlight Review will be considered and prioritised for a review.

Identifying Spotlight Area
Areas of interest to Customer Review Group members and Neighbourhood Matters attendees are  flagged via:

· discussions with Business Managers and Co-ordinators when they attend Customer review Group and Neighbourhood Matters meetings

· quarterly performance discussion at Customer Review Group
· monthly summary of Customer Review Group sent to EBRM to raise issues of interest or concern
· complaints received and reports

These are pulled together annually and a list of services or business areas where a review would be required is discussed at the Customer Review Groups and by the Executive Team.  From these discussions a decision is made by the Executive Team on where the Spotlight Review is to be carried out.
Methodology
When working on Spotlight Review Studies our aim is to work with customers, Business Managers and members of staff to:
· Give customers an understanding of the work -  scrutinise current systems/processes and challenge the status quo by listening, asking questions and being open and honest
· Support customers to understand performance
· Give customers an understanding of wider customers needs and views
· Support customers to make recommendations for change
A Basic Project Plan template (see Appendix 2 – Spotlight Review Project Plan) is used which covers preparation, obtaining data, action planning, report writing and feeding back outcomes/findings.  

1. Agree Purpose of the Spotlight
We will hold an initial meeting to scope out the project and its boundaries with the Director.  A basis for the discussion could look like this:

From this initial meeting the following should be agreed:

· an identified purpose, 

· reality checks to be carried out and methods to be used based on business area concerns and customer concerns, 
· processes involved, 
· people - sub teams, resources, staff support and customer roles

· data available,
· likely outcomes, 
· agree success criteria and
· timescales. 
2. Set timetable for the project

A project will normally last between one to three months.  A Project Plan will be agreed at the start of the review plotting the meetings required, key tasks and deadlines.  These dates need to be booked with all involved, so there is a clear understanding of the time commitment required in order for progress to be made.  A Spotlight Review Report is written at the end of the study with recommendations made to take some of the findings forward.  The timescale set for implementing any recommendations will be for the Director and Business Manager to agree.
3. Agree Group members
We will agree who from the organisation and the customers to be involved, and their roles, and set out the expectations of commitment from everyone.  
4. Obtain data and reality check 
At the planning stage a list of issues for investigation is drafted, an assessment is then made of the best way to collect or provide evidence around the issues and reality check them.  As the reality checking is carried out notes are made of what is found, so all of the issues for investigation are debated and unpicked, alternative methods suggested and customer feedback considered.  
5. Key findings
A report is written pulling together all the strands of the discussions held and evidence from the reality checks, showing recommendations and how they feed into the organisations objectives (see Appendix 3 – example Spotlight Review Report).  
The report and its recommendations are reviewed by the Business Managers and Director and a ‘Next Step’ response is added to the report showing how the business will address and take forward the recommendations put forward by the Customer Review Group - the aim here though is that there should be ‘no surprise’ as staff will have been involved in discussion leading up to this point and understand the reason for the recommendations being suggested.  This can be turned into an action plan and monitored going forward.
6. Monitoring 
After the Spotlight Review has been approved by Board the Customer Review Group decides how they want the recommendations to be monitored and progress to be reported back to them.  This could take different approach dependent on the recommendation – the Group may request to see particular KPI’s quarterly, request a mystery shopping exercise 12 months on, receive quarterly updates from the Business Manager etc.  

An evaluation should also be carried out, of all those involved in the process, to ensure that any learning from the Spotlight Review process is recorded and any suggestions for improvements taken on board for future reviews.

Handy tips
1. Data protection forms – consider DP issues when involving customers with actual data 

2. Survey monkey – follow up on success of review

3. Equipment check – will it all work e.g. headphones at contractor site office 

Appendix 1 – Spotlight Review Process Map
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Appendix 2
Spotlight Review Project Plan - Sample
	ACTION
	UPDATE/PROGRESS
	RESPONSIBILITY
	COMMENTARY
	TARGET DATE
	09/07/2012
	16/07/2012
	23/07/2012

	Presentation to CRG 
	 
	CIRIL
	Complete
	10.7.12
	 
	 
	 

	Agree Scope
	 
	CIRIL
	Complete
	10.7.12
	 
	 
	 

	Director/ Manager Discussion
	 
	CIRIL, BICF, DIR, BM
	Complete
	10.7.12
	 
	 
	 

	Agree staff/time etc
	 
	DIR
	Complete
	13.7.12
	 
	 
	 

	Information Packs
	
	CIRIL, BM, BICF
	Complete
	 
	 
	 
	 

	Team Repairs
	 
	.
	 
	 
	 
	 
	 

	Business Manager/s: 
	 
	BM
	 
	 
	 
	 
	 

	Suported by: BICF
	 
	BICF
	 
	 
	 
	 
	 

	Customers: CRG names
	 
	Customers
	 
	 
	 
	 
	 

	Tasks
	 
	.
	 
	 
	 
	 
	 

	Call listening with contact centre
	Arrange session for call listening
	
	Complete
	27.07.12
	 
	 
	 

	
	Call listening session 1 
	Co-Ordinator
	Complete
	9.08.12
	 
	 
	 

	
	Call Listening session 2 
	Co-Ordinator
	CANCELLED
	24.8.12
	 
	 
	 

	
	Debrief - discussion on what was heard, what was good practice,  what didn't go well - identify any learning from experience and potential changes - feed into staff session/customer session
	 
	Complete
	21.08.12
	 
	 
	 

	Staff and team interviews - arrange with staff
	Book in sessions with staff
	BM
	Complete
	27.07.12
	 
	 
	 

	
	Go through questions with working group and decide what to ask - customers have been issues with question/comment sheets to discuss information in packs or issues picked up from call listening /customer calls
	CIRIL, BICF, BM
	Complete
	02.08.12
	 
	 
	 

	
	Hold interviews - survey designed and will be sent to all staff.   Interview with key staff still to be arranged 
	 
	Survey sent out 27/8/12.
	31.08.12
	 
	 
	 

	
	Debrief - discussion on what was heard, what was good practice,  what didn't go well - identify any learning from experience and potential changes
	 
	 
	31.08.12
	 
	 
	 

	Work shadowing with staff
	Book in sessions with staff
	
	Complete
	27.07.12
	 
	 
	 

	
	Go through questions with working group and decide what to ask - customers have been issues with question/comment sheets to discuss information in packs or issues picked up from call listening / customer calls
	Co-Ordinator
	 
	21.8.12
	 
	 
	 

	
	Hold interviews - as above
	 
	 
	21.8.12
	 
	 
	 

	
	Debrief - discussion on what was heard, what was good practice,  what didn't go well - identify any learning from experience and potential changes - feed into staff session/customer session planned for 21.8.12
	Co-Ordinator
	 
	31.08.12
	 
	 
	 

	Obtain Customer satisfaction reports from C
	Collate reports and ensure presented in easy  read format
	BM
	Complete in IT folder
	27.07.12
	 
	 
	 

	
	Discuss results with project group - identify any themes/ common problems/ potential solutions
	CIRIL, BICF, BM, CO
	for staff/customer  meeting
	21.8.12
	 
	 
	 

	
	Collate reports and ensure presented in easy read format
	CIRIL, BICF
	Complete
	03.08.12
	 
	 
	 

	Customer satisfaction reports in-house
	Discuss results with project group - identify any themes/ common problems/ potential solutions
	CIRIL, BICF, BM, CO
	for staff/customer  meeting
	21.8.12
	 
	 
	 

	
	Discuss data protection with customers
	CIRIL, BICF, BM, CO
	form designed and circulated for signing
	2.8.12
	 
	 
	 

	
	Go through questions to be asked, process to be followed and recording findings -
	CIRIL, BICF, BM, CO
	all surveys complete, saved in themed folders.
	2.8.12
	 
	 
	 

	Quality check calls
	Debrief - discussion on what was heard, what was good practice,  what didn't go well - identify any learning from experience and potential changes - feed into staff session/customer session planned for 21.8.12
	CIRIL, BICF, BM, CO
	Complete
	21.8.12
	 
	 
	 

	
	Discuss results with project group - identify any themes/ common problems/ potential solutions - feed into staff session/customer session planned for 21.8.12
	 
	 
	21.8.12
	 
	 
	 

	Complaints - collect info - meet to discuss
	Collate relevant reports and KPI's and ensure presented in easy to read format
	CIRIL, BICF, BM, CO
	on IT folders
	03.08.12
	 
	 
	 

	
	Discuss results with project group - identify any themes/ common problems/ potential solutions - feed into staff session/customer session planned for 21.8.12
	 
	 
	03.08.12
	 
	 
	 

	
	Collate complaints reports
	CIRIL
	Complete saved in all folders
	2.8.12
	 
	 
	 

	
	Discuss results with project group - identify any themes/ common problems/ potential solutions - 
	CIRIL,BICF,BM
	enclose in folders
	27.08.12
	 
	 
	 

	Total Repairs Reports - collect info - meet to discuss
	Collect information and present 
	Co-Ordinator
	 
	03.08.12
	 
	 
	 

	
	Discuss results with project group - identify any themes/ common problems/ potential solutions - feed into staff session/customer session planned for 21.8.13
	CIRIL,BM
	on IT folders
	27.07.12
	 
	 
	 

	Existing Process Maps
	Collate any relevant process maps 
	BICF, CO
	complete
	03.08.12
	 
	 
	 

	Mystery shopping reports
	Collate mystery shopping report
	CIRIL
	 
	27.07.12
	 
	 
	 

	
	Discuss results with project group - identify any themes/ common problems/ potential solutions - feed into staff session/customer session planned for 21.8.12
	CIRIL.
	 
	21.8.12
	 
	 
	 

	Data protection forms 
	Ask all customers to sign DP forms
	CIRIL,  BM
	complete
	03.08.12
	 
	 
	 

	
	
	
	
	
	
	
	

	Produce task sheet/prompt list for call listening
	Produce task/logging sheet to be used during review and go through it with working group members so they know how to complete
	BICF
	Complete
	27.07.12
	 
	 
	 

	
	
	 
	complete
	27.07.12
	 
	 
	 

	
	Distribute to working group members as required 
	CIRIL
	complete
	 
	 
	 
	 

	
	Collect results and update issues for investigation sheet with any issues not covered in de-briefs
	CIRIL, BICF, BM
	customers issued
	03.08.12
	 
	 
	 

	Produce sample interview questions for group to choose from 
	Pull together list of questions for working group to pick through and choose which ones we ask staff
	CIRIL, BICF, BM
	 
	 
	 
	 
	 

	Survey Monkey- where we have email address
	Compile list of who to survey
	CIRIL
	 
	 
	 
	 
	 

	
	Compile survey - agre with group
	CIRIL,BICF,BM
	 
	 
	 
	 
	 

	
	Email out survey
	AD
	 
	13.07.12
	 
	 
	 

	
	Collate results
	AD
	 
	 
	 
	 
	 

	
	Discuss results with project group - identify any themes/ common problems/ potential solutions
	CIRIL, BICF,BM
	 
	 
	 
	 
	 

	Issues for investigation sheet to be produced
	 
	BICF
	Complete
	21.8.12
	 
	 
	 

	Meetings - Reporting
	 
	 
	 
	 
	 
	 
	 

	Mini Team catch up
	 
	 
	 
	 
	 
	 
	 

	 
	Survey monkey  results
	 
	 
	 
	 
	 
	 

	 
	Quality call feedback 
	 
	 
	 
	 
	 
	 

	 
	Standard letter review
	 
	 
	 
	 
	 
	 

	 
	Complaints overview
	 
	 
	 
	 
	 
	 

	 
	Mystery shopping overview
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 

	Full Team catch up
	 
	 
	 
	 
	 
	 
	 

	 
	Go through questions we want to ask staff
	 
	 
	 
	 
	 
	 

	 
	Customer satisfaction
	 
	 
	 
	 
	 
	 

	 
	Data protection
	 
	 
	 
	 
	 
	 

	 
	Task sheet preparation/explanation
	 
	 
	 
	 
	 
	 

	 
	Process maps
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 

	Analyse findings
	 
	 
	 
	 
	 
	 
	 

	Draft report
	 
	 
	 
	 
	 
	 
	 

	Identify key reccomendations 
	 
	 
	 
	 
	 
	 
	 

	Complete report
	 
	 
	 
	 
	 
	 
	 

	Customers sign off report
	 
	 
	 
	 
	 
	 
	 

	Director Signs off report
	 
	 
	 
	 
	 
	 
	 

	Report to EBRM
	 
	 
	 
	 
	 
	 
	 

	Report to Board 
	 
	 
	 
	 
	 
	 
	 

	Feedback to customers
	 
	 
	 
	 
	 
	 
	 

	Ongoing monitoring arrangements
	
	
	
	
	
	
	


Appendix 3 – Sample Report and Recommendations
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Introduction 

In 2010, the Tenant Service Authority (TSA) introduced a ‘co-regulation approach’ for social housing which gave tenants and leaseholders a greater say in how landlords shape, monitor, review and develop their services and has been reinforced by the Localism Act.  The TSA’s functions have now been transferred to the Home and Communities Agency.  The distinct roles are to set standards, scrutinise performance, and shape future services.

Six Town Housing have moved forward with involving tenants and leaseholders through establishing a Customer Review Group for Homes (property issues) and a Customer Review Group for Neighbourhoods (estate management and involving customer issues).  The role of the two Customer Review Groups is to:  

· set service standards through developing and monitoring Local Offers; 

· scrutinise performance across the business in a variety of ways, and;

· shape and influence the future delivery and development of services.
On an annual basis we select one service area that each group and/or a business manager feels, with evidence, requires a “Spotlight Review”.  The purpose of the spotlight is to undertake a detailed review of a business area, evidence customer feedback, support business improvement and make recommendations to improve that service area.

This is the first Scrutiny Review Report of any Customer Review Group.

Gas Spotlight Review

There have been many discussions over the past year, at the Home Customer Review Group, regarding a lack of overall confidence in the standard and quality of our delivery of gas repairs, annual gas servicing and investment in replacement gas appliances.  In addition to these concerns, our gas contract is due for renewal and re-tendering and the group wanted to be able to influence the discussion on the selection of a gas partner for a high value long term contract.  Based on these two factors (concerns and contract renewal) the Home Customer Review Group chose gas repairs, servicing and heating system replacement as their first spotlight review project.  
The Home Customer Review Group requested a three pronged approach to try and understand the underlying causes of customer dissatisfaction.  Although they set themselves a wide subject area to investigate, on a critical part of the business, it was felt that each of these work areas was interdependent, so the project needed a wide remit.  The Group decided that looking at these work areas in isolation would mean important cross-overs and connections between them would be missed.  

It was also the view of the Home Customer Review Group that tenants’ household budgets were being heavily impacted by rising domestic energy costs, particularly gas costs.  When they considered that a large number of our tenants’ household income will be subject to major benefit cuts in the welfare reforms, they felt that that any review that could potentially reduce household costs or save money for tenants should be given a priority.

The Home Customer Review Group members were also mindful that with the end of the Government’s Decent Homes program, which has dictated how we have invested in our homes over the last few years, we now have the opportunity to re-visit how we plan improvement works in future years.  The Home Customer Review Group wanted to use the opportunity to re-assess what services customers see as ‘must have’ services and which are ‘nice to have’ services.  This discussion resulted in the following definitions:

‘Must Have’ Promises  

Strive for all homes to be warm and dry

‘Nice to Have’ Promises  

Investment plan towards continued improvement of kitchens and bathrooms

 (This could also be linked to Tenant Rewards)

Who’s Been Involved

Interim Director of Assets – Steve Haywood

Co-ordination Team

· Carran O’Grady, Customer Involvement Lead

· Ailsa Dunn, Business Improvement Co-ordinator

· Jayne Griffin, Business Improvement Advisor

· Rita Kavanagh, Business Improvement & Customer Involvement Administrator

Team Repairs

Customers:
Brenda Headley 

(sat on each group so that she was the golden thread to each group)

Helena Donegan

Graham Hardman

Staff: 

Graham French

Wayne Campbell

Leanne Collier

James Shoesmith

Team Servicing

Customers: 
Brenda Headley

Anne Nuttall

Staff: 

Graham French

Leanne Collier

James Shoesmith

Team Assets

Customers: 
Brenda Headley 

Joy Saunders

Valerie Powell

Staff:

Wayne Campbell

David Rutland

David Thompson

Joanne McCabe

Anne Spavin
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2.  Scope

Issues for investigation

Repairs

1. Current contract ends in mid-winter. Is this the right time to be changing providers?

2. Customer dissatisfaction with services provided by PH Jones.

3. Heating is a high priority for tenants - is it the highest?  

4. Perception of age and condition of boilers having an impact on poor performance

and high fuel cost.  

5. Why doesn’t Total Repairs record the actual work carried out as a full record of jobs?  How can we improve this?

6. It is critical that customer information is collected regularly, updated regularly and this information is used to provide an excellent customer service.

7. Inadequate data collection, sharing, monitoring, performance reporting across teams and computer systems.

8. How confident are customers at using the heating systems properly/effectively (voids for new tenants/ new installations).

9. Renewal of contract – is there anything that needs to be considered as part of the next procurement process any ways of doing things differently?

Servicing

10. What is the cost of missed Repairs (Servicing) appointments by Tenants. 

11. Follow up jobs shortly after service carried out? Myth or reality? 

12. Inadequate data collection, sharing, monitoring, performance reporting across teams and computer systems.

Assets

13. With the end of Decent Homes need to review standards to reflect customer needs and expectations.

14. Being warm and dry is an expected ‘essential’ service rather than a high priority, our approach to balancing the essential with the ‘would like’ such as kitchen or bathroom upgrades

15. How do we deal with customers who have a disability/vulnerability?  Adaptations available for gas fires - how many of these have been fitted?  Designed for safety, not users - is there any alternative? 

16. Inadequate data collection, sharing, monitoring, performance reporting across teams and computer systems.

CRG Involvement

17. New contract selection/procurement process and monitoring needs to be better than last time.

18. Direct input from CRG to inform the contract about customer expectations.

19. Training for tenants so that they can fully take part in new contract discussions 

(4 year contract).

Approach

We set up three themed groups made up of customers and staff to investigate issues 

around gas repairs, gas servicing, heating system upgrades to undertake:-

Evidence Gathering
· Performance information

· Desktop review of each service area to check processes, procedures, letters to tenants etc.

· Customer feedback

· Customer surveys and interviews – online, tenant telephone, free post return

· Staff surveys  - internal and external

· Face to face 1-2-1 interviews and meetings with key stakeholders

· Call listening at PH Jones (current gas contractor)

Time Period (8 weeks)
At the request of the Interim Director of Assets, 8 weeks were allocated to undertake this Spotlight Review.  This time period was chosen to fit in to the contract procurement timescale for the gas repairs and servicing contract.  This would not normally be the case because of the high demand on human resources internally and externally that a short time frame exerts.

CRG members would like the board to know that this timescale was not adequate in real terms and would expect that any future Spotlight Study should be given a minimum of 3 months for investigation and should be timed not to clash with peak school holiday periods.

	Gas Spotlight 
	
	Study - findings
	
	
	 
	

	 
	
	
	
	Cost 
	 
	

	Investigation Method
	
	Key Findings
	Suggestions / Recommendations / Observations
	High, Med or Low
	Customer 
Outcomes
	Next Steps

	Repairs
	 
	 
	 
	 
	 
	

	Gas Repair Customer Survey                                        - total collected 27                                                                 - 15 on line                                                                                  -12 by phone or post
	 
	34% of customers said that the operative did not arrive at expected time
	Recommend gas contractor to telephone customers ahead of appointments to check they are in and reassure customers they are on their way.  
	L
	Improved customer experience and satisfaction with gas repairs service
	Include this as part of an instruction in the forthcoming contract procurement.  Arrange with current contractor  for this to be put into practice ASAP.

	Gas Repairs PH Jones Engineers Survey                                         - 9 completed
	 
	16% reported late appointments or not being kept informed of changed dates/times of appointments
	Process for booking of appointments, offering flexibility of late appointments for customers, forward planning, punctually of operatives and communication of this with customers must improve.  Customer care standards to be reviewed and tightened for new contract.
	L
	Improved customer experience and satisfaction with gas repairs service
	Consider performance penalties for missed appointments in next contract (this may impact when customers fail to keep appointments – can we charge customers?).

	Gas Repair Staff Survey                                                          -  Questions for STH and PH Jones contact centre staff survey - 1 PH Jones/ 4 STH Contact Centre
	 
	23% of customers said that ID cards are not shown
	Badges to be displayed - pin or clip on badges so always on show to customers.  Customer care standards to be reviewed and tightened for new contract.
	L
	Improved customer experience and satisfaction with gas repairs service
	Increase customer awareness of need to ask for ID.  QA checks already include check for this.

	Investigation Method
	
	Key Findings
	Suggestions / Recommendations / Observations
	Cost - High, Med or Low
	Customer 
Outcomes
	Next Steps

	Gas Repair staff interviews with contact staff
	 
	22.2% said that jobs were done on first visit - higher number than expected needed follow up visits 
	New heating systems required to replace obsolete and unreliable models; there is a lengthy wait to fix older boilers where parts are not easily available leaving customer without heating for unacceptable length of time.  Customer priorities to be factored into capital planning process.
	H
	Improved customer experience and satisfaction with gas repairs service.                                   Improved energy efficiency and potential cost savings for customers                                    
	Improve stock condition.  Reduce number of different boiler types to increase parts availability locally. Look to change the focus of the Capital programme to prioritise the replacement of old inefficient boilers/systems.

	Gas Repairs Management Survey - interview with PH Jones Manager
	 
	Almost 50% of customers were not asked to complete a customer satisfaction survey
	Customer satisfaction to be collected and reported routinely - method of collection and frequency of reports to be agreed in new contract.
	L
	Able to evidence standard of service and indentify areas for improvement
	Contractor to increase evidence of collected info.  Increase tenant awareness of IT use for completion of customer satisfaction using Survey Monkey software.

	Sub group meeting  discussion
	 
	Using too many computer systems that do not interface both within STH and contractor.  This is a real weakness and makes the system inefficient in relation to faults, customer information and ability to respond to customer demands.
	Data sharing needs to work across all parties involved both for relevant customer information and for managing the repairs service.  Essential that any new contract must have an integrated or shared IT system that all parties can access/update as required, ideally with contractor using our system
	M
	Improved customer experience and satisfaction with gas repairs service                             Improved communication
	Integrate the responsive repairs contractor data collection systems more fully with those of STH.

Ensure timeline included in new contract to ensure completion within short timescale.

	Investigation Method
	
	Key Findings
	Suggestions / Recommendations / Observations
	Cost - High, Med or Low
	Customer 
Outcomes
	Next Steps

	Repairs - Call Listening at PH Jones
	 
	Age of boilers substantially older than other landlords/ Excessive use of old equipment on STH area      
	Based on evidence from other housing providers recommended that lifespan should be 15 years for boilers and 30 years for full systems including radiators/piping.  Capital plans should working towards achieving this.  Investigate additional budgets and reprioritise existing budgets for replacing oldest heating systems quickly.   Improvements to the age and reliability of our boiler profile should reduce cost of repairs contract.
	H
	Improved customer experience and satisfaction with gas repairs service.                                      Improved energy efficiency and potential cost savings for customers
	Increase the capital spend to increase the replacement programme to maintain max 15 year lifetime for heating boiler.

Increase co-operation with Sustainability & Investment Team over replacement requirements and programming.

	 
	 
	Too many different models of boilers in use make it difficult to ensure parts readily available as van stock
	Reduce variety of boilers fitted to properties, to limit parts required to repair and speed up time to complete job.
	M
	Improved customer experience and satisfaction with gas repairs service
	Reduce boilers used to max of 2/3 for 5 year periods to ensure stability of parts availability, training requirements, etc.

	 
	 
	Lengthy warranty periods on boilers make them costly to buy and warranty repairs difficult to manage and can cause delays for customers as additional party involved in repair
	Shorter warranties required (1 or 2 years), longer warranty periods result in us paying twice in effect for maintenance/parts as we are also paying through the repairs contract.
	L
	Improved customer experience and satisfaction with gas repairs service
	Reduce/eliminate warranties to minimum – purchase boilers as cheaply as possible and provide cover through comprehensive element as parts spend by contractor is set low for each property.

	Investigation Method
	
	Key Findings
	Suggestions / Recommendations / Observations
	Cost - High, Med or Low
	Customer 
Outcomes
	Next Steps

	 
	 
	Higher than expected number of properties with only partial heating (radiators not in every room).  Concern regarding tenants regularly requesting additional radiators - how do we identify who gets upgraded - vulnerability, children, babies, older people?
	Upgrading from partial to full central heating system must be transparent process and consider who the occupier is and vulnerability points e.g. babies, older people rather than just the rooms that are not used.
	H
	Improved customer experience and satisfaction with gas repairs service.                                      Improved energy efficiency and potential cost savings for customers
	Increase stock condition information.

Consider separate budget for interim upgrade of systems to allow adding of radiators where heating fully functioning.

	 
	 
	No logging of repairs history on STH systems, a real weakness
	Data history of actual work carried out needs to be transferred at end of contract, if history is not available on our own systems.  To be included as part of 'ending contract process'.
	L
	Improve performance management
	Upgrade the Total Repairs system to allow recording of actual site activity allowing work history to be more fully developed.

	 
	 
	 
	Need a current list of boiler types and models to be held in Lifespan – this will evidence the numerous types that engineers have to deal with.  Recommend fewer types of boiler installed in future. Need to insist that the age of all boilers is collected and recorded in future (not currently on Lifespan).
	L
	Improve performance management Accurate asset register
	New appliances made known to Sustainability & Investment Team for input to Lifespan.  This is currently happening.


	Investigation Method
	
	Key Findings
	Suggestions / Recommendations / Observations
	Cost - High, Med or Low
	Customer 
Outcomes
	Next Steps

	
	
	
	Problems caused by 24 hour response time - suggest that "repairs reported before 3pm dealt with same day and repairs reported after 3pm are completed before 12 noon the next day" be priced for next contract 
	M
	Improved customer experience and satisfaction with gas repairs service
	Consider reducing the response period for emergencies – change priorities in the new contract. This could incur a cost premium.

	 
	 
	Disappointment with void properties benefiting from new central heating system when long standing loyal tenants have to persevere with old systems.
	Consider investment in new heating systems as part of Reward Feasibility Study proposals.  Better communication of capital improvement plans, so tenants have an idea of how long they will have to wait.
	M
	Improved customer experience and satisfaction with gas repairs service.                                      Improved energy efficiency and potential cost savings
	This issue should be resolved if Board agree to prioritise additional investment into boiler/system replacement.

	 
	 
	 
	Investment/Repairs contracts should be joint decisions with customer input.
	L
	Improved customer experience and satisfaction with gas repairs service
	Customers to be included in the forthcoming procurement exercise for the new contract.

	 
	 
	Large number of customers do not know how to use heating system correctly
	Call handlers not specialised in diagnosing faults and advising on simple repairs - improve cross training between contractor and our contact centre defining key questions for identifying repairs and fixes.
	L
	Improved customer experience and satisfaction with gas repairs service
	Improve the safety awareness and heating knowledge of Customer Contact Centre staff. Training to be arranged with new provider will be contractual requirement.

	Investigation Method
	
	Key Findings
	Suggestions / Recommendations / Observations
	Cost - High, Med or Low
	Customer 
Outcomes
	Next Steps

	 
	 
	 
	Instruction manual and demonstration of how to use equipment to be left with all new tenants, supported by simple 'show me how' leaflets.  Potential for also delivering basic energy efficiency advice.
	L
	Improved customer experience and satisfaction with gas repairs service
	Raise awareness of this with tenants and inform of website links available.

	Servicing
	
	
	
	
	
	

	Gas Servicing Customer Survey                                      - 4 online 5 by phone/post
	 
	Processes and procedures seem generally to work ok - wording in PH Jones letters too soft
	Process for booking of appointments, offering flexibility of late appointments for customers, forward planning, punctually of operatives and communication of this with customers must improve.  Customer care standards and procedures to be reviewed and tightened for new contract.
	L
	Improved customer experience and satisfaction with gas repairs service
	New contract to include a specific number of evening and Saturday appointments, as well as the other service enhancements identified.



	Gas Servicing Staff Survey                                                   - STH Business Support/PH Jones Call Centre Survey - 1 PH Jones
	 
	Appointment letters are being sent with only 3 to 4 days notice - not long enough notice for some customers.  
	Review all letters and customer care procedures and ensure letters give 14 days notice.  Investigate potential for reminders to be used.
	L
	Improved customer experience and satisfaction with gas repairs service  
	Letters - report required by the contractor to show proof of posting.

Include text reminder requirement in forthcoming contract specification.


	Investigation Method
	
	Key Findings
	Suggestions / Recommendations / Observations
	Cost - High, Med or Low
	Customer 
Outcomes
	Next Steps

	Discussion with Management
	 
	16% of customers not given choice to change appointments
	Process for booking of appointments, offering flexibility of late appointments for customers, forward planning, punctually of operatives and communication of this with customers must improve.  Customer care standards and procedures to be reviewed and tightened for new contract. 
	L
	Improved customer experience and satisfaction with gas repairs service  
	New contract to include a specific number of evening and Saturday appointments, as well as the other service enhancements identified.

	Servicing - Call Listening at PH Jones
	 
	Choice of appointments after 5pm not advertised or offered to customers who may need this
	Ensure that the letter sent to tenants clearly states choice of time after 5pm.
	L
	Improved customer experience and satisfaction with gas repairs service  
	New contract to include a specific number of evening and Saturday appointments.

Awareness to be raised by contractor of this availability.



	 
	 
	Contractor does not always have vulnerability information or special requirements of customer, resulting in missed appointments and dissatisfaction
	Communication between STH/PH Jones needs to improve - joined up computer system needs to be negotiated as part of new contract.
	M
	Improved customer experience and satisfaction with gas repairs service  
	Vulnerability information to be updated monthly and provided to the contractor.

	Investigation Method
	
	Key Findings
	Suggestions / Recommendations / Observations
	Cost - High, Med or Low
	Customer 
Outcomes
	Next Steps

	 
	 
	500 no access cases for servicing per year, need to investigate other ways of dealing with no access cases due to time delays and cost involved in current process
	All letters need to be re-worded, strengthened suggest PH Jones letter refer to legal action if non compliance.     Need to investigate alternative methods of entry and recommend not following NSP route but one which secures access as quickly as possible.  Impact on Council
	L
	Improved customer experience and satisfaction with gas repairs service                           Serious detriment risk to other tenants reduces significantly                     
	Review letters for forthcoming contract. Amend no access procedure to ensure we continue to chase access even when the matter has been passed to ASB team.

	 
	 
	Current legal action for no access cases takes up to 4 months and very expensive process.  Other landlords use alternative and cheaper processes that have speedier results.
	Investigate alternative legal action to reduce time to 1 month and recommend to Council
	L
	Serious detriment risk to other tenants reduces significantly
	Review other methods being undertaken.  Return to Bury Legal Services for review of process.

	 
	 
	 
	For tenants who persistently do not allow entry, prioritise them for annual visits and/or suspend/restrict non urgent repairs.
	M
	Serious detriment risk to other tenants reduces significantly
	Previous NOSP properties to be brought forward in the programme and only emergency works undertaken after notification of gas access requirement.

	Investigation Method
	
	Key Findings
	Suggestions / Recommendations / Observations
	Cost - High, Med or Low
	Customer 
Outcomes
	Next Steps

	 
	 
	50% of servicing visits resulted in further work being required but customer not advised about what, when and where
	Communication between PH Jones and customer needs to improve; requires regular communication with customer during work that needs several visits.  Customer care standards and procedures to be reviewed and tightened for new contract.
	L
	Improved customer experience and satisfaction with gas repairs service  
	Notification process of further work to be reviewed by PHJ and STH.

	 
	 
	Leaseholders currently not required to seek gas safety checks thus putting tenants a risk in communal flats
	Investigate whether or not this option should be included in future lease contracts.  Investigate what publicity we could provide to encourage leaseholders to have appliances serviced.
	L
	Serious detriment risk to other tenants reduces significantly
	Consider the requirement for all leaseholders to either provide a safety certificate by the expiry date or provide access for contractor to undertake – (Charging issues).

	 
	 
	Some customers report repairs when it is really about them not knowing how to use equipment.  'Training' and instructions would benefit new and existing customers.

	Include in contract a need for engineers to ensure at annual service that customers know how to use equipment and necessary advice given.  If already in contract need to encourage it to be delivered.
	L
	Improved customer experience and satisfaction with gas repairs service  
	Improve awareness of where additional guidance can be obtained (i.e. on the internet/libraries/etc. and possible user guidance manuals library at STH). Instructions to be left in all void properties.


	Investigation Method
	
	Key Findings
	Suggestions / Recommendations / Observations
	Cost - High, Med or Low
	Customer Outcomes
	Next Steps

	Assets
	
	
	
	
	
	

	Assets Customer Survey                                                      - 10 replied 27 post installation surveys
	 
	Financial Savings to customers
	Dual heating zones on new heating systems very popular with customers, potential for these to be delivered as standard.
	M
	Improved customer experience and satisfaction with gas repairs service  
	New installations are currently installed with dual zone facility – this is to continue.

	Asset sub group meeting
	 
	Excellent feedback on new installations - 90% of customers report increased comfort levels and 42% of customers noticed savings in fuel bills
	High demand for new heating systems for customers.
	H
	Improved customer experience and satisfaction with gas repairs service  
	Increase stock quality as described earlier.

	 
	 
	10% of customers not shown how to use the system
	Investigate how successful current 'training' is when appliance fitted and how this can be improved.  Include in contract a need for engineers to ensure at annual service that customers know how to use equipment and necessary advice given.  If already in contract need to encourage it to be delivered.
	L
	Improved customer experience and satisfaction with gas repairs service.                                      Improved energy efficiency and potential cost savings for customers
	Improve awareness of where additional guidance can be obtained (i.e. on the internet/libraries/etc.- possible user guidance manuals library at STH).


	Investigation Method
	
	Key Findings
	Suggestions / Recommendations / Observations
	Cost - High, Med or Low
	Customer Outcomes
	Next Steps

	 
	 
	 Overriding priority for customers is that homes are warm and dry - investigate how asset management strategy can deliver this as quickly as possible
	High demand for new heating systems for customers
	H
	Improved customer experience and satisfaction with gas repairs service  
	Increase stock quality.

The volume of installations is hopefully to be accelerated in the next year.  Increased funding is currently being requested.

	 
	 
	Fuel cost savings reported from customers up to £10 weekly when new heating systems installed
	Ensure that all boilers are replaced every 15 years and backlog of 2,000 are dealt with.  Investigate funding opportunities that will reduce backlog as quickly as possible.
	H
	Improved customer experience and satisfaction with gas repairs service.                                      Improved energy efficiency and potential cost savings for customers
	This is in place and opportunities are being considered.

	 
	 
	High number of properties with partial heating (radiators not in every room).  Tenants regularly requesting radiators - how do we identify who gets upgraded (vulnerability, babies, older people)?
	Ensure that we have a system in place for vulnerable tenants and it is known and applied across the organisation.
	L
	Improved customer experience and satisfaction with gas repairs service.                                      Improved energy efficiency and potential cost savings
	Increase stock condition.

Consider separate budget for interim upgrade of systems to allow adding of radiators where heating fully functioning.

	Investigation Method
	
	Key Findings
	Suggestions / Recommendations / Observations
	Cost - High, Med or Low
	Customer Outcomes
	Next Steps

	 
	 
	Limited take up/impact of energy efficiency awareness.  Energy efficiency should be better promoted to our customers.
	Ensure that we are maximising and promoting Energy Efficiency Champion Programme.  Potential for our servicing contractor to ask about energy efficiency and pass on contacts of those who want training on how to us the equipment and reduce energy costs
	L
	Improved customer experience and satisfaction with gas repairs service.                                      Improved energy efficiency and potential cost savings for customers
	Improve awareness of where additional guidance can be obtained (i.e. on the internet/libraries/etc. - possible user guidance manuals library at STH).

Energy champions are in place and these will be rolled out with tenants’ support. 

	 
	 
	Performance information from Total/PH Jones has identified best/worst performing boiler - need to consider the results in capital plans
	Develop robust reporting systems that report worst and best boilers in terms of reliability and value for money to the customer. Improvements to the age and reliability of our boiler profile should result in reduction in cost of repairs contract.
	L
	Improved energy efficiency and potential cost savings for customers                  Efficiency saving for servicing contract costs
	This is already being considered during the planning stage.

	 
	 
	Incomplete asset register in relation to boilers
	Need an asset register of all boilers, type, model and age in each house - information obtained by either contractor or annual visit.
	L
	Improve performance management
	To be included in the forthcoming contract specification.

	Investigation Method
	
	Key Findings
	Suggestions / Recommendations / Observations
	Cost - High, Med or Low
	Customer Outcomes
	Next Steps

	 
	 
	Understanding and joint working between Six Town Housing staff in different department needs to improve - teams working independently and not learning from each other sharing information as well as they could be, for example split budgets held across Repairs and S&I
	Communication needs to improve between managers for example joint planning/purchasing required
	L
	Improved customer experience and satisfaction with gas repairs

Improved energy efficiency and potential cost savings.
Efficiency saving for servicing contract costs Potential for efficiency savings which could be re-invested in homes
	Increase co-operation between departments over replacement requirements and programming – this is currently happening with R&M and Sustainability & Investment Teams jointly investigating appliance suitability.

	 
	 
	Ensure we consult with tenants about how best to use our resources –focus on the priority demands or try to do a “bit of everything”?
	 Increase amount of customer involvement/consultation on capital works/asset management planning.
	L
	Potential for efficiency savings which could be re-invested in homes
	This is already being considered during the planning stage.

	 
	 
	 
	Rewarding Tenants who look after property e.g. credits for handyman work, long clean tenancy, and asset points???
	L
	Improved customer experience and satisfaction with gas repairs service  
	Sits outside the scope of this review – to be considered as part of reward scheme proposals.


Key Recommendations

The key recommendations of the Customer Review Group are to:

1. Reduce the existing 30 year old rolling replacement programme for boilers and heating to a maximum of 15 years – investigating how we can prioritise heating and catch up with the backlog of replacing heating systems.
2. Consider the cost benefit of warranties for boilers.

3. Limiting choice of boiler models installed.
4. Increasing customer involvement in choice of contractors for repairs, servicing and purchasing.
5. Improve current deficiencies in ongoing practice in specified areas particularly related to logging repairs, communications and work done and gas servicing letters.
6. Include specific contractual requirements such as undertaking asset register of installed boilers and radiators in properties etc.

Next Steps

The next steps are for Executive to consider this report and discuss with Customer Review Group members in order to agree the recommendations to present to the Board.

CIRI Lead presents agreed scope of review to EBRM
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