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	Executive summary

· Overall the process of bringing repairs in-house has been successful

· We also found that there are a number of area’s that can improved upon, these are highlighted throughout the report and within our recommendations

· We gathered evidence which shows that the repairs service has become more efficient, cost effective and that it was the right choice to bring it in-house.

· On Value For Money we have identified efficiency gains and areas for improvement at the end of the report 

· In our assessment the current repairs system treats tenants fairly. Connect doesn’t say ‘yes’ to every repair request and the rules are followed. However, the rules do allow for Connect to maintain its values.
· The new in-house service has seen a big improvement in the way the repairs are delivered in terms of consistency, driving down costs and putting the customer first

· In answer to the big question we posed for this scrutiny review “Has the new Responsive Repairs service met Connect’s stated aims and objectives?” the answer is broadly yes and Connect should take credit for these positive changes.

· CSP recognise the contribution Connects staff have made to these improvements and we were impressed by the commitment that they have demonstrated during this scrutiny review.   




1. Introduction

· For its 2017-18 Scrutiny exercise the Connect Scrutiny Panel (CSP) decided to scrutinise the Responsive Repairs service.

· The exercise ran from March to October 2017. 

· The term ‘In-House Responsive Repairs’ refers to day-to-day repairs carried out by Connect technicians. 
2. How we chose Responsive Repairs
· CRF Committee met in August 2016 to decide the next area for Scrutiny. During that session, CRF looked at various documents including performance data, complaints data and feedback from managers. After using the scoring matrix with the potential topics for Scrutiny, the highest scoring topic was Responsive Repairs. 
· Our top priority is to scrutinise subjects that affect customer satisfaction and services that appear to be experiencing serious, continuing or systems failure.

· In our assessment the scrutiny of Responsive Repairs would be significant for the majority of Connect tenants and residents. 

3. How we carried out the scrutiny

The CSP is an independent group of tenants who carry out resident-led scrutiny of Connect Housing. We have access to the information we needed to carry out the scrutiny (except certain confidential and legally protected information) and to all the relevant Connect staff.

We met regularly to discuss the project and we used the following methods to carry out this scrutiny exercise:

· A presentation by the Director of Home
· Interviews with Property Services Manager (PSM), Customer Experience Manager (CEM) and the Senior Customer and Improvement Officer (SCIO)
· Focus Groups with the Customer Services Officers (CSO) and the Repairs Technicians 

· Shadowing the CSO Team as they took repairs calls

· Analysis of performance information 

· Reading key documents – see Appendix 2
4. How to read this report

· This report is designed to be read by tenants, staff, board members and anyone who is interested in Connect Housing. 

· We begin the report with a summary in which we have highlighted our key findings. 

· The summary is followed by a set of recommendations, which are set out in tables, numbered and in bold; there are 7 of them. 

· Below each recommendation, we have provided some background so the reader, can understand the policies, systems, arrangements and the staff we are talking about.

· Underneath the background we have described the scrutiny methods we used to help us reach our recommendations. 

· The final box contains the response from the Director of Home to each of our recommendations. If the Director disagrees with any of our recommendations he explains why in this box. The Board may decide to delegate the resolution of the dispute to the Director of Finance & Resources for further discussions on a way forward.

· We think it is sensible and efficient to let the Director of Home prepare a response before our report goes to the Connect Board. This approach saves time and may sometimes speed up the fixes. We are completely independent of Connect and our main relationship is with the Board. The Director has had no influence over our recommendations.
· At the back of the report there is an Action Plan, which shows how the Director of Home will respond to our recommendations; who is responsible, and the timescales. 

· We will use the agreed template as a tool to track improvements and to make sure that Connect carries out its commitments. The Service Improvement Forum (SIF) will review and input to progress reports before they go to ARMC. And then we will use our webpage and the CRF meetings and newsletters to keep everyone informed of developments. 

5. Findings

5.1 Scheduling 

· A new scheduling service has been implemented which will show at a glance who is available in which locality and when. The new system allows the CSO’s to have a better understanding of where the technicians will be and when, making it easy to bundle appointments.

· There is a direct line for the technicians to the CSO’s. This is a mobile phone, so if the CSO’s are all busy and cannot answer, they can see which technician called them and return the call.

· Regular team meetings have been introduced with CSO’s and the technicians. 

· The PSM has been working on improving understanding between CSO’s and technicians.

· There is improved accountability and responsibility at Asset and Repairs Manager meetings. The monthly meetings with the Director of Home were said to be good but were lacking accountability. Clear objectives are now set for the meetings and they are viewed by managers as much more productive.

5.2 The Connect Commitment (CC)
· Connect is not meeting the commitment. It is not the technicians fault, they’ve not been managed to deliver the promise to tenants. Staff do start earlier than the CC says, so at 8am instead of 9am.
· The appointment range is currently: Mon to Friday 8am – 12pm and 12pm – 4pm.On a rare occasion an appointment for 4-6pm will be issued, but only at a manager’s discretion. The CSO’s make any notes about special requests such as avoiding school runs. 
· The PSM is looking at introducing split starts: for example: some technicians start at 8am and finish at 4pm; some start at 9.30am and finish at 6pm. CSP likes the suggestion of staggered working hours as it would help Connect to fulfil its obligations and the CSP supports the approach.  

· Currently Connect does not provide Saturday morning appointments, as per the promise to tenants. To introduce Saturday mornings appointments Connect first needs to figure out the behind-the-scenes processes. The PSM does not believe that Connect needs to change the commitment; it needs to work as per the promise. He commented, “We challenge our tenants about emergencies and tenant responsibility: we need to be challenged too to keep up with our part of the bargain.”
· In the CSP’s view, Connect needs to think when it makes a promise and make sure that they can deliver. Working hours of the technicians don’t, and have never matched the promise to tenants i.e. Repairs Connect Commitment. 

· The CC needs reviewing completely. Either make amendments or change your working practise to reflect the promise. 

5.3 Tenant satisfaction and complaints

Throughout our study we found that Connect is being stricter about the repairs it will and won’t do, and this has impacted on tenant satisfaction. CSP supports this stricter line around enforcing the terms of the tenancy agreement more firmly, whilst applying exceptions when the need arises. 

We’ve discovered that some of the reasons for dissatisfaction could be around: 

· Connect saying ‘no’ more often when the repair is a tenant responsibility; 

· Tenant recharges being implemented; 

· Repairing components and not replacing them e.g. cosmetic repairs, taps look chipped but work perfectly well;
· Tenants have had unrealistic expectations of the repairs service, due to the previous model;
· Connect is challenging emergencies repair reports from tenants for accuracy and honesty. The requests are not always genuine emergencies and would be unfair to respond as a priority as it would impact on other people that have waited for their appointment; 

· Tenants are not always familiar with modern technology: not understanding how things work. Connect need to make sure they tell people how to use what Connect installs;
· Connect are not offering appointments beyond 4pm, which doesn’t take into consideration tenants who are working. Based on feedback from the Technicians focus group, some tenants struggle with the limited appointments that Connect offer;
· The impact of an unreliable materials supplier is causing issues when materials don’t arrive on time. These delays cause frustration for both the tenant and the staff (CSO’s / Technicians).
· The number of complaints about the two teams is about even. The main cause of tenant complaints about the CSO’s who operate the repairs hotline is being told ‘no’. 

· We found that the complainant themselves won’t say that they complaining because the CSO said no to them. The complainant will accuse the staff of being rude or arrogant. When the Senior Customer and Improvement Officer (SCIO) has investigated and listened back to calls, this is not the case. It is because the CSO has said ‘no’.  

· The complaints about technicians are few in number. The CSP have found that the complaints are often based on previous experience, sometimes dating back many years. 
· Some of the complaints about the technicians are actually created because of delays beyond their control. For example, getting materials from the supplier has been an issue.

· It was put to us that staff need to be more accountable for seeing a repair through to completion.  The job sheets need to processed immediately and sent back to CSO’s in real time. It’s an electronic process and sometimes job sheets aren’t completed and can get misplaced, which creates issues for the tenants especially when further works are required.  

· Connect need to capture customer’s views more regularly, and do more at different points in the journey. It was felt by the Customer Experience Manager (CEM) that too many questions are asked and Connect needs to use different methods to capture customer insight, not just telephone surveys. The month on month data that is reported is prone to distortion by relatively minor fluctuations.  Currently reporting is on Year to Date and month on month figures.  We need to get better at monitoring longer term trends.  It is true that we also need to get better at capturing feedback throughout the journey, and not just at the end.
· There have been fewer complaints than expected and the number is reducing and the CSP recognise that this is due to the hard work of the CSO’s.

Connects aspiration to introduce Net Promotor Score (NPS)
· NPS is an index measuring the willingness of a customer to recommend a company to others. So moving away from how satisfied the customer is or what the contact was about, but gathering an overall score. Asking the question “How likely are you to recommend Connect to your friends and family?” There are 3 categories for responses. 0-6: detractors: these people cause damage to a company, make complaints and fail to pay. 7-8: passive: these people don’t grumble or promote. 9-10: promoter: They promote the business; they grumble less, are more tolerant and report fewer repairs.

· CSP is of the opinion that using this score to apply at every point in the customers journey: new letting, leaving, reporting a repair, paying rent etc. would help an organisation like Connect to understand every point of contact, what it is doing wrong and what it needs to do to improve scores.

· CSP is of the opinion that on the subject of grumbles: Connect is currently looking at the complaints policy. As it stands there are two options: to be happy or be in complaint. Connect has no way of capturing the grumbles. Connect would like to introduce ‘an expression of dissatisfaction’ too and create a box on the system where staff can tick and log these expressions. The CEM and SCIO would then review the grumbles on a monthly basis. Connect agrees that it’s really important to capture the grumbles. It gives a good picture of what’s making customers unhappy. The CEM takes the view that a complaint or grumble is a good thing; it’s an opportunity to learn from your customers and improve. 

· Scrutiny Panel is of the opinion that the SCIO’s investigation of complaints does give quality assurance.

· The Scrutiny Panel would recommend that Connect start to capture the grumbles.

5.4 Discretionary repairs

Maintaining the reduction in discretionary repairs

· The SCIO doesn’t look at one-off discretionary repairs, Connect needs to make allowances for their tenants and give the CSO team some trust to use their common sense. The SCIO runs a weekly report looking at any properties that have had 2 or more discretionary repairs. (See later comments under Equality & Diversity)
· So far for 17/18 Connect have had 2 properties that have had 2 discretionary repairs. Both were domestic violence issues and the SCIO has been working with the Community Housing Officers to address this. Even with domestic violence, Connect cannot keep changing locks, there needs to be some support to the tenant to stop them giving keys to the perpetrator. 

Monitoring discretionary repairs 

· Each week the SCIO runs reports from QLX looking at: recalls, recharges, properties with 10 or more repairs, discretionary repairs etc. The SCIO investigates any discrepancies looking at other factors such as: tenancy commencement date, rent account, age of property and this helps the SCIO to understand what is going on. 
· The SCIO will speak with the tenant if needed; she also adds alerts onto properties which will flag a note on the system. If the SCIO is away from work, the CSO will speak to their senior. The SCIO has reported that she has even more time to focus on this now that there is a full team in place.

CSP feel that this role has been a critical success factor in improving the service.  

5.5 Analysis of the repairs reporting process 

1. Taking the repair report

· There are still a lot of issues with the diagnosis of repairs.
· We found that the CSO’s are not trained in construction, so on rare occasions they don’t have the foresight to get the finer details from tenants when taking a repair report, which can impact on first-time fix. 
· The repair guide shows the staff what is Connect’s responsibility and what is the tenants responsibility. When a call is received, the guide helps the CSO to identify if it’s the tenant’s responsibility or not. It’s important for the CSO to fully listen to what is being said. If it is a tenant responsibility, then Connect don’t just say no – the CSO explains why it’s the answer is ‘no’. In some instances, the CSO also advise the tenant calling (using Google) the places near to their home where they can buy replacement WC seats and lightbulbs etc.

· The repair guide is easy to use and it sits alongside knowledge and experience of the team. The guide is a policy, which is helpful for the CSOs and removes any personal opinion. 

· The guide is straight forward and the staff have seen similar documents at other Repairs and Maintenance providers in previous jobs.

· The CSO’s felt supported when faced with a difficult call, they are able to put the caller on hold and lean on each other for support and guidance. There is also an escalation process in place, so they have the support of their senior the Customer Services and Administration Team Leader (CSATL), who will take the calls if necessary and reinforces what the CSO has said, if correct. If the CSATL is away from work, the team use SCIO, CEM or Dave Luttrell (Reactive Repairs Team Leader) if needed.

· The CSO team definitely feel that tenants are getting the message about ‘non Connect’ repairs. They felt that the more they enforce tenant responsibility the more tenants realise their own responsibilities. For example, when a staff member joined Connect, they had loads of calls about changing lightbulbs. The staff member feels that this “has reduced significantly - by approximately 60%” The CSO team said that they have guides that they can use to talk tenants through minor repairs, such as changing the bulb in a closed light fittings in bathrooms. 
· The CSO’s made a suggestion in the focus group to change how Connect do things: When Connect change bathrooms and kitchens as Planned Maintenance, the technicians should show the tenant how to change the bulb / remove the cover.
2. Scheduling a repair
· Connect are going through the transition process of scheduling using postcodes for operatives. When the Property Services Manager (PSM) started 4 months ago, there was loads of frustration for the technicians and for him; sometimes they were travelling up to 100 miles per day. The CEM and PSM compiled an area list, so that Connect can offer tenants appointments over a 2-week rolling schedule that covers all trades, apart from groundwork, which is on a 4-week rolling schedule. 

· The new system allows the CSO’s to see how busy the Technicians are and where they are; making it easy to bundle appointments.
· On the implementation of the new scheduling service, the CEM and Alan Davies (IS Manager) have built a new system which will show at a glance who is available by postcode and when. The problem Connect has is the size of the organisation. The Technician might not be in a postcode when the customer is available, and so Connect needs to have some flexibility. Connect has also moved back from booking in appointments at the next available slot; giving more room for emergencies to crop up. The day-to-day repairs team can also borrow from the in-house voids team when the need arises and they are in an area the day-to-day team aren’t.

3. Scheduling appointments
· New guidelines have been introduced by the PSM recently. To batch jobs they use a combination of the skills chart and the scheduling guide. It’s working really well and is an improvement. The guidelines help reduce duplication and errors by the CSO’s and it stops a technician being sent all over the place, wasting their time. It makes it better for the tenant too, as an appointment is made and Connect doesn’t have to call the tenant days later to try move the appointment about. 

· In the CSP’s view the new batching system is a positive move. It is hoped that travel time for Technicians reduces as a result of this change. 
4. Technicians on the job and completing the repairs

· Currently, there is a perception amongst Technicians that too long is spent travelling between jobs which causes frustration. Some of them said they are travelling on average 3 hours per day between jobs. The PSM also said that Technicians are spending a lot of time travelling. Nevertheless, the new arrangements are generally better than in the past.
· Technicians do quick fixes on-the-job when it is efficient to do so, which also tends to increase satisfaction. 
· The PSM has created a chart which shows the types of skills that Connect technicians have. The chart gives an overview of what they can do. The CSP was pleased to see that Technicians are encouraged to use their initiative. 
· When looking at training for Technicians, Connect has paid for courses and has arranged for buddying-up with other operatives. Connect is building the skillset, which helps to improve first time fix. 

· Connect have had some of Technicians complete a locksmith course, not just the joiners. Connect has trained electricians and plumbers too, so that they can gain access if they need to do a job behind a locked door. The PSM said he is passionate about having a multi-skilled workforce. In his view, it is great for cost saving, enhances the team and helps to develop them. The PSM makes sure the Responsive Repairs service has a good mix of abilities.

· In the CSP’s view, the Technicians seem to be quite helpful and willing to help tenants with small jobs

5. First-time fix

· The biggest difficulty is that Connect’s housing stock has a wide variety of materials and components. Connect is building a database of what property has what components. It can then cross reference this when a job comes in. 

· Connect uses Efficiency North for procurement, as an organisation that acts as umbrella and not a supplier for a number of social landlords, it doesn’t have a depot. Wolseley’s, Jewson’s etc are also used and there is a pool of suppliers that are used outside of the umbrella, Screwfix and B&Q for example. Some Technicians have trade cards for these suppliers; some don’t and rely on being sent an order number and order sheet which can cause delays. 

· Technical staff now call tenants back when they have reported an emergency so that Connect can get as much information as possible to help it carry out a fix first time and establish if a genuine report. Connect cannot carry all of the materials that it needs on the vans. There are reports that can be run that capture how a job is completed; this would include first-time-fix performance. This would be beneficial to Connect to use when reporting on performance, instead of just relying on the satisfaction data. 
· Overall the CSP takes the view on the evidence provided by the Technicians and PSM, the CSP’s view is that Stock Control could be more efficient for the repairs depot and the vans. 

5.6 Findings from CSO call shadowing 

There were no discretionary calls in the 90 minutes the CSP members shadowed the calls. Our observations were as follows:

· It was a really informative exercise for the CSP: the CSOs knew what they were talking about

· CSOs worked well as a team, sharing the load and providing a good service to tenants

· CSOs were talking through repair calls to identify what was what, even using diagrams at times
· Callers were asked for their details every time
· CSOs introduced themselves to callers by their first names

· The CSO’s are all singing from the same hymn sheet. They are consistent, have support from above and are confident to say ‘no’ when necessary. 

· There was a comment made during the focus group by a staff member: “The management structure since we came in-house is now at the best we’ve ever seen it. Things are balancing out now and it’s a smoother process.”

· In the CSP’s view, the CSO’s spent loads of time talking tenants through issues, which was good. They are delivering a caring, thoughtful service. The CSP found the following areas for improvement:
· Technicians are not always phoning the tenant ahead of the appointment, as they should be doing
· There is an acknowledgement that Technicians don’t always feedback enough detail when more works are required
· Our evidence shows that all staff need to take ownership of an issue and follow it through to the end. Tenant’s personal contact details are not being kept up to date, therefore creating issues for other staff members
· Work sheets: Connect uses an App: job sheets are sent to that at 3.30pm every day for the following day. The system is basic but it does give the repairs team what it needs. The big problem that Connect has is that its information is kept across three sites: QLX, Sharepoint and the App. Connect need to bring it all into one place, which is the plan known as ‘Project Vault’.
· With Project Vault, Connect is looking to upgrade the systems it can access to help improve efficiencies. The current housing management system is 17 years-old and doesn’t do what Connect needs it to do.  The Board have recently approved the new system, to commence from October 2017. It will take 18/24 months to fully implement. The new system would allow customers to self serve: at home or on mobile devices, and also help Connect to manage and resource services more efficiently.

5.7 CSP Observations about repairs categories 
The CSP looked at Connect’s repair categories and would like to explore in more detail when it meets with the Director of Home and the Board Champion. The issues that came to light during the review were as follows:

· The decision to move from 3 categories to 2 was taken approximately 10 years ago. Are the categories outdated?

· Are the categories still fit for purpose now that the repairs service has changed and the service is now in-house?

· The CSP feel that the current non-emergency category is perceived as a little vague, they’re not clear about which repairs would be triaged as urgent

· After carrying out research the CSP found that Yorkshire Housing and Incommunities have 3 categories, and not 2 and the additional category is called ‘Urgent’. 
· The CSP found two definitions of ‘Urgent’:

· Defects causing loss of facility to the tenant or likely to cause further deterioration to the structure, fabric, fittings .fixtures or services to the building;

· When the problem does not pose a health problem but does cause major hassle to the tenant or is likely to lead to further deterioration of the building  

The Director of Home commented that, “The change was implemented many years ago (over 10) following a Systems Thinking Review of the repairs process.  The ST approach involves taking any process back to brass tacks and looking at it from the customer’s point of view, focussing on the key aspects that are important, and dispensing with anything else that gets in the way.  

Connects research with customers at the time (focus groups etc.) indicated that customer’s priorities were dealing with emergencies quickly, and then having some certainty over when non-emergencies were going to be done.  An appointment was considered more important than an arbitrary classification of a repair as “urgent” or “routine” and having to wait for a call back to say when we were coming to do it.  So instead we changed the system to offering an appointment (where possible) when the tenant called in to report the repair.  Staff are still trained to triage repairs according to perceived urgency, also taking into account tenant preferences over the appointment”.

CSP would like Connect to look at providing reassurance that the triaging of non emergency repairs is happening and is being monitored by Connect.  

5.8 Equality and Diversity  

As part of its scrutiny methodology, the CSP always considers the Equality and Diversity (E&D) aspects of the service under review. We asked the Director of Home to comment on how Connect ensures that the Responsive Repairs service meets the organisations objectives. He replied as follows:  

“This is quite a broad question, and the answer following applies across the board really, rather than specifically to the Repairs service.  Recruitment practices routinely incorporate E&D issues as part of the assessment process.  All our staff should receive E&D training as part of their induction.  They also receive specific training on areas that overlap with E&D issues (such as Safeguarding).  Any complaint regarding the behaviour of any member of staff in relation to E&D (not that there have been any so far as I can recall) is taken seriously and thoroughly investigated.  Our customer satisfaction surveys include questions about operative behaviour and we would expect any problems to be picked up through that route too.  There will be more that we can do, and this will be picked up as part of the E&D strategy review that has just commenced.

One specific area where the maintenance service does directly impact on E&D issues is the Aids and Adaptations service where we provide small adaptations to tenants’ homes on request, with the aim of enhancing independent living.  We also work closely with local authorities in terms of major adaptations, and carry out adaptations on planned programmes (eg. bathroom refurbishments)”
CSP are satisfied that Connect is following its policies and procedures correctly in this area and we could find no discrimination in the repairs service.  

5.9 Value for Money 
As part of its scrutiny methodology, the CSP always considers Value for Money (VFM) aspects of the service under review.
CSP would like to state at this point that the data to date is positive and we can see a cost saving so far. The following evidence was supplied by Connect: 
2012/13 Costs

[image: image1.png]Current model (2012/13 figures)

Cost area Cost

Rangers (including vehicles, equipment & materials and VAT £195,000
where applicable

Main Leeds contractors (including VAT) £481,000
Trinity (Kirklees and Calderdale main contractor) (including £298,000
VAT)

Other contractors (including VAT) £96,000
Assume 2 x HLO equivalent posts at Connect del. RR £50,000
TOTAL £1,120,000

The estimated split of costs between area is that 73% of the total expenditure related to
Leeds properties, and 27% to Kirklees and Calderdale properties.




Forecast spend 2016/17


Forecast spend on the Day-to-day repairs service for 2016/17
 

Salary costs (incl management): 
£432,000

Subcontractor: 



£255,000

Materials/equipment: 


£290,000

TOTAL: 




£977,000
 
This figure over-states what Connect spends purely on reactive repairs.  All of the Property Services materials are included in the costs above figure.  The day to day team also carry out planned maintenance (e.g. CRF Priority Fund).
Extract from Housemark VFM/Efficiency Summary

Responsive repairs and void works (1) – (good performance but high cost - CPP £848 against an average of £767) 

2014/15 was a transition year whereby mid-year Connect switched from a (primarily) contractor delivered responsive maintenance service to one that is delivered substantially by an in-house service organisation. The set up costs associated with this, different service model and transitional operational issues make year on year comparisons more challenging. However the broad purpose of the change was to drive much greater value for money in the service, with a much more rounded view being taken on maintenance investment, compared to what the repairs service had achieved previously. 

Costs for the maintenance service as a whole are high compared to benchmark comparisons, and the move towards in-house service delivery seeks to address this in part. However, the figures also reflect the importance which the Board places on investing in maintaining the housing stock to a good standard. 

Responsive Repair and Void works costs have increased in 2015/16 compared to 2014/15 and our benchmarking costs remain unfavourable. This is in part due to higher expenditure on voids maintenance, but also that our systems are not at a sufficiently refined level to consistently distinguish between repair work undertaken by our in-house repairs team (the costs of which are all attributed to responsive repairs), and work done by that team which would more appropriately be classed as planned/cyclical work. We are working on refining the way in which we can differentiate between the costs and value of services delivered by our in house maintenance teams, so that our benchmarking figures more accurately reflect reality. 

Although disappointing that customer satisfaction fell, this coincided with the introduction of the new maintenance strategy, in which “fairness” has been a key driver. This change in approach has been fully supported by Connect Residents Federation (CRF), and has resulted in more instances where Connect has declined to do repairs for which tenants are deemed responsible. The strategy anticipated that customer satisfaction could be hit as a result, and we may be starting to see that now reflected in feedback. We are however investing in new systems to streamline information capture and processing to ensure the more efficient and effective deployment of resources to improve service delivery and over time we anticipate this will have a positive impact on customer feedback. 

We are actively looking at ways to increase the productivity of our Technicians to ensure maximum value is obtained from the fixed overhead resource that Connect invests in this service, for instance through the use of improved IT to schedule works and to streamline data capture so that staff resources can be deployed in more productive activities. 

We are proposing to add boiler installs to the range of services delivered in-house which is projected to save substantial funds from the heating programme.

Table: Efficiency gains etc identified by CSP

In the following table we have identified efficiency gains and area’s where there is room for improvement: 
	Efficiency gains
	Could do better

	The new scheduling system 


	Connect need to make sure they tell people how to use the things they install



	Connect is being stricter around enforcing tenant responsibility in repairs


	Impact of an unreliable materials supplier and the restricted use of trade cards



	Repairing instead of replacing components


	Improve the diagnosis stage of reporting a repair

	Stricter control over emergency repairs

Connect have reduced the number of discretionary repairs


	Too much time spent travelling between jobs



	Mobile phone for CSO’s for Technicians to use


	Stock control of vans and depot



	Technicians doing quick fixes on the spot when attending reported repairs


	

	More technicians trained as multi skilled e.g. locksmith training not just for traditional joinery posts


	

	Potentially there will be many efficiency gains if Project Vault is delivered successfully and on time


	


Regrettably for CSP the third year Housemark benchmarking data for 16/17 (that includes the financials) was not ready in time for this review and feedback from Connect indicated that this wouldn’t be ready until at least December 2017.. But this will be one of the acid tests regarding the decision to bringing the repairs service in-house. 

6. Recommendations
The CSP have noted their recommendations in order or priority and impact, as suggested by Connect. 

	Recommendation 1
· The job sheets need to be processed in a precise manner and be immediately sent back to the CSO’s in real time. 

	Background

· It’s an electronic process and sometimes job sheets aren’t completed and can get misplaced, which creates issues for the tenants especially when further works are required.  



	Method

· Interviews and focus groups

	Head of Home response:  
Work has already been done to address this, and now job sheets are routinely returned same day, and by exception the following day.

	Head of Home/CSP/Board Champion discussions: Agreed


	Recommendation 2
· Deliver and review the promise to the tenants: Repairs Connect Commitment. 
· To include a new reportable measure (red star) to provide reassurance to tenants that urgent non emergency repairs will be prioritised


	Background
· Connect needs to think about when it makes a promise to tenants, it must keep it.  The working hours of the technicians don’t, and have never matched the promise to tenants. 



	Method

· Desktop review, interviews and focus groups

	Head of Home response:  
Agreed that we need to be careful that we can and do deliver the commitments we make.  I am sorry that we were not able to deliver the evening and Saturday appointments for non-emergency repairs, and we should have amended the CC before now.
We are not convinced there is a sufficient business case, on VFM grounds, to provide a Saturday service, other than in exceptional circumstances.

	Head of Home/CSP/Board Champion discussions: Agreed



	Recommendation 3
· Improve the core stock of materials at the repairs depot and on the vans. Provide trade cards for all Technicians 



	Background

· Currently there are problems with an unreliable supplier that need to be tackled. The feedback from the various scrutiny activities also indicated that the core stock at the repairs depot and in the vans is unsatisfactory. This was a particular issue raised in the focus groups. Evidence also suggests that not all Technicians have trade cards for suppliers. 

	Method

· Desktop review, interviews and focus groups 

	Head of Home response:  
Agreed that we need to make ongoing improvements to our materials supply arrangements, and we are in the process of so doing, with a new contract agreement due to come into force from December.  The provision of Trade Cards needs to be rationalised.

	Head of Home/CSP/Board Champion discussions: Agreed



	Recommendation 4
· All contact details for tenants need to be recorded and kept up to date. 


	Background

· Tenant’s personal contact details are not being kept up to date, therefore creating issues for other staff members

	Method

· Desktop review, interviews and focus groups

	Head of Home response:  
Agreed.  Ongoing training and reinforcement of the behaviours that we wish to see adopted

	Head of Home/CSP/Board Champion discussions: Agreed



	Recommendation 5

· Technicians to always phone tenants ahead of the appointment 



	Background

· This was recognised by the Property Services Manager as an area for improvement. Calling ahead is good customer service and should help to reduce missed appointments and wasted travel time for the Technicians. 

	Method

· Desktop review, interviews and focus groups

	Head of Home response:  

Agreed.  Ongoing training and reinforcement of the behaviours that we wish to see adopted

	Head of Home/CSP/Board Champion discussions: Agreed


	Recommendation 6
· Monthly trade workshops for CSO’s from technicians to help upskill and understand the importance of diagnostics



	Background

· This was an idea put forward by Technicians in a focus group. It was suggested that this model would help the CSO’s to understand some of the technical difficulties and help them to improve diagnostics. 

	Method

· Focus group

	Head of Home response:  
Agreed.  Management have already provided opportunities for Technicians and office staff to share ideas and issues, and we need to build on this, including in the ways suggested in this recommendation.

	Head of Home/CSP/Board Champion discussions: Agreed



	Recommendation 7
· As part of the review of the Complaints policy, CSP recommend that Connect include capturing the ‘grumbles’



	Background

· Connect is currently looking at the complaints policy. As it stands there are two options: to be happy or be in complaint. Connect has no way of capturing the grumbles.

	Method

· Interviews and focus groups

	Head of Home response:  
This will be picked up in the Complaints Policy Review

	Head of Home/CSP/Board Champion discussions: Agreed



	Recommendation 8
· Connect should capture customer’s views more regularly, and do more collection at different points in the journey. 


	Background

· It was felt by the CEM that too many questions are asked in the surveys and Connect needs to start to use different methods to capture customer insight, not just telephone surveys.

	Method

· Interviews 

	Head of Home response:  
Agreed: This will be addressed as part of our Business Transformation programme

	Head of Home/CSP/Board Champion discussions: Agreed


Responsive Repairs Action Plan

	Recommendation
	Action
	Strategic Risk
	Lead Officer
	Target Date
	Completion Date
	Impact

	1. The job sheets need to be processed in a precise manner and be immediately sent back to the CSO’s in real time.

	This action has already been addressed.  Job sheets are now returned same day by the technicians, in virtually all cases.
	Service Delivery and Customer Satisfaction
	Marko Aprcovic
	Completed
	October 2017
	The more timely return of job sheets enables follow up works to be organised in a timely and professional fashion, leading to improved customer service.  In addition, material stocks can be replenished more quickly, helping to ensure technicians have appropriate stocks at all times.


	2. Deliver and review the promise to the tenants: Repairs Connect Commitment.


	The CC will be reviewed and updated to reflect appropriate service delivery
	Service Delivery and Customer Satisfaction
	Martyn Broadest
	April 2018
	
	An initial draft of a new CC covering all aspects of Connects maintenance service has been drafted.  Although most of the service standards read directly across from the existing CCs, the content and format has changed significantly, such that the new CC should be the subject of formal consultation with tenants, prior to scrutiny though SIF.


	Recommendation
	Action
	Strategic Risk
	Lead Officer
	Target Date
	Completion Date
	Impact

	3. Improve the core stock of materials at the repairs depot and on the vans. Provide trade cards for all Technicians


	Ongoing regular review of van stocks to ensure good match to common repair requirements.  New supplier arrangements to facilitate ready access to non-standard stock when required.
	Service Delivery and Customer Satisfaction
	Marko Aprcovic
	January 2018
	
	Regular reviews of van stocks are already undertaken.  Our new supplier arrangements will support this process by providing data on the variety and frequency of product use.

New supplier arrangements will provide quicker and more flexible access to materials in localities, enabling faster resolution of non-standard repairs and maintenance work.


	4. All contact details for tenants need to be recorded and kept up to date. 

	CSOs / HLOs to be instructed to check contact details at every contact opportunity.

Monitoring system to provide assurance that this is being done

	Service Delivery and Customer Satisfaction
	Richard Baggott
	January 2018  

(to allow trial period & monitoring until then)
	
	Improved reliability of service delivery, and ultimately customer experience.

Improved communications with tenants

	5. Technicians to always phone tenants ahead of the appointment 

	Technicians to be instructed to make calls

Monitoring system to provide assurance that calls are being made.
	Service Delivery and Customer Satisfaction
	Marko Aprcovic
	January 2018  

(to allow trial period & monitoring until then)

	
	Improved communications with tenants customer experience

Improve access rate, and avoidance of abortive visits and drive time

Tool box talks to be done with technicians on expectations and agreed service levels / CC’s.


	Recommendation
	Action
	Strategic Risk
	Lead Officer
	Target Date
	Completion Date
	Impact

	6. Monthly trade workshops for CSO’s from technicians to help upskill and understand the importance of diagnostics

	Initiate monthly joint 2-way training sessions for technicians and CSOs
	Service Delivery and Customer Satisfaction
	Dave Luttrell and Vicky Varley
	Start in Dec 2017

Report on outputs and outcomes in April 2018
	
	Improved reliability of service delivery, and ultimately customer experience.

Improved communications with tenants

Forum set for CSO’s and PS to log issues to be resolved or technical / material specs updated and current.


	7. As part of the review of the Complaints policy, CSP recommend that Connect include capturing the ‘grumbles’


	The new Complaints Policy will be recomm-ended to Board in February 2018, to be implemented within the months that follow.  This includes a proposal to capture, monitor & report on EOD’s (Expressions of Dissatisfaction).
	Service Delivery and Customer Satisfaction
	Richard Baggott
	Full launch for the 2018/19 financial year
	
	A deeper understanding of EOD’s will enable Connect to identify processes, journeys and customer touchpoints that destroy customer satisfaction.

These learnings will enable the Organisation to find quick wins as well as making longer term changes to our systems and process to deliver better customer outcomes. 

This will also be used to inform decisions around the design and build of Project Vault.


	Recommendation
	Action
	Strategic Risk
	Lead Officer
	Target Date
	Completion Date
	Impact

	8. Connect should capture customer’s views more regularly, and do more collection at different points in the journey. 
	The approach for measuring Customer Satisfaction, Customer Insight and feedback will be included in the Customer Care Strategy.  This will include an increase in the volume and methods for each of these items, captured at both a transactional and non- transactional level.  It is expected these will be implemented throughout 2018 and beyond and additional functionality is delivered through Project Vault and Business Transformation.
	Service Delivery and Customer Satisfaction
	Richard Baggott
	Ongoing
	
	A deeper understanding of Customer Insight and Feedback will enable Connect to identify processes, journeys and customer touchpoints that destroy customer satisfaction.

It will also help to inform decisions around future strategies across Connect, such as our EDI, Customer Care and People Strategy.

These learnings will enable the Organisation to find quick wins as well as making longer term changes to our systems and process to deliver better customer outcomes. 

This will also be used to inform decisions around the design and build of Project Vault.



Key:

Blue: 
  Urgent

Yellow:  Pressing but not immediate

Green:   Take your time and get it right

All of the appendices are available upon request. 
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