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[bookmark: _Toc222991207]Introduction
The Customer Influence Committee (CIC) oversees resident-led scrutiny as part of the Resident Charter. In April 2025, CIC agreed an evolved approach to scrutiny and selected complex repairs as one of the areas for review in 2026/27.
To define the scope of the Complex Repairs Review, we analysed resident feedback from surveys and Tenant Satisfaction Measures (TSMs) to identify what residents are telling us about complex repairs and where scrutiny would be best placed. 
CIC approved the approach to this review and the overall objective of “How can Eastlight ensure repairs are completed right first time or in as few as visits as possible?”. A lead from CIC was chosen, and a group of 24 residents was recruited. In addition, three residents shared their insights remotely.
The review was delivered through an ‘all day’ workshop. Staff presented information and residents worked collaboratively to develop 12 priority recommendations (full details in Section 3).  Additional recommendations were collated after the event and reviewed by Eastlight, some complemented the main 12, others offered additional ideas - these have been included in Appendix A along with Eastlight’s response.
For more detail on the objectives, scope, methodology and lessons learned from this review, see Appendix B.
[bookmark: _Toc222991208]The Scrutiny Review
The session opened with a welcome from a member of the Leadership Team, who emphasised the importance of repairs to residents, Eastlight’s commitment to continuous improvement and listening to resident voice. 
Staff presented findings from resident feedback on the repairs service, outlining the methods used to collect and analyse this information. They reported a consistent improvement in satisfaction since 2023/24. Residents generally expressed high satisfaction with the speed of response, professionalism and communication, while lower satisfaction was most commonly linked to unresolved or repeated repairs
Staff provided an overview of the repairs service, noting that Eastlight completes around 36,000 repairs each year, supplemented by external contractors during periods of high demand or where specialist expertise is required.  Residents were also reminded of Eastlight’s Repairs Pledge, which sets out the standards residents should expect from the repairs service.
The difference between standard and complex repairs was explained, with the latter describing as multi‑day or multi‑trade jobs that may present technical challenges (such as hidden asbestos, inaccessible cabling) or involve situations where temporary accommodation may be necessary during damp and mould cases.  Staff explained that they often cannot determine whether a repair is complex until they visit and assess the issue. Residents expressed that being advised in advance when a repair might become complex would help manage expectations and improve satisfaction.
The presentation was followed by three table discussions, each focused on a separate question in relation to complex repairs:
Session 1 – “What is working / not working from a resident perspective?” 
Residents highlighted several strengths, including prompt response times, reassurance provided by the Repairs Pledge, and strong performance from the in‑house repairs team, which was often viewed more favourably than external contractors. Residents appreciated the politeness and helpfulness of the Customer Services Team (CST) and welcomed the introduction of multi‑trade operatives, which they felt could reduce the number of visits required for complex jobs.
However, residents identified a number of areas that could be improved. Residents emphasised that when a repair cannot be completed straight away, this should be communicated clearly and steps required should be explained to residents. There was discussion about the need for CST and other staff to ask the right diagnostic questions at first contact so that the correct tradesperson is assigned. Residents also suggested that some unnecessary visits could be avoided if residents had better access to simple user guides, for example, for heating systems and boilers.
Further communication challenges included text messages that did not specify which repair they related to when residents had multiple jobs open and situations where residents were told they would receive a call back but did not. Concerns were also raised about a lack of clarity when operatives arrived but did not begin work immediately. It was explained that it might be part of the process for an operative to arrive earlier and wait until the scheduled time or to complete necessary administrative tasks. Residents felt that a brief knock on the door to let them know that the operative would be with them shortly would improve the experience.  Residents also commented on periods of silence before contractors arrive, with residents reporting that communication often drops off after a repair is raised. 
Residents highlighted the need for clearer pre-visit instructions, particularly where customers have specific needs, for example, requirements for using a particular door, doorbells, or additional time needed for residents who use wheelchairs. 
Some residents recommended expanding the Repairs Pledge into a broader customer pledge that explains both resident and Eastlight responsibilities, along with clearer timescales for each stage of a repair. 
Session 2: “How would you like to see the service improve?”
Most suggestions centered on the need for clearer communication and ensuring the right information is shared between staff and residents at the right time. Residents felt that introducing area inspectors for complex cases could improve oversight by assessing jobs early, outlining required steps and keeping residents informed. They also emphasised the importance of clear explanations at the point a repair is raised and throughout the process to help manage expectations.
Residents highlighted the value of improving learning and reflection across operatives and contractors particularly for repeat visits, such as workshops to allow space to discuss what worked well and what could be improved. 
Residents highlighted that contractors’ customer service sometimes feels different from the in-house team. Strengthening communication expectations, ensuring contractors consistently report back on their findings, and offering the same level of professionalism as the in-house team were seen as helpful steps. Some residents said they would prefer more work to be carried out by in-house teams where possible. 
Strengthening technical knowledge for CST staff was seen as important, helping them diagnose issues more accurately at first contact.
A range of practical ideas were proposed to improve communication during the repair journey, including a simple complex repairs checklist, follow‑up calls to confirm next steps, and post‑inspections to ensure complex repairs are fully resolved. Residents emphasised that communication should begin from the point someone moves in, with clear instructions on heating, hot water and other key systems, tailored to individual needs and communication preferences.
Residents raised concerns about operatives and contractors not always displaying ID. Eastlight agreed that this is a basic expectation of operatives and contractors and residents should not allow entry without first seeing identification.  
Residents discussed the importance of sharing information about residents’ needs while respecting privacy, and recognised that circumstances change, meaning staff need to check regularly whether adjustments are required when carrying out repairs.
Session 3: “How do we meet resident expectations for service delivery?”
The final workshop was dedicated to producing a clear set of resident recommendations for improving the complex repairs service. Following group discussions, residents agreed on the top 12 recommendations, which reflect the areas they felt would make the most meaningful difference to their experience.  
For each recommendation, Eastlight gave a response about what could be taken forward. Post the review day, these have been fully explored – residents’ recommendations and Eastlight’s planned actions are included in Section 3. 
In addition to these core recommendations, several other suggestions were captured on flipcharts and on feedback cards. While some complemented the main 12, others offered additional ideas for strengthening communication, consistency and resident support. These have been included in Appendix A along with Eastlight’s response.
To close the day, participants were updated on the next steps for publishing the scrutiny report and how their recommendations will be taken forward by staff.  Residents were invited to share feedback on the day, and the response was overwhelmingly positive, with residents stating they found the session valuable and constructive. Following the review day, an additional survey was issued to all attendees to gather further insights into what worked well and what could be improved for future scrutiny activities. A summary of resident feedback and lessons learned is provided in Appendix B.
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[bookmark: _Toc222991209]Recommendations and Improvement Actions

	Number
	Recommendation
	Eastlight’s Response
	Improvement Action
	By Who
	By When

	CR01
	Complex repair checklist to ensure staff communicate with resident where the job is (end to end) including getting feedback at the end
	We will produce a checklist but will need to consider what should be included and what the communication looks like at what point
	We will expand what information is included when a repair is deemed “complex” and the plan for delivery & completion is set including number of visits and what trades will attend, this will be clearly communicated to residents using automated text messages or via email or letter as per the resident’s preferred method of contact.
We will review what additional information on the visits and the specification of works can be included within the automated messages and implement what is possible.
	Operations Managers (Repairs and Maintenance / Systems and Performance), Communications Manager – Corporate & Public Affairs, Head of Housing - Operations
	30 September 2026

	CR02
	Ensure that personal circumstances e.g. mobility issues are visible to relevant staff, and ensure they are taken into account so service provided is adapted as appropriate
	We will improve how this information is used, being mindful of GDPR issues and system limitation.
Person and property specifics are already in place via the “alerts” function within Total Mobile and the personal devices used by repair operatives. The diagnosis of the repair already combines resident needs and preferences. Customer Service Team (CST) will ensure any specifics surrounding the repair i.e. certain access, times of attendance etc. will continue to be referenced in the job notes section of the specific repair being raised.
	We will re-communicate to all repairs operatives on the importance of taking note and following the ‘alerts’ regarding resident needs and preferences at the next round of toolbox talks.
	All trades managers
	31 March 2026

	CR03
	First contact with CST – have a separate team who have knowledge to help residents to ensure better diagnosis of repair
	We will consider the best way of improving the knowledge at first contact, this could be embedding operatives in the work (call centre), managers or use of systems. 
CST actively use diagnostic tools to diagnose repairs. We will check that this is working as well as it should. With the roll out of ‘My Eastlight Team’ we recognise that first contact may also occur with Neighbourhood leads. 
We are also working to improve repairs diagnostics on the customer portal. This includes, more options, information, signposting and informative photo/videos on the repair being raised.
	Homes Solutions Team (HST) to work with CST and Neighbourhood teams on options to increase knowledge base of repairs diagnosis which will include:
· A review of the diagnosis “toolkit” to ensure it is fit for purpose
· Share the diagnosis toolkit with Neighbourhood leads
· Republishing of the opportunity for CST/Neighbourhood Leads to shadow repairs staff
· HST attending CST/Housing meetings to talk on hot repair topics
	Operations Manager Repairs and Maintenance, Scheduling Supervisor, Head of Housing - Operations
	30 September 2026

	CR04
	First contact – at recruitment stage, need to ensure those employed have skills to deliver great customer service
	We will look at recruitment processes such as questions at interviews to make sure that customer service skills are considered
Our ‘Think customer’ approach which has been well communicated and trained out across the business is our long term commitment to creating a culture which delivers great customer service.

	We have looked at recruitment processes.
Questions asked during the interview process for trade roles must be technical to ensure knowledge and competence of the role applying for. Customer or “think customer” scenario questions are also included as part of the interview.
For our CST roles, we ask questions regarding customer service and look for customer service experience .
	N/A
	N/A

	CR05
	Management intervention to come in earlier when things are not going right with a complex repair, more oversight e.g. 10% post inspection of repairs ensuring that rural areas are covered
	We agree we need more management intervention / increase oversight, however we need to consider what tasks they currently undertake that no longer need to be performed and change as appropriate. 
The focus of Area Technical Managers continues to be on performance, including quality of works and productivity. Site visits also include H&S checks to ensure works are done in a safe and professional manner against our process, procedures and against legislation and safety standards.
	Currently, Area Technical Managers only have oversight of booked repairs in the week before works are due to commence. 
To improve oversight of complex repairs, (which often include multiple jobs, booked in advance), we will ensure Area Technical Managers have early oversight (at point of booking) for awareness. This will ensure further preparation checks are undertaken. 
	Operations Manager Repairs and Maintenance, Operations Manager Systems and Performance, Scheduling Supervisor 
	30 September 2026

	CR06
	More information (welcome pack) about the house to be made available to residents e.g. How to use the heating, how to turn off the stop cock etc. 
	We agree, we will improve this.  We will also look at information to provide to residents to explain expectations for residents. We will also look at creating some videos to help explain things.
Resident responsibilities are referenced in the repairs policy which is available on our website. This was signed off by the Active Residents Network when the policy was renewed in 2024.
A welcome pack is in place for new customers in new build homes and at empty homes stage when new customer moves in which includes information about heating and stopcock location. 
	We will prepare new videos on “tips & tricks” for customers to add to the videos already available via our website.
We will review how information on the expectations of residents is shared e.g. on the website.
	Communications Manager – Corporate & Public Affairs


	31 May 2026

	CR07
	Agreed level of communication with the resident where there is more than one appointment – particularly with contractors
	We agree this is a good idea, however, contracts which are mid-way through, we are unlikely to be able to change.  We will introduce expectations of our contractors as part of future procurement exercises so this is improved going forward.
	We will ensure that contract managers communicate to contractors the expected level of communication for residents at their next contract meetings. 
Also see CR01.
	Head of Repairs and Maintenance and all HST contract managers
	31 March 2026

	CR08
	Where appointments are missed or repairs are overdue – automatic text messages to communicate to residents
	We will explore this and implement what we can as agree this is a good idea.
	We have reviewed current processes around communication where repairs are overdue or appointments are missed. The scheduling team will always call if a repairs appointment is in jeopardy and will contact the customer in advance to coordinate a possible time or date change. We will continue to do this. 
	N/A
	N/A

	CR09
	More contact details on customer portal to include contact details for contractors as well as those for Eastlight
	We would need to agree this with contractors. There is a danger that residents could contact contractors directly and Eastlight are not aware which could cause problems so this recommendation will need to be considered carefully to ensure Eastlight have visibility of contact.
	We have reviewed the information we can share about contractors’ contact details and have decided we can’t share more because we need to ensure they do a good job. Contractors have Service Level Agreements, which we need to control to ensure they do what they should, if something goes wrong, we need to know.
	N/A
	N/A

	CR10
	Ensure that return calls are made when promised
	We agree this is the right thing to do and this is our aspiration. We will continue to drive a culture that makes sure staff do this, thinking about recruitment and training.  Our ‘Think customer’ approach which includes communication with residents has been trained out to all staff and is included in relevant policies and procedures.
	We will explore whether we can introduce monitoring through our Customer Relationship Management System’s call logs so we can take action where calls are not returned as promised.

	Head of Housing – Operations
	31 May 2026

	CR11
	Introduce area inspectors to help with diagnosis of complex repairs, ensuring right trades allocated, explaining to the residents what the process is likely to be
	We currently have four area inspectors, however to increase resource here further would cost additional money. In first instance we will look at how we can use current resource better to perform better with complex repairs (see other recommendations).
	See other recommendations which are being taken forward, particularly CR01, CR03 and CR05.
	N/A
	N/A

	CR12
	Marks Tey to be turned into academy to upskill operatives to enable the inhouse team to take on more complex repairs
	We continue to explore multi-trade roles to help reduce the number of different trade visits needed for jobs. Most recently with a new job description created and 2 x roles have recently been converted from single trade to multi trade.
We will introduce a training academy at Marks Tey which will help us deliver better services more quickly and efficiently. 
	This continues to develop as we demobilize the space previously occupied by the in-house stores operation. We plan to have training facilities in place aligned to our partnership with West Suffolk College.
	Operations Manager – Planned and Empty Homes
	30 September 2026
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[bookmark: _Toc222991210][bookmark: _Toc158832200]APPENDIX A – Additional Ideas
	Resident Feedback
	Eastlight’s Response

	Ensure a consistent customer experience between in‑house teams and contractors.

	Contractor monthly meetings continue with a focus on performance. Contractor management improvement is included in the property directorate plan for 2026/27. We will ensure contractors reflect the in-house team process and procedures and a consistent contract management process is produced for the property directorate.

	Ask residents to send in photos (email) - and make a space where it can be done on the portal
	Residents can already add photos when reporting a repair which is visible to the schedulers/CST once the repair is raised, and the operative attending the repair. 

	Building alliances with other housing associations or registered providers to share best practice.

	This is something Eastlight are already pursuing. Our Head of Repairs & Maintenance is vice chair of the Social Housing Alliance East of England which combines 12 Housing Associations and Local Authorities. Operational HST Members are also members of the group.

	Introduce a “Maintenance Employee of the Year” recognition scheme with a meaningful prize.

	We continue to recognise and reward operatives going above and beyond. For example, we share compliments received from residents with operatives and place operatives that have received compliments in a monthly drawer to receive a voucher. 

	Encourage engineers and operatives, both in‑house and contractors to maintain a friendly, welcoming approach
	As part of our toolbox talk library, we have a “housekeeping” talk which includes these themes. We also receive monthly Customer Insight Monthly Scorecard (CIMS) which provides performance against metrics such as good practices and behaviors.

	Involve residents in monitoring repairs performance, potentially through a resident‑led repairs panel.
	Repairs performance metrics are included within CIC meetings. One member of CIC has been appointed as lead to oversee repairs, they are continually informed of progress and performance. 

	Provide opportunities for operatives to review repeat‑visit cases and discuss how communication and coordination can be strengthened.
	We receive monthly CIMS which provides performance against metrics such as good practices and behaviors. These opportunities to strengthen performance are discussed with our trades people during monthly toolbox talks.

	Possible scrutiny/residents network workshop with staff to find out what works for both staff and residents for complex repairs check
	Scrutiny for complex repairs has been completed and recommendations will be taken forward as per Appendix A. We will send a survey to residents in March 26 to inform which areas should be included in the scrutiny programme for 2026/27.

	Resident involvement with interviews. This can be something passed on to Active Residents Network.
	Residents have been involved in relation to recruitments for Heads of Housing and recent Board/CIC roles. We will continue to consider opportunities for resident engagement with regard to interviews. 

	Operatives/contractors turning up with no appointment – and in some cases resident not being in which is a waste of time for repairs staff.
	This would only happen if an operative is working in close proximity and attempts to improve the current booking date on the off-chance the resident is home. There is no wastage of travel/visits in this regard. Operatives diaries are organized to reduce waste travel.


[bookmark: _Toc222991211]APPENDIX B – Objective, Scope, Methodology and Lessons Learned
Objectives
[bookmark: _Hlk214272495]The focus of the scrutiny review was to answer the following question:
“How can Eastlight ensure repairs are completed right first time or in as few as visits as possible?”.

Scope
The scope of this scrutiny review covered general processes around how we complete complex repairs and how we ensure that we have the:
· Right people
· Right materials
· Right communication
· Right time

The scope did not include the following areas:
· Follow on works following an emergency appointment

Defining the Process and Methodology
Customer Influence Committee (CIC) holds overall responsibility for resident-led scrutiny, ensuring that residents have a meaningful role in shaping services. This approach aligns with the commitments set out in the Resident Charter, which includes scrutiny as a key element of resident involvement.

In April 2025, CIC agreed an evolved approach to scrutiny, and chose the areas of scrutiny focus for 2026/27, one of which being complex repairs. 

To further define the scope of the review we analysed resident voice from:
· Tenant Satisfaction Measures (TSMs)
· Customer Journey Survey Data

The area of focus for the scrutiny was developed and discussed with CIC, who approved the overall objective of the review and the approach being a one-day workshop (bootcamp). It was agreed with CIC that the day would be facilitated by resident engagement experts TPAS.

Recruitment
· To form the scrutiny group, we aimed to recruit up to 45 residents with direct experience of complex repairs. We approached residents who had previously expressed interest in scrutiny activities and asked about their experience. We advertised the opportunity in the Active Resident Network newsletter twice and invited CIC members directly. We also attempted direct outreach to approximately 1,000 individuals who had provided feedback on repairs, had consented to contact and had received multiple repairs visits. 
· Our initial attempts at recruitment were not as successful as hoped, so we asked Neighbourhood leads to spread the word directly and our comms team to publish the opportunity more widely on the internet and social media. Going forward we will include a wider comms campaign and Neighbourhood leads from the start of our recruitment efforts.
· We had 27 confirmed for the day, 24 of which attended.  We also had one unconfirmed person arrive, ending up with 25 participants including the CIC lead. Whilst this number was lower than we had originally strived for, this turned out to be about the right amount of participants for the day, allowing enough time and space for residents to fully participate.  Going forward we will aim for 24 participants. 

Remote Participation
· Prior to the review day, we identified a number of residents who wanted to take part in the scrutiny but were unable to attend in person due to health issues or personal circumstances such as childcare. We wanted to ensure that CIC’s request to offer alternative ways for residents to get involved, including surveys or telephone‑based feedback took place.
· To ensure these residents could still contribute, we discussed options with the TPAS consultant facilitating the scrutiny. We agreed to send out a simplified version of the presentation and the key questions one week before the event. Residents who could not attend were invited to review the materials and provide written comments or respond via telephone call.
· Their feedback was incorporated into the sessions on the day with tables receiving the written contributions from these residents so that their views were reflected in the discussions. In total, three additional residents contributed through this method, alongside the 25 who attended in person.
· We will continue to look at ways of ensuring those that cannot attend events in person can contribute, such as exploring how a task and finish scrutiny could be provided in 2026/27 over teams.

The scrutiny review
· Prior to starting the exercise, we circulated to participants our own bitesize training, the agenda for the day and our scrutiny principles. We organized a catered lunch and refreshments for the day and arranged taxis for those to attend that needed them.
· The complex repair review started with a staff presentation followed by three breakout discussion sessions with residents, between 30 - 45 minutes each. 
· Residents were arranged across four tables, each with at least one staff facilitator. The last breakout session had residents prioritizing their recommendations, with each table supplying one in turn making up the final 12 priority recommendations.  This was followed by the Director of Repairs and Maintenance responding to the Group on what recommendations could be taken forward.

Lessons Learned
Participants were invited to feedback on the day. Comments received were overwhelmingly positive:

“An excellent day and use of my time. Very informative, and really chuffed that our recommendations will be implemented in some form or other. Thank you all for your time and talent!”
“I was sceptical when I agreed to attend, but I was pleasantly surprised as to the positive effect it would have on Eastlight.”
“Today’s workshop was a good turnout and very informative. We all know that nothing is perfect in the world and we all need to improve things. Thank you for having us and listening to us as well. :)”
“The day went really well. I highly recommend there is another day. Also other days on other areas of Eastlight.”
“Excellent day. Lot learned, feel valued. Thank you.”

Following the event we provided a survey to all participants to understand in more detail what went well and what we could improve for future scrutiny activities. 15/25 participants responded. We asked residents to rate aspects of the scrutiny activity from very poor (1 point) to excellent (5 points). The average score out of 5 shows a positive picture across all aspects and are included in the table below:

	Overall experience
	The presentation
	The breakout sessions
	Instructions and information before the event
	The location, including accessibility, comfort and refreshments

	4.5
	4.5
	4.4
	4.5
	4.6



We asked residents to tell us what they liked best about the scrutiny activity – themes included: 
· Opportunity to get involved and put their point of view across
· Meeting staff and other residents and working together - one participant mentioned they liked having staff on each table, and another mentioned the diversity of attendees ensured a good balance of ideas
· Having time to discuss and to understand other people’s views
· Learning about the business
· Understanding on the day whether recommendations will be taken forward and if not the reasons why

We also asked what we could do to improve future scrutiny workshops. Responses have been considered and improvements will be made as per the table below:

	Resident Feedback
	Eastlight Response

	A number of participants mentioned it was hard to hear, and one suggested moving to the Board room or other part of building not visible to others.
	We will ensure we have a microphone at future bootcamp events to ensure all can hear. We will keep sessions in the café area (downstairs), as moving to another location (e.g. top floor training area) would increase H&S risk in the case of emergency evacuation.

	A number of residents suggested having more time for discussion, explanations and Q&A.  One resident suggested a shorter staff presentation, one resident suggested a more in-depth discussion on a few case studies.
	We will change the structure of the agenda for future bootcamp activities.  We will decrease the time allotted for the staff presentation, introduce a more detailed case study section, and increase the time allotted for breakout sessions.  

	One resident suggested that we make sure any use of jargon is explained.
	We will provide more guidance to staff on what to include in presentations to ensure they are understandable for residents, this will include the importance of not using jargon or acronyms.

	One resident requested better coffee, and another water on tables.
	We will look into sourcing other coffee, we will put water on tables at future scrutiny events.

	One resident suggested keeping questions to the end of sessions, another resident commented on their breakout session going off topic and that the facilitator (staff member) could have tried to maintain the focus of the group on the matter in question.
	This is an area we had identified to improve as well. We plan to provide more guidance in future to facilitators to help with chairing group discussion. We also will ensure that the scopes of future reviews are tightly focused as will the presentation and activities to reduce the chance of drifting away from the topic.

	Residents liked meeting staff, having staff on each table and going through recommendations made on the day.
	We will continue this on future activities.

	A couple of residents expressed that they would have liked to receive their voucher in thanks for their participation sooner.
	Going forward, we will hand out vouchers on the day of the event, which will remove the need for additional administration for staff and residents, and will mean residents will not need to wait to receive them. 
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