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Introduction

Working together to influence customer behaviour was
developed by CIH consultancy in partnership with Barry
Marlow (senior associate, CIH consultancy) as a response to
the continuing interest in recognition, incentive and reward
programmes. This interest has recently received more focus
the
introduction of universal credit, which sees working age

because of welfare reforms, and in particular
tenants in receipt of housing benefit being moved to direct
payments of universal credit. The July 2015 budget, which
announced more significant cuts to the welfare budget and
planned reductions in rents, has heightened interest in
recognition and reward programmes as a potential tool to

maximise income collection.

Working together is an established CIH consultancy delivery
model that differs from traditional consultancy. The focus is
on collaborative learning and acquiring knowledge, new
perspectives and developing skills. The focus of this
Working together project was to support and enable
participants to have the conversations within their own
organisations that could support the development of
unique and tailored approaches to recognition and reward.

“This is going to require input from everybody and
a commitment from across the organisation. |

asked if they were up for it — and they all said yes.”

Oona Goldsworthy, CEO United Communities

The structure of the project incorporated five workshops
over a period of six months, where participants shared their
knowledge and experiences and attended sessions with
guest speakers. In addition, participating organisations were
able to access five on-site consultancy days, to be used as
each organisation wished, to assist them in further
developing their individual approaches to recognition and
reward. There was no prescribed methodology or guarantee
that a reward programme would always be the outcome.
Participants were always free to explore their own journey,
within the corporate culture of their organisations.

This Learning Report is the culmination of a year of
collaborative consultancy involving 21 group members.
Details of the members involved in the project can be found
on page 6 of this report. It was clear from the start that all 21
organisations were starting from a different place, despite
sharing very similar visions of where they might want to be.

“We were empowered to go back to the workplace
and have some difficult conversations with them.”

Gary Hood, Weaver Vale
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Background to the incentive and reward conversations

In 1999 Irwell Valley Housing Association became the first
social landlord to launch a co-ordinated and comprehensive
incentive and reward scheme aimed at appreciating
customer loyalty and changing behaviour - known as the

‘gold service'.

In his book The Reward Society, Irwell Valley’s chief
executive Dr Tom Manion writes:

“The idea was simple: we wanted to recognise the

loyalty of our good customers by giving them
rewards. We also wanted to change the behaviour
of others by giving them incentives to pay their
rent and abide by the terms of their tenancy.”

Irwell Valley mirrored the marketplace of reward
programmes that were fast becoming popular - Tesco
Clubcard had been launched in 1995 and Boots Advantage
in 1997. The housing sector had serious tools to use as
sanctions - it now wanted to seek a balanced approach to

prevent and change behaviours.

Today, the ‘gold service’ has evolved as the ‘diamond
service’ and remains a benchmark against which many

social  housing  organisations launch  their own

conversations.

Why now?

Despite the continuous interest in the concept of recognition
and reward programmes, there has been little development
since the launch of ‘gold service'. Several attempts to replicate
the scheme have either struggled or failed.

But with the implications of welfare reform and further cuts to
the welfare bill high on the agenda of every housing
organisation across the UK, a sharper focus on rent collection
and arrears management has meant a change in the ways that
landlords and their customers understand the financial
relationship.

This relationship has seen the development of financial
responsibility, independence and self-service approaches that
all link to the ways that customers behave.

The implications for revenue collection within the context of
welfare reform and customer behaviour are very clear and
underpinned much of this project. The learning that has
emerged can help frame strategic approaches to meet the
challenges of the significantly

changing operating

environment.
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The social housing sector has begun to adopt three styles of
recognition and reward programme, all with similar aims, to
influence customer behaviour. But each of the three has
different approaches:

M tiered

T  merit

1 ambition

Tiered programmes

Irwell Valley's ‘diamond service’ is a tiered service; defined
as requiring a form of qualification, or membership, in order
to obtain a level of service that differs from those who do
not qualify. There can be ‘promotion” or ‘demotion’
between levels of membership, with the terms and
conditions determined by behaviours that the landlord sets
out e.g. payment of rent or no action taken against the
tenancy agreement.

In 2013, Moat launched The Moat Promise which has proven
to be the largest housing tiered programme since Diamond.
The Moat Promise has three tiers - 5 star, 4 star and 3 star,
each of which has a more beneficial service offer. Again,
there is encouragement to 5 star and the threat of sanction
to 3 star, depending on behaviours.

Merit programmes

Commercial programmes such as Nectar are structured on
merit. The programme recognises required behaviour and
links points or other awards to those behaviours. Points are
then accumulated towards the redeeming of rewards. There
is only advancement and accumulation. Points are not taken
away or reduced if the behaviour changes (such as
shopping elsewhere).

In 2013, Alliance Homes launched Alliance Homes Points
alongside Community Reward Services (CRS). With 6,000
the
This followed a successful

homes, the programme remains largest merit

programme in the sector.
programme between Orbit and CRS that lasted for 3 years

before closing in 2013.

Ambition programmes

Although all types of programme share similar ambitions (to
recognise/influence behaviour), ambition programmes
differ from the incentive and reward offer. Here, the offer is
linked to aspiration and involvement. Any reward is ‘earned’
through engagement and how customers change their own
behaviours to enable them to ‘succeed’ or ‘progress’, often
with the help of socially-focused ambitions determined by

the landlord.

Bromford Group launched The Bromford Deal in 2012.
Aimed at every new tenant, the deal forms a package of
advantageous services, such as job clubs, that are enhanced
if the tenancy is conducted satisfactorily.
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The project members

Between January and December 2014, the following
housing organisations in England, Scotland and Wales took
part in the Working together project:
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Product placement

Revealed to participants the ways the marketplace
offers different products in different ways. A peer
challenge also introduced ways to deal with the
reaction different groups might have to the
conversations.

Implementation
Involved participants in meeting five organisations

that had introduced their own programmes, for
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