UNDERSTANDING VALUE AND FAILURE
DEMAND FROM OUR CUSTOMERS

A Quick Quiz to help you understand the difference between customer
requests driven by Failure and those that are driven by Value!
Version 2 - 22"d January 2008



Presenter�
Presentation Notes�
Each slide has associated notes that should be read and understood by the presenter before using the slideshow.



If circulating this slideshow for ‘self-teaching’ then it is imperative that those who view at are given some opportunity for further facilitated discussion, as it is often necessary to introduce some of the concepts contained in the notes to support and re-enforce the learning.



Some of the question slides are specific to Dudley’s situation and choices – it may be necessary to vary them to suit other Council’s usage.�


Introduction

This presentation is intended to help DC+ staff to understand the
difference between Value Demand and Failure Demand; it also tries to
explain why understanding the difference is so important.

You can use this presentation by yourself, in groups, at Team
Meetings, or wherever you wish; it can also be used by other Council
staff to help develop an understanding of value and failure demand.

There are a few background slides, followed by a quick ‘quiz’ — this
Isn’t a test — you won'’t be scored and no one will shout if you get the
answers wrong — it's simply meant to help you to understand!

If you have any questions or concerns, want some more help, or
simply want to know more, then please let me know!

Ange Moore * 7204 Dm



Presenter�
Presentation Notes�
Note that DC+ is Dudley Council Plus, Dudley M.B.C.’s Contact Centre, handling telephone, F2F, e-mail, webform requests, etc.�


What is Value Demand?

VALUE Demand:

‘Value’ demand is demand for a council service, created by the
customer when they need something from the Council, for example:

“I've lost my job — can | make an application for Council Tax Benefit?”

Some ‘value’ demand is hidden in what the Council does every day.
For example, people quite rightly expect the Council to empty their bin
every week — they don’t have to ask for this to be done - their
expectation is that it will simply happen (and there’s no reason why
they shouldn’t expect that it does)

... but what if it doesn’t happen? e

udley

Metropolitan




What is Failure Demand?

FAILURE Demand:

‘Failure’ demand is demand that occurs when the Council fails to do
what the customer expects, or fails to do something how, or when, the
customer expects it, for example:

“You’'ve missed my bin collection.”

“I asked for an application form last week, but I've not received one.”

or, less obviously:
“I'm phoning as I've received a letter from you, but | don’t understand it

... It's complete gobbledegook and I’'m not sure what to do!”
P,

Dudley

Metropolitan Borough Council



Presenter�
Presentation Notes�
Other ‘more challenging’ demands and principles need discussing either here or later.

I’ve found it useful to build on the ‘a missed bin report is ALWAYS a failure demand’ position (UNLESS the customer says that they just forgot to put it out in time) by introducing ‘street lighting’ and ‘pot holes’ as examples (there is a question on pot-holes later).

For ‘street lighting’ and ‘pot holes’ the query often raised is ‘but how can reporting a street light out for the first time be a failure demand – if the customer hadn’t done that then we wouldn’t know it was out?’.

The answer to this needs the facilitator to go a little deeper into examples of how the Council could choose to do things differently, e.g. by ‘saturation inspection’ or by ‘predictive maintenance’.  Follow this up with something on ‘to make the right choices, the council first needs to understand the extent, and so the costs, of managing the failure demand resulting from the way it currently works; this knowledge enables them to begin to understand what the likely impact (and costs) of doing things differently might be’.  

It may also help to try to give a hypothetical example, such as ‘the council has a fixed amount of money to spend on a service; if it tries to improve without knowledge of where the real costs are, it will only be guessing what it should do, and might actually make things worse, but if it knows that it is spending, say 60% of its budget managing failure, and only 40% on value, that will really help to focus on where they should be looking to make changes’. 

�


What is Failure Demand?

So in the examples on the previous screen...

I if the Council had done what the Customer expected ~ emptied their
bin

I done what it had promised ~ sent an application form

I or simply been more thoughtful ~ been more careful in the wording of
the letter

...then the Customer wouldn’t have had to contact the Council; the
Council’s action (or failure of action) created failure demand from the

Customer!
Dadley

Metropolitan Borough Council




Why Does Understanding the Difference Matter?

It is important to understand the difference between Value and
Failure demand as:

I Failure demand is bad for customers — they have to make
contact with the Council to sort it out (and can feel that they are
stuck in the middle of a game of ping-pong!)

I Failure demand is bad for the Council — every time it happens
then the Council spends (tax payers) money on sorting it out —
money that could be better spent on delivering value services
and getting it right first time!

I If the Council doesn’t know failure demand is happening, or N
how often, then it will never do anything to change it! Dudl y



Presenter�
Presentation Notes�
Stress around here how this means that ‘failure demand’, although sounding very negative, is actually a very positive thing as it is actually a way of gaining good knowledge of the Council’s systems, and enabling informed choices and improvement.  Also how important the role of the advisor, in identifying value and failure demand, is to the Council’s improvement of its services.



Its worth touching on how the words ‘failure demand’ are (intentionally) emotive ~ softening the language makes it easier to ignore the principle – its intended to make people sit up and take notice!

HOWEVER, it is also necessary to judge the readiness of people to receive this – a customer service advisor shouldn’t start using ‘failure demand’ in their everyday conversation with service delivery staff unless they know that those staff are as equipped to understand it is they are!  It could easily destroy good relations! �


Who Creates Value and Failure Demand in Services?

Most people who work for the Council will deliver value to, and create
failure demand from, customers of their services. This doesn’t mean that
they are bad people, or that they are doing a poor job!

Failure demand normally occurs as a result of the ‘system’ within which
they work — the ‘system’ is what sets the limits as to what they can do, how
they can do it, when they can do it, etc (known as ‘System Conditions’).

They may know that something isn’t working well, but don’t feel able to
change it and have no way of evidencing the impact of the problem.

Gathering information on value and failure demand gives the Council
knowledge of its ‘systems’ and helps it to learn where the ‘systems’ may
need to change (and also where they may be really working well).

So perhaps the question should be ‘What creates?’ rather h
than ‘Who creates?’ failure demand! Dy l y

Metropolitan Borough Council



Presenter�
Presentation Notes�
Touch on the fact that the vast majority of people come to work to do a good job, that they want their customers to receive a good service, and that they are usually also loyal to their employers – these things can create conflicting emotions when thinking about failure demand.  It is important to remember that its about building up knowledge of what is really happening so that informed choices can be made about ways to change and improve – this is GOOD knowledge.



Again it is important to stress that value/failure demand is assessed on the CAUSE of the contact – what the person does as a result of the contact being made (i.e. the process they go through, which is itself constrained by the system) and the outcome of that process will not change the CAUSE of the contact.  Failure demand happens at the point that the phone call is made, the e-mail sent, the customer walks in the door!�


How Can | Assess Whether its Value or Failure?

As a Customer Service Advisor, you need to decide whether the
request that you are currently handling was created through Value
(i.,e. I need...) or through Failure (i.e. you didn't...).

Think about what drove the customer to make this contact with you
(it's about the cause and NOT about the outcome of the contact).

This will usually be obvious when you talk to the customer to
establish need, and listen to (or read) what the customer has to say!

You need to make your value/failure assessment and record this in
the correct field on the Aspire ‘End Task’ Screen.

Note: The information captured is used to understand what happens in the @
‘system’ that enables service delivery, and not to measure how well you, MDHBWey
as an individual, are doing your job — that simply wouldn’'t make any sense!!!



Presenter�
Presentation Notes�
Note – this is how Dudley’s DC+ contact centre record demand, will need to be changed to reflect how others do it!



Also stress here that, regardless of how well staff understand value and failure, that there will always be some situations where it is really difficult to make a ‘clean’ judgement – this is understood and staff will never be ‘punished’ for doing their best and making their own decisions in these circumstances.



Tends to raise questions about ‘how will staff in other service areas, who don’t have Aspire (etc) capture this’ – be ready to explain what will happen – this may a good point to raise the Governments interests and to discuss their specific service requirements.�


The QUIZ!

As you move from screen to screen you will be given a
situation to think about — decide whether you think that
the customer is making a VALUE or a FAILURE driven
request and then click the mouse to reveal the answer!

Some of the questions are quite involved — remember to
think about:

‘what caused the customer to contact the Council’
and

‘did the Council fail to do what the customer expected’.



Presenter�
Presentation Notes�
Note – this only works as a slide show – make sure you either circulate it as one, or tell people how to run it as one (I fell foul of this!)�


Question 1:

I’m moving house soon and have some old furniture to
get rid of, can the Council collect it and get rid of it for
me”?

Value or Failure demand? ... Click the mouse to find out!

An easy start ... its VALUE!!!



Presenter�
Presentation Notes�
Dudley provides a Bulky and White Goods collection service, which is a booked, chargeable service.�


Question 2:

I've just got back from work and my garden waste bin
hasn’'t been emptied — | left it out as I’'m supposed to do!

Value or Failure demand? ... Click the mouse to find out!

This one is FAILURE demand (failure to empty the bin
when expected). It could still be failure if it was the end

of December and the service had stopped for the winter;

It would depend upon whether the customer had been

told but had ‘forgotten’, or they simply didn’t know (fa%
to communicate it to them effectively!) Du dl ey



Presenter�
Presentation Notes�
This helps to explore ‘seasonal’ services and covers the ‘but its not the Council fault if they didn’t see it in the newspaper/read the leaflet’ reasoning – the Council has still failed to convey the information in a way that enabled the customer to receive and understand it.�


Question 3:

| came In to apply the other day and gave you all of the
documents you asked for. You’ve now written to me
asking for my Birth Certificate, where should | take it?

Value or Failure demand? ... Click the mouse to find out!

FAILURE again — on two counts! We should probably
have known that the Birth Certificate was needed first
time and could have asked for it then, plus, when we
wrote to them we didn’t tell them what to do with the Birth

o
Certificate! Dudley



Presenter�
Presentation Notes�
This touches on failure being created in the way we structure the service and on failure being created by not giving the information required (or not giving it in a way that the customer can receive or understand it, e.g. it tells them where to take it, but it’s on page 5 of the letter, in small print, etc, and really easy to miss).�


Question 4:

I've just moved house — it's a new house and | don’t think
that the bin will have been emptied before, so can you
arrange for collections to start this week please?

Value or Failure demand? ... Click the mouse to find out!

VALUE (for the time being!). In the future, we will have a

complete ‘Life Event’ process for Change of Address,

which should cover such issues — it would then depend

on whether the customer had already told us about tr%
e .

change and we had still failed to empty the bin! Pudley



Presenter�
Presentation Notes�
Touches on ‘where do we draw the line’ – if there was a means by which the customer could nationally ‘tell us once’ about things like change of address (i.e. the system extended this far) then this would be failure (as in ‘I’ve told you that I’ve moved in so you should have known to start collecting my rubbish!’).



This really is a very subjective example – you could easily argue that it is failure.�


Question b5:

Could you tell me when the grass opposite my house will
next be cut? It's getting very long, trapping litter and
attracting rats; I'm sure it should have been done by now.
(For the example assume that you know that the grass is ‘council’ grass.)

Value or Failure demand? ... Click the mouse to find out!

FAILURE - the customer obviously expects the grass to
have been cut by now, and they are certainly implying

that it needs doing. There Is a vague chance that the
customer is wrong (i.e. it's not due to be cut) but we may
still be failing to cut it as often as is needed to

stop it being a problem in the customers eyes! Dudley

Wait for details to appear or click once to show all now. click mouse for next slide>


Presenter�
Presentation Notes�
An good example to illustrate how better knowledge will enable better service delivery choices – just how much is the Council spending on handling ‘failure demand’ due to peoples dissatisfaction with the frequency of (in this example) grass cutting.  Think wider – would the Council actually send someone out to deal with the litter, and someone else for pest control, as a result of this?  Would they send the customer details of the grass cutting policy and schedule in an attempt to ‘make them happier’ and more satisfied???

How much money is the Council really spending in response to failure demand, and how much more often could they actually cut the grass if they understood (and acted) on this?�


Question 6:

I’d like to pay the invoice that I've received for my old
fridge-freezer that you collected from me.

Value or Failure demand? ... Click the mouse to find out!

VALUE — but only if the customer is using a payment
method that they couldn’t have used to pre-pay when

they ordered the service (e.g. they ordered by phone but
are now paying cash). If they are paying the invoice by,

for example, Credit or Debit card then they could have
pre-paid for the collection when they ordered It, Dlﬁ:y
making this a FAILURE demand! i o



Presenter�
Presentation Notes�
An example showing how Dudley’s current system for white goods collection actually creates contact that could easily be avoided (there are already mechanisms for pre-payment, but by allowing the customer to choose in this case, significant cost is added as many opt for an invoice – which some then neglect to pay, etc.

Others using this probably need to swap this for a more relevant example for their service/Council.�


Question 7:

I’m not at all happy about this, but | wish to pay my Car
Parking fine.

Value or Failure demand? ... Click the mouse to find out!

VALUE - although the customer isn’'t happy, they do
need to make the payment, and have chosen the option
to pay via DC+.



Presenter�
Presentation Notes�
An example that can help to distinguish between failure demand and waste – Dudley has an automated ‘callpay’ self-service payment route for Car Parking fines – the question raised is often ‘isn’t this failure as the customer is using DC+ rather than CallPay?’.

The answer is no – there would have needed to be some type of contact to enable the payment, its just that CallPay is a cheaper (for the Council) route than via DC+ … although what would it mean if the customer said that they weren’t aware of callpay and would have used it had they known … actually still not a failure demand as the ‘cause’ of the contact was ‘to pay’ and not ‘to tell you I didn’t understand’.�


Question 8:

Please can you put me through to Mandy; she works in
Education? It's most important that | speak to her, she
left a message on my answer machine - sorry but | don’t
have her surname or her phone number.

Value or Failure demand? ... Click the mouse to find out!

FAILURE — had Mandy left better information, or (if she

had done this) had she stressed to the customer that

they needed to ring her direct on the number she left,

then this would have avoided the need to contact DC+: ™
Dudley



Presenter�
Presentation Notes�
This is another rather subjective example, which has been labelled here as failure more due to the depth of feeling of the advisors on this subject than anything else!  The reason given on the slide actually describes how ‘Mandy’ has created a lot of ‘wasteful’ activity by not providing the right information.  However, the reason for the customer needing to ring Mandy may still be ‘value’ rather than ‘failure’ – we simply don’t know in the above example – its one where the advisor needs to make their own assessment.�


Question 9:

I’m calling to report a large pot hole in the road outside
my house. It’s been there, getting worse, for weeks and
It's now dangerous!

Value or Failure demand? ... Click the mouse to find out!

FAILURE — the customer expects that the Council will
spot this sort of thing and put it right as part of routine
maintenance. They may also have reported it before, but
It's not clear from the above.



Presenter�
Presentation Notes�
This example highlights ‘distracting’ language – the tendency is to focus on ‘large’, how long its been there, or how dangerous it is, but none of these actually affect the decision as to whether it is value or failure.  Its an example of ‘the customer expects’ and ‘the councils current system doesn’t deliver’.�


Question 10:

| own my house, but my neighbour’s is a Council house.
She has had rats in her back garden and these ‘Councill
rats’ are now in my garden too. She told me that Pest
Control were coming yesterday but they didn’t show up.
Can they come today please?

Value or Failure demand? ... Click the mouse to find out!

FAILURE — it would appear that Pest Control (or whoever

the neighbour had spoken to) had failed to come when

arranged (but the neighbour could have got it wrong),~,
Budlgy

(Note that ‘Council rats’ comes from a real customer example!)

Metropolitan Borough Council
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Presentation Notes�
Another example of where the advisor has to make a judgement based on what the customer is saying and on what information is naturally available to them to support this.�


The End!

How did you do? Did this help to develop your
understanding of Value and Failure demand?

Would it help to talk it through with your colleagues, or
with your Team Manager?

Do you have some better examples that can be used?

If you would like more information, please contact me!
Ange Moore *7204 E-mail: ange.moore@dudley.gov.uk h



Presenter�
Presentation Notes�
Stress that the objective isn’t to remove all failure demand, its about gathering data that helps to identify where and how much it occurs and therefore its impact on services, and then making informed decisions as to how best to deliver an efficient and effective service!�

mailto:ange.moore@dudley.gov.uk
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