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Dedication

To John Seddon and John Little - two giants of organisational improve-
ment who taught us to see what others overlooked. 



Foreword

My own personal journey with systems thinking began at the end of the 
last century when I booked Prof. John Seddon, creator of the Vanguard 
Consulting to speak. This led to a relationship where we made several 
interventions with social landlords to understand the impact and value 
of a systems thinking approach and in fact ran a large scale trial funded 
by the government at the time. We learned a huge amount about what 
worked and more importantly where it didn’t and why. But for one service 
area in particular the potential improvements were profound. This was in 
housing repairs which typically is an area of spend that is 10x more than 
just about any other budget.

I’ve lost count of the housing repairs conversations I’ve sat in. Board meet-
ings, roundtables, conference panels, late-night chats. They all tend to go 
the same way. We need more operatives. We need a better contractor. We 
need a new system. And to be fair, the people saying these things work 
incredibly hard and care a great deal about their tenants.

So why is repairs still so hard?

My honest answer, after years of working with housing leaders through 
DIN, is that we keep trying to Kx what we can see and not what’s actually 
going on. We run our services oH dashboards, targets and OPIs, and then 
we’re surprised when a tenant tells us a repair took far too long even though 
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every box on our report is green Lbut often hiding red qags: The sector 
is spending record sums on existing homes. Awaab’s Yaw has raised the 
stakes, and rightly so. The pressure to be seen to act has never been greater. 
That pressure, though, tends to push us towards bigger programmes, big-
ger budgets and bigger promises. It rarely pushes us towards understand-
ing the work.

That’s why I think this book matters. Stuart and Neil aren’t handing you 
another model to roll out. They tell the story of a team that kept asking 
an annoying Xuestion4 are we sure? Then they went and found out. They 
followed repairs from start to Knish. They listened to calls. They watched 
operatives. They opened the back of a van and found six thousand pounds 
of stock, plus a ship’s wheel. And the capacity shortage everyone was 
certain about started to disappear.

The systems view challenges much of what we treat as common sense in 
our sector. Cost, capacity and customer experience aren’t three separate 
problems with three separate action plans. Very often they’re the same 
problem showing up in three diHerent places. That’s uncomfortable to 
hear, because it means some of the solutions we’re busy buying could 
already be sitting in our own organisations, lost in repeat visits, trips to the 
merchant, wrong diagnoses and tenants chasing us.

This is what I hope leaders take from it. Before you recruit, procure or 
launch another transformation programme, go and look. Pick one repair 
and follow it all the way through, then do another. Be curious before you’re 
certain, and resist the urge to blame anyone. Fou might Knd the authors 
were right, or you might Knd something Xuite diHerent. (ither way, you’ll 
be making decisions based on what’s really happening rather than what 
you assume is.
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In DIN we talk a lot about disruption. Sometimes the most disruptive 
thing a leader can do is stop guessing. A leap of fact, not a leap of faith. 
I’d recommend this book to anyone with the power to make that leap.

Ian Wright

Aounder and C(G,

Disruptive Innovators Network LDIN:



What if Housing has 
Capacity Already?
Introduction

In a car park in the council, a small team emptied a plumber’s van.

Copper gttinVs. Salves. feventeen rolls oP TFEy tape. FhinVs he used everw 
daw. FhinVs he’d PorVotten he oBned. £w the time thew stopped, more than 
60,AAA oP stock Bas laid out on the tarmac.

Fhen thew reached the back. Hnd Pound a ship’s Bheel.

Hn actual ship’s Bheel.

Fhew Bere there because the citw didn’t have enouVh plumbers. Foo much 
Bork, not enouVh people. yverwbodw kneB the ansBer. Nire more.

Oobodw Bas hired. Hnd some time later, the citw had a di1erent problem. 
fome daws its plumbers had nothinV to do. fo it sat them in the call centre.

Fhis is the storw oP hoB that happened. JP Bhat a ship’s Bheel has to do 
Bith a 6LA billion repairs bill. Hnd oP qohn :ittle, a man Bho kept askinV 
the most irritatinV Uuestion in housinVR Are we sure?
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Fhe council thouVht it had a capacitw problem. fo does most oP housinV 
todaw.

4ost oP housinV believes Bhat the council believed. 

Fhere aren’t enouVh operatives. Fhere aren’t enouVh oP the riVht skills. 
Contractors are stretched. 9emand keeps cominV. 

Hnd HBaab’s :aB has made VettinV repairs riVht, and VettinV them riVht 
Uuicklw, considerablw more important.

Hnd capacitw rarelw arrives alone. It brinVs tBo Priends.

Fhe grst is the tenant. 

Jn paper, thinVs look gne. Fhe median landlord completes %5.%x oP 
emerVencw repairs Bithin its oBn tarVet. £ut onlw 0%.2x oP tenants are 
satisged Bith hoB lonV their repair took. 

Fhe orVanisation sawsR Be did it on time. 
Fhe tenant sawsR it took too lonV. 

£oth can apparentlw be true.

Fhe second is monew. 

NousinV associations in ynVland spent a record 6LA billion on e/istinV 
homes in 3A35732, 53x more in real terms than in 3A3A. Hnd Vovernment 
has committed 6W% billion to buildinV more homes, Bhich eventuallw 
means more homes to repair.

Cost. 
Capacitw.
Customer e/perience. 
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Fhree problems. Fhree sets oP meetinVs. Fhree dashboards. Fhree people 
trwinV to g/ them.

Gnless thew’re not three problems.

jhat iP thew’re three swmptoms oP the same one8 jhat iP the capacitw is 
alreadw there, 'ust leakinV out oP the swstem in places nobodw is lookinV8 
H second visit here. H trip to the merchant there. H BronV diaVnosis. H 
missinV part. H tenant chasinV.

yverw leak costs monew. yverw leak makes a tenant Bait. Hnd everw leak 
makes it look like wou need more people.

Fhat’s Bhat the council discovered Bhen it opened the van. Hnd it’s Bhw 
this book asks a Uuestion most oP housinV hasn’t wet thouVht to ask.

jhat iP housinV has the capacitw alreadw8

Fhew Pound it in seven places.

L. 9emand :eak

3. 4aterials :eak

W. Completion :eak

5. fchedule :eak

2. JBnership :eak

0. 9iaVnosis :eak

?. 4easurement :eak
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Oone oP them appears on most dashboards. Hll oP them cost monew, make 
tenants Bait, and make it look as thouVh wou need more people. 

yach chapter that PolloBs gnds one or tBo oP them the Baw the council didR 
bw VoinV to look.

£w the end, wou’ll knoB Bhere to look in wour oBn service. Hnd rouVhlw 
hoB much wou miVht gnd.

Fhat-s Bhat this book is about. Hnd the timinV is interestinV.

qohn :ittle-s contribution to this storw isn-t that he arrived knoBinV all the 
ansBers. Fuite the opposite. Nis peculiar habit Bas rePusinV to accept an 
ansBer until somebodw had Vone and looked. 

Oeed more plumbers8 :et-s gnd out. 
Jperatives aren-t productive enouVh8 :et-s gnd out. 
Customers can-t possiblw choose Bhen thew Bant a repair8 :et-s gnd out. 
Fhe stock on the vans must be about riVht8 :et-s gnd out. 

HVain and aVain, qohn replaced an assumption Bith an investiVation.

Jne oP the people doinV that investiVatinV alonVside him Bas Oeil Hle/anG
der, coGauthor oP this book. Oeil had recentlw arrived in housinV Prom 
retail. fome oP qohn-s ideas sounded ridiculouslw simple to him. H PeB 
sounded simplw ridiculous. Fhen thew started testinV them. Fhew PolloBed 
operatives. :istened to calls. ftudied demand. :ooked at schedulinV. Hnd 
eventuallw opened the back oP a plumber-s van.

Inside Bere thinVs he needed. FhinVs he didn-t need. FhinVs he-d PorVotten 
he oBned. Hnd a ship-s Bheel. Hn actual ship-s Bheel. It turned out to 
be Uuite a usePul clue. £ecause  the council didn-t reallw have the problem 
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everwbodw thouVht it had. Hnd once qohn and the team started PolloBinV 
the evidence, somethinV even stranVer happened.

Fhe shortaVe oP plumbers beVan to disappear. yventuallw, there Bere ocG
casions Bhen plumbers had nothinV to do. fo thew put them in the call 
centre. jhich sounds like an e/cellent Baw to run a plumbinV business into 
the Vround. It Basn-t.

Fhis is the storw oP Bhw. Hnd oP the man Bho kept askinV the Uuestion that 
made everwthinV else possible. 

Hre Be sure8 :et-s gnd out.



Chapter 1

It Seemed Like a 
Capacity Problem
The Demand Leak

In 2009, Neil Alexander knew almost nothing about housing repairs. 
This was useful. He'd come from retail, where people walked into shops, 
bought things and left. Housing repairs appeared to work diyerentlS. 

A customer reported something. 
veCeral people became inColCed. 
A Can went somewhere. 
A part went somewhere else. 
A computer generated things. 

And eCentuallS, hopefullS, somebodS jxed something.

Neil had barelS arriCed when he became inColCed in an interCention at the 
EitS Eouncil. The problem looked obCious. Too much work. Not enough 
people. vome operatiCes appeared to be completing onlS a handful of Gobs 
each daS. Eustomers were waiting. OCerSone knew what Sou do when there 
is more work than people. Uet more people.



HRPvINU 1OJAI1v O1 LL

Dohn ?ittle had another idea. Bon't. At least not Set. Dohn wasn't arguing 
that the council had enough people. He was making a more irritating 
point. How could theS possiblS knowq :efore deciding theS needed more 
capacitS, theS needed to understand what happened to the capacitS theS 
alreadS had. vtudS it jrst. That became the pattern.

vomebodS would produce an explanation. Dohn would turn it back into a 
4uestion. Then the team would go and look.

When Would You Like Us to Come? 

Rne of Dohn's ideas sounded particularlS daft. 

Ask the tenant when theS'd like the repair done. Then go then. Neil 
remembers thinking something along the lines ofW If it's that bloodS easS, 
whS isn't eCerSbodS doing itq 

There were approximatelS -00 reasons whS it couldn't work. 

Fhat if Sou didn't haCe the partq 
Fhat if the preCious Gob oCerranq 
Fhat if eCerSone wanted TuesdaSq 
Fhat if Sou didn't haCe enough plumbersq 
Fhat if the plumber was south and the customer was somewhere elseq

Housing repairs was complicated. Dohn's answer to most of this was irriM
tatinglS simple. ?et's jnd out. 

vo theS studied demand. How manS callsq Fhenq Xor whatq Fhat tradeq 
vomething unexpected appeared. Bemand wasn't chaos. It had patterns. 
QondaSs weren't TuesdaSs. Qornings weren't afternoons. Jlumbing deM
mand wasn't electrical demand. There were peaks and troughs. If Sou 
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understood them, perhaps Sou could put capacitS where demand was 
going to be.

Oxcellent. Oxcept there still didn't appear to be enough capacitS. :ack to 
the original problem. Qore plumbers. Oxcept Dohn wasn't jnished.

Where Do Plumbers Go?

If the plumbers were so busS, what were theS actuallS doing all daSq 

It's the sort of 4uestion that sounds almost childish. Fhich is probablS 
whS organisations don't ask it often enough. The computer knew how 
manS Gobs had been allocated. Qanagement knew how manS operatiCes 
were emploSed. OCerSbodS knew roughlS how manS repairs were being 
completed. Dohn wanted to know what happened between those things. 
vo the team followed the work.

And found some plumbers in builders' merchants. Yuite a lot. An operM
atiCe would arriCe at a home, discoCer he didn't haCe something, get back 
in the Can and go shopping. BriCe. Jark. Xind the part. Yueue. :ack in the 
Can. :ack to the customer. EarrS on. 

Neil remembers manS occasions when four hours of a working daS could 
disappear around merchant Cisits.
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Materials everywhere. The question is not how much stock you have, but 
whether the right material is available when the repair needs it.

vuddenlS three Gobs a daS didn't look like a plumber working too slowlS. 
It looked like a plumber who wasn't being allowed to plumb. That's 4uite 
a diyerent problem. 6ou can recruit another plumber. :ut if Sou put him 
into exactlS the same sSstem, Sou'Ce simplS recruited another person to 
driCe to the merchant. The eCidence had changed the 4uestion. 

FhS were theS goingq 
:ecause theS didn't haCe the parts.
Xine. FhS didn't theS haCe the partsq 

That was more interesting.

Open the Van

The Cans certainlS weren't emptS. 

vo Dohn and the team did what theS were becoming rather good at doing. 
TheS went to look. TheS picked an operatiCe completing relatiCelS few Gobs 
and brought his Can into a car park. TheS opened the doors. Then started 
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taking things out. And kept taking things out. OCen the plumber found 
things he'd forgotten about. Things he used. Things he didn't. Things he 
hardlS eCer used. Qissing things he apparentlS did. :S the time theS had 
jnished, theS had taken more than 5A,000 of stock out of the Can.

The back of a repairs van: plenty of stock, but not necessarily 
the stock the work requires.

This makes perfect sense if Sou're the plumber. 

1un out of something once and Sou remember the pain. vo next time, 
take two. :etter make it three. vomething left oCer from another Gobq 
Qight come in handS. Jut it in the Can. NobodS had designed the stock. 
It had accumulated. The Can was less an inCentorS sSstem than a mobile 
insurance policS against uncertaintS.

Then theS reached the back and found a ship's wheel. 

Neil insists this reallS happened. It had apparentlS come out of a Coid 
propertS. The plumber thought it might be useful one daS. 6ou neCer 
know. TheS had begun the inCestigation looking for missing plumbers. 
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Dohn had sent them looking for facts. TheS found a ship's wheel. This was 
progress.

:ecause now theS had a better 4uestion. How do we know what should 
actuallS be in this Canq The answer wouldn't come from another opinion. 
TheS had enough of those. 

It would come from the work.



Chapter 2

The Ship's Wheel
The Materials Leak 

Ask a plumber what he needs in his van and there's a reasonable chance 
he'll know. There's also a reasonable chance he'll be wrong. Not because 
he doesn't understand plumbing. Because he's human. 

John's instinct throughout the intervention was to distinguish what peo-
ple believed from what the work could tell them. The van gave the team a 
perfect opportunity. They had what the plumber thought he needed. And 
they had what he'd actually been using.

So they compared them. The results were entertaining. Take PTFE tape. 
Neil remembers 1nding 7j rolls in one van. The data suggested the oper-
ative needed considerably fewer. Seventeen rolls sounds absurd until you 
imagine being the person standing underneath somebody's leaking sink 
without any. PTFE tape is cheap. A wasted Hourney isn't. So the plumber 
protects himself.

That is what people do when systems are unreliable. They create buOers.



UIGSRNx WEPARWS EW 7j

E:tra time. 
E:tra stock. 
E:tra emails. 
E:tra everything. 
E:tra spreadsheets. 

The team suggested reducing the number. The plumber was not imme-
diately overcome with enthusiasm. The easiest thing would have been to 
impose a new standard. John preferred the e:periment. Weduce it. ,atch 
what happens. Then come back to the argument with evidence. 

A leap of fact rather than a leap of faith. 

Neil even oOered a rather unusual guaranteeq if the plumber ran out be-
cause they had reduced the stock? Neil would personally deliver the missing 
item to the Hob. Naked. The ne:t day the plumber Muietly ordered enough 
PTFE tape to take himself back to seventeen rolls. Then guilt got the better 
of him. Ue came to the o4ce? confessed? and handed the e:tras back.

"I Never Use Those"

Then they'd hold something up. 

Uow often do you use this6 Uardly ever. The records suggested otherwise. 
Another item. Gse these all the time. Apparently not. Cemory does this. 
,e remember the spectacular shortage. ,e don't remember the LX per-
fectly ordinary Tuesdays when nothing happened. So the council stopped 
trying to stock vans from memory. They looked at the rate of pull. ,hat 
actually gets used6 Uow often6 Rn what Muantity6 Uow predictable is it6 
There was nothing glamorous about this.
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Spreadsheets. Pivot tables. Dontrol charts. 8ots of control charts. Uun-
dreds? Neil remembers. Rtem after item. Rt was laborious. But something 
important was happening. The team wasn't being asked to believe John. 
John was asking them to believe what they could see. 

Ipinion was slowly being replaced by knowledge.

One Size Fits Nobody

Uaving worked out what the 1rst plumber appeared to need? the obvious 
ne:t move was to give every plumber the same stock. 8ovely. Standardisa-
tion. Problem solved. Then they looked at plumber number two. “iOer-
ent. “iOerent work. “iOerent skills. “iOerent properties. “iOerent pat-
terns. The standard van lasted roughly as long as many standard solutions 
do when they meet the real world.

Again? the work had spoiled a perfectly good management idea. This 
became important in the work Neil later developed through Stock Wight 
Now. The method should be standard. The answer doesn't have to be. 
Study this operative's demand. Gnderstand this operative's rate of pull. Put 
the right things in this operative's van. Then keep watching.

And Then Something Odd Happened

The vans got better. Cerchant Hourneys reduced. 

Neil noticed it somewhere une:pected. Ue went to the mobile caf9 at the 
builders' merchant and found none of their operatives there. Ue asked how 
business was. 0Terrible?% came the reply. 0R don't know what's happened? 
but if it carries on R'll have to move elsewhere.% A month later? the caf9 
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was gone. Iperatives were spending more time in homes doing the thing 
everybody was paying them to do. Wepairing them. Neil remembers some 
of the improvements being dramatic. Rn some cases? completed Hobs ap-
peared to more than double. Nobody worked twice as hard. There were 
no motivational posters. Nobody was told to give 77BC. They Hust stopped 
spending so much time doing things that weren't repairs.

This was awkward. Because the problem had supposedly been a shortage 
of capacity. Now the same people were producing considerably more of 
it. John's original Muestion had turned out to matter. Before buying more 
capacity? shouldn't we 1nd out what happens to the capacity we've already 
bought6 Some of it? they now knew? had been driving around the city 
looking for parts. Dounterintuitively? van stock values fell by more than 
DBC. ,ith roughly half the stock? operatives were completing two or three 
times as many Hobs.

And the ship's wheel6 Funny? certainly. But also instructive. The Muestion 
isn'tq Uow much stuO can we get in a van6 Rt'sq ,ill the thing needed to 
complete the repair be available when the operative needs it6 ,hich leads 
to an obvious problem. No van can carry everything. Eventually something 
will be missing. So what then6

Easy. The plumber goes and gets it. E:cept the team had Hust spent weeks 
discovering why that was such a bad idea. John's method had produced 
another inconvenient fact. So they needed another rule. 

“on't leave the house.



Chapter 3

Don't Leave the House
The Completion Leak 

You cannot bt a iulders'm hrscTant lnto a .san'ltS 

,oonrs os datrsg 'ohrtTlnw Aldd ir hl''lnwS pn unu'uad bttlnwS p -asv
tlcudas yadyrS ,ohrtTlnw noioef coude sra'onaidf Tayr -srelctreS .Tr 
noshad sr'-on'r l' -rsGrctdf 'rn'lidrS Eo ane wrt ltS xPcr-t tTr hohrnt 
tTr -duhirs eslyr' aAafg 'ohrtTlnw lh-ostant Ta--rn'S Jduhilnw 'to-'S 
.Tl' Aa' rPactdf tTr 'ost oG tTlnw koTn Cr-t Gosclnw tTr trah to 'rrS

.Tr oswanl'atlon 'aA a -rsGrctdf noshad hatrslad' coddrctlonS .Tr cu'v
tohrs 'aA tTrls -duhirs drayrS .To'r asr elLrsrnt tTlnw'S 

.Tat Aa' tTr tTlse draCS .Tr Noh-drtlon ’raCS

Fot tTr -duhirs ATo nryrs tusnre u-S .Tr -duhirs ATo tusnre u-g 
'tastreg ane coudenjt bnl'TS .Tr sr-als Aa' ln -sowsr''S .Trn lt Aa'njtS

Isoh tTr ln'lerg lt iasrdf srwl'trs'S .Tr o-rsatlyr l' 'tldd AosClnwS .Tr qoi 
l' 'tldd o-rnS Ht Aldd -soiaidf ir bnl'Tre toeafS Isoh tTr trnantj' 'oGag lt 
dooC' satTrs elLrsrntS ,ohrioef cahrS ,ohrioef drGtS Foioefj' Oultr 
'usr ATrn tTrfjsr cohlnw iacCS
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,o tTr councld tslre sryrs'lnw tTr qousnrfS Hn'trae oG 'rnelnw tTr -duhirs 
to tTr -astg 'rne tTr -ast to tTr -duhirsS

Blue Light

.Tr trah Tae accr'' to a 'hadd el'tsliutlon o-rsatlonS 

HG tTr o-rsatlyr nrrere 'ohrtTlnwg Tr contactre tTrhS HG tTrf Tae ltg lt 
coude ir taCrn outS HG tTrf elenmtg 'ohrioef coude 'ouscr lt ane wrt lt 
to TlhS Frld srhrhirs' tTr erdlyrsf yrTlcdr' acOulslnw a nlcCnahrS .Tr 
idur dlwTt yan'S Fo idur dlwTt' Arsr lnyodyreS .Tr -slncl-dr Aa' hosr 
lntrsr'tlnw tTan tTr nlcCnahrS 

Jsotrct tTr 'cascr tTlnwS 

,u--o'r a 'Clddre -duhirs el'coyrs' Trm' hl''lnw a srdatlyrdf lnrP-rn'lyr 
-astS

Rnr o-tlon l' to 'rne tTr 'Clddre -duhirs on a 'To--lnw tsl-S WslyrS JasCS 
Ilne ltS XururS Wslyr iacCS Rs 'ohrioef rd'r can islnw lt to TlhS Br 
soutlnrdf dooC at tTr -slcr oG tTr -astS koTnm' cTaddrnwr Aa' to dooC at ATat 
oitalnlnw tTr -ast ele to tTr ATodr sr-alsS x'-rcladdf tTr ilt tTr cu'tohrs 
casre aioutS 

Erttlnw lt bnl'TreS
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Won't the Plumber Just Stand There?

Eooe Our'tlonS ,ohrtlhr' tTat Aa' a sl'CS :ut oGtrn tTrsr Aa' otTrs u'rGud 
AosC to eoS 

,o Frld srhrhirs' o-rsatlyr' trddlnw tTr 'u--ost trah tAo tTlnw'S BTat 
eo H nrreM UoA donw Tayr H wot irGosr H nrre ltM .Tatm' a hucT hosr 
lntrsr'tlnw dowl'tlc' -soidrhS Fot3 UoA Ga't can fou erdlyrs a -astM :ut3 
Nan fou wrt lt Trsr irGosr tTr -duhirs sun' out oG u'rGud AosCM .Tr 
'u--df 'f'trh noA Tae to bt asoune tTr sr-alsS

Fot tTr otTrs Aaf souneS

Yes, But What About a Door?

,hadd -ast' asr ra'fS 

BTat aiout an lntrsnad eoosM :atT -anrd'M :lwg aACAase tTlnw'M You canmt 
cassf tTo'r asouneS 4afirS koTnm' sr'-on'r to oiqrctlon' dlCr tTl' Aa' to 
tusn tTrh lnto tTlnw' tTat coude ir 'tuelreS UoA oGtrn eo fou u'r onrM HG 
erhane l' -srelctaidrg -rsTa-' cassflnw onr l'nmt slelcudou'S JrsTa-' tTr 
yan nrre' cTanwlnwS JrsTa-' lt nrre' -sotrctlnwS JrsTa-' Taylnw onr iuf' 
rnouwT tlhr Gos 'ohrioef to islnw tTr nrPt onrS

.Tr lntrsr'tlnw Our'tlon Aa'nmt3 BTf canmt ArM Ht Aa'3 BTat Aoude nrre 
to ir tsurM
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Did You Fix It? 

.Tr councld aeo-tre a erdlirsatrdf unGoswlylnw ylrA oG GaldusrS 

Frld srhrhirs' tTat lG an o-rsatlyr Tae to drayr tTr -so-rstf Gos a -astg 
tTr trah Aantre to 'rr ltS xyrn lG Tr cahr iacC datrsS xyrn lG tTr sr-als 
Aa' coh-drtre tTat eafS BTfM :rcau'r 'ohrtTlnw ln tTr 'f'trh Taenmt 
AosCreS pnotTrs oswanl'atlon coude Oultr drwltlhatrdf erbnr lt' hra'usr' 
elLrsrntdfS

:ut koTn Aa'nmt lntrsr'tre ln a hra'usr ircau'r lt haer tTr 'rsylcr dooC 
wooeS Ur Aantre hra'usr' tTat Trd-re -ro-dr uners'tane ATat Aa' 
Ta--rnlnwS .Tr trnant Tae AatcTre tTr o-rsatlyr drayrS .Tr sr-als Tae 
'to--reS .Tat Aa' u'rGud lnGoshatlonS

BTlcT sal'r' an lntrsr'tlnw Our'tlon aiout bs't tlhr bPS BTat rPactdf 
eor' bs't tlhr hranM Ils't a--olnthrntM Ils't eafM ,ahr qoi nuhirsM 
R-rsatlyr nryrs drayr'M Nu'tohrsm' -soidrh sr'odyreM .Trsr l'nmt hucT 
-olnt aswulnw aiout tTr -rscrntawr untld Ar CnoA ATat tTr -rscrntawr 
hran'S 

p hra'usr 'Toude Trd- fou drasnS RtTrsAl'r ltm' ercosatlonS

The £10 Part

.Tl' ad'o cTanwr' ToA fou tTlnC aiout co'tS 

Uou'lnw sr-als' l' noshaddf '-dlt lnto hanawraidr -lrcr'S 
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’aiousS 
WrdlyrsfS 
£rTlcdr'S 
4atrslad'S 
BasrTou'rS 
JsocusrhrntS 

xacT wrt' a iuewrtS xacT wrt' a hanawrsS xacT wrt' hra'usr'S .Trn 'ohrv
ioef haCr' a -rsGrctdf 'rn'lidr ercl'lon to 'ayr honrf ln onr oG tTrhS .Tr 
sr-als ircohr' hosr rP-rn'lyrS :rcau'r tTr trnant eor'nmt con'uhr anf 
oG tTo'r er-asthrnt'S

.Trf con'uhr tTr sr-alsS Wle fou bP ltM .Tatm' tTr lntrsr'tlnw unltS .Tl' 
Aa' -rsTa-' tTr ho't lh-ostant 'TlGt koTn Aa' rncousawlnwS ,to- dooClnw 
at tTr Gsawhrnt'S 

IoddoA tTr ATodr tTlnw Gsoh tTr cu'tohrsm' -olnt oG ylrAS

.Tr -us-o'r oG 'tocC tTrsrGosr l'nmt to Tayr dr'' 'tocCS 

Rs hosr 'tocCS Rs Gudd yan'S Htm' to haCr ATat l' srOulsre to coh-drtr 
tTr sr-als ayaldaidr ATrn lt l' srOulsreS ,ohrtlhr' on tTr yanS ,ohrtlhr' 
erdlyrsreS ,ohrtlhr' 'ouscre rd'rATrsrS 

Ilnl'T tTr qoiS

Two Ways to Stop a Repair 

,o Gasg ryrsftTlnw 'to--lnw tTr -duhirs bnl'Tlnw Tae irrn -Tf'lcadS 

p hl''lnw yadyrS p eoos tTat Aoudenjt bt ln tTr yanS p -ast 'lttlnw ln a 
hrscTant acso'' toAnS
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IlP tTat ane tTr sr-als wrt' bnl'TreS 4o'tdfS

:rcau'r tTrsrj' a 'rcone Aaf to 'to- a sr-alsg ane lt eor'njt lnyodyr draylnw 
tTr Tou'r at addS .Tr o-rsatlyr l' 'tanelnw ln tTr CltcTrnS Ur CnoA' ATatj' 
AsonwS Urj' wot ATat Tr nrre' on tTr yanS pne Tr eor' 'ohrtTlnw rd'rS p 
'haddrs qoiS p trh-osasf qoiS .Tr qoi on tTr 'TrrtS

Fot ircau'r Tr canjt bP ltS :rcau'r Tr l'njt addoAre toS

.Tr sr-als eor'njt 'to- AltT a yan eslylnw aAafS Ht 'to-' AltT a qoi irlnw 
cdo'reS Ht dooC' dlCr a coh-drtlonS Htj' actuaddf an a--olnthrnt Gos nrPt 
hontTS

’atrs ln tTl' iooCg foujdd hrrt a -duhirs ATo Tae rPactdf tTl' -soidrhS Ur 
Tae tTr -ast on Tl' yan ane 'tldd coudenjt bt ltS Ht co't Tl' danedose 0BCCS

,o tTr Noh-drtlon ’raC Ta' tAo 'ler'S Wor' tTr o-rsatlyr Tayr ATat tTr 
sr-als nrre'M pne l' tTr o-rsatlyr addoAre to eo ATat tTr trnant nrre' ryrn 
lG tTrf eonmt CnoA lt frtM

.Tr councld Tae 'tastre AltT tTr bs't Our'tlonS Htj' tTr ra'lrs onrS You can 
'rr a hl''lnw -astS You canjt 'rr a sudrS

xPcr-t hatrslad' Arsrnmt tTr ondf tTlnw 'to--lnw sr-als' irlnw bnl'TreS 
You coude Tayr tTr -rsGrct yan ane 'tldd 'rne tTr Asonw -rs'onS Rs tTr 
slwTt -rs'on at tTr Asonw tlhrS Rs 'ohrioef AltTout tTr slwTt 'ClddS Rs 
wlyr tTrh 'o hanf qoi' tTat tTrf 'tast tTr eaf adsraef irTlneS .Tr councld 
Tae tacCdre tTr yanS koTn noA tusnre attrntlon to tTr elasfS 

.Trls 'odutlon Aa' rOuaddf 'o-Tl'tlcatreS Rnr qoiS



Chapter 4

One Job at a Time
The Schedule & Ownership 
Leaks

Imagine being given ftjeen osbh in jre mswning xren epcewienle jeyyh us' 
us'.yy fnihr jrweeW 

Teylsme js d'ehMauW dre lsmc'jew ih MeyigrjeMW dre Miawu ih t'yyW -anP
agemenj lan hee jraj evewu avaiyabye hysj rah been ayyslajeMW dre scewajive 
heeh jxeyve t'j'we MihaccsinjmenjhW kescye wehcsnM js jrajW dreu w'hrW 
dreu maJe lrsilehW dreu jrinJ abs'j osb heven xriye hjanMing in osb jxsW 
?sbh sveww'nW kyanh lsyyacheW TswJ gejh msveMW dren managemenj yssJh 
aj jre weh'yjing mehh anM lsnly'Meh jraj hlreM'ying neeMh js belsme even 
mswe hscrihjilajeMW

?srn yssJeM aj jre hame cwsbyem anM ahJeM hsmejring mswe bahilW Tru 
awe xe giving jrem ayy jrshe osbhG dre ls'nliy xenj jre sjrew xauW 

Hive jre scewajive sneW
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Just One

Hs jreweW ,eay xijr ijW Tren us'.we fnihreML xe.yy give us' ansjrewW 

InijiayyuL Reiy wemembewh m'lr st jrih being manageM vih'ayyuL 'hing Cic 
lrawjh sn a xayyW ?sbhW UcewajivehW 1slajisnhW NJiyyhW :'hjsmew lsmmijP
menjhW Tren hsmebsMu belame tweeL lrsshe jre nepj henhibye osb baheM 
sn xraj xah alj'ayyu racceningW drih ih a h'wcwihingyu waMilay iMeaW -shj 
hlreM'yeh awe cweMiljisnh abs'j jre t'j'weW 2j 7W“D nepj dr'whMauL ,ave 
xiyy fnihr -wh Nmijr.h jac anM Mwive eyeven min'jeh js -w ?sneh.h bsiyewW

dren -wh Nmijr scenh jre Mssw anM hauh… ”Triye us'.we reweBq 

Eeayiju rah enjeweM jre b'iyMingW ?srn.h accwsalr xah nsj js belsme bejjew 
aj cweMiljing weayijuW Ij xah js Mehign a huhjem lacabye st wehcsnMing js ijW 
dre Miawu raM js lsce xijr weayijuW 

Rsj jre sjrew xau ws'nMW

Pick a Time

Rsx ?srn.h eawyiew iMea hjawjeM yssJing hyigrjyu yehh maMW 

2hJ jre jenanj xren jreu xanj us' js lsmeW Reiy wemembewh l'hjsmewh 
being h'wcwiheMW dreu xewe 'heM js… d'ehMau mswningW dr'whMau atjewP
nssnW Aigrj 'njiy sneW InhjeaM… ”Tren xs'yM us' yiJe 'hGq dre csinj 
xahn.j jraj jre ls'nliy ls'yM benM hcale anM jimeW dringh hjiyy xenj 
xwsngW ?sbh svewwanW 

z'j jre l'hjsmew.h weX'iwemenj belame jre cyale js hjawjW

Rsj jre fnay inlsnvenienle js hX'ee8e injs xrajevew lacaliju wemaineMW 
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2nM jrih snyu xswJeM bela'he jre jeam raM lrangeM jre huhjem 'nP
Mewneajr ijW zejjew MiagnshihW zejjew hjslJW 9exew mewlranj jwichW -swe 
avaiyabye lacalijuW dre accawenjyu hiyyu X'ehjisn ?srn raM ahJeM neaw jre 
beginning xah belsming cshhibye bela'he jre jeam raM tsyysxeM ayy jre 
sjrew X'ehjisnh ij lweajeMW

3s' lannsj lweaje l'hjsmew lrsile bu aMMing a b'jjsn js a bssJing hlweenW 
dre scewajing huhjem rah js be lacabye st Meyivewing ijW

Send the Right Human 

Une osb aj a jime ayhs lrangeM ayyslajisnW 

Trs gejh jre nepj wecaiwG dre lyshehj cewhsnG -aubeW z'j xraj it hsmeP
bsMu jen min'jeh t'wjrew axau rah epaljyu jre wigrj hJiyyG Trs rah Meayj 
xijr jrih betsweG Trewe ih evewubsMu nsxG Traj MiM xe cwsmihe jre 
jenanjG Traj Mseh jrih wecaiw alj'ayyu neeMG 

dre c'wcshe ihn.j js cwsM'le jre mshj bea'jit'y hlreM'yeL b'j js fnihr jre 
wecaiwW

This is Mine

:snjin'iju majjeweML xrewe cwaljilayW

Reiy wemembewh jwuing js Jeec jre cewhsn xrs 'nMewhjssM jre cwsbyem 
lsnneljeM js ijW Ujrewxihe hsmejring tamiyiaw raccenhW Une scewajive 
MiagnshehW 2 cawj gejh swMeweMW Nsmesne eyhe wej'wnhW dreu yssJ aj jre cawjW 
dren aj jre wecaiwW dren balJ aj jre cawjW 3s' lan imagine jre henjenleW 
”Tru MiM re swMew jrajGq Rsx evewubsMu gejh ansjrew gsW
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dre l'hjsmew inly'MeMW Uxnewhric wemsveh hsme st jrihW drih ih mine 
'njiy ij.h fnihreMW 

Nimcye anM h'wcwihingyu waweW

Congratulations. You're Now the Project Manager

Tren nsbsMu inhiMe sxnh jre xrsye wecaiwL hsmebsMu hjiyy rah jsW 

9weX'enjyu jraj.h jre jenanjW dreu wemembew xraj jre fwhj scewajive 
haiMW dreu epcyain ij js jre helsnMW dreu lrahe jre cawjW dreu crsne 
tsw jre accsinjmenjW dreu weceaj jre hjswuW dreu lrahe againW InhiMe jre 
swganihajisn evewujring lan yssJ wemawJabyu cwsM'ljiveW :ayy anhxeweMW 
2ccsinjmenj bssJeMW Ucewajive ajjenMeMW kawj swMeweMW NelsnM accsinjP
menj lweajeMW 9ive h'llehht'y jwanhaljisnhW Une bwsJen bsiyewW drih ih jre 
cel'yiaw magil st twagmenjeM swganihajisnhW

Avewu cawj lan be b'hu xriye jre l'hjsmew gejh nsxreweW Ij xah epaljyu 
xru ?srn Jecj Mwagging jre jeam.h ajjenjisn balJ js jre xrsye wecaiwW dre 
swganihajisn raM MecawjmenjhW dre l'hjsmew raM a cwsbyemW 

drshe awe nsj jre hame jringW

Busy Doing What?

Une osb aj a jime lweajeh an 'nlsmtswjabye cshhibiyijuW 

2n scewajive migrj sllahisnayyu rave nsjring immeMiajeyu xaijingW dewP
wituingW N'weyu jraj.h ineBlienjG Unyu it jre c'wcshe ih js Jeec scewajiveh 
b'huW It jre c'wcshe ih js lsmcyeje wecaiwhL jre layl'yajisn lrangehW zela'he 
'nfnihreM xswJ lsmeh balJ xeawing MiCewenj lysjrehW 2 weceaj vihijW 2 
crsne layyW 2 lraheW 2 lsmcyainjW 2nsjrew accsinjmenjW 
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dre ajjemcj js Jeec evewusne lsnhjanjyu b'hu lan man'talj'we mswe 
xswJ tsw evewusneW

dre ls'nliy hjawjeM wemsving hsme st jraj xswJW 

-ewlranj os'wneuh teyyW ,iagnshih imcwsveMW -swe osbh gsj fnihreMW 2nM 
jren jre xrsye epcewimenj MeveysceM a cwsbyemW 2 wajrew embawwahhing 
sneW Eemembew jre ahh'mcjisn ?srn raM wet'heM js allecj aj jre beginP
ningG Rsj ens'gr cy'mbewhW 

RsxL sllahisnayyuL jre cy'mbewh xewe xaijing tsw xswJW



Chapter 5

Too Many Plumbers
The Diagnosis Leak

Nobody had recruited any extra plumbers. 
Nobody had cloned one. 
Nobody had discovered a secret reserve of plumbers underneath the city. 

These were the same people. But now, occasionally, there wasn't a plumb-
ing job waiting. John's irritating question had produced an irritating an-
swer. Before asking how to get more capacity, And out what you're doing 
with the capacity you've got.

Now they knew. Wnd having released some of it, they faced another fasci-
nating management dilemma. ?hat do you do with an expensive skilled 
tradesperson who has nothing immediately to repairG 

The counncil found an answer. Sive him a chair.
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The Plumber Will See You Now

Neil remembers spare trade capacity sometimes appearing in the contact 
centre. ?hich looks insane. 

Hlumbers are supposed to be under sinks. Oontact centre sta: are sup-
posed to be wearing headsets. ?e have departments for a reason. Lxcept 
John and the team were interested in the repair, not preserving the purity 
of the organisational chart. Wnd the front end of the repair had a problem.

3iagnosis. 

W customer says water is coming through the ceiling. 

W rooferG 
W plumberG 
?hat do you sendG 
?hat information would help you knowG 

The person answering the phone might know the customer system back-
wards. The plumber knows water. Uit them beside each other and some-
thing useful happens. The plumber doesn't repair a tap. 

Me helps stop the wrong person being sent to one.

Get It Wrong Early

W bad diagnosis is remarkably productive. 

Et can generate4 the wrong trade, the wrong materials, the wrong ap-
pointment, another visit, another call, another wait. Ine mistake at the 
beginning can keep an organisation busy for days. This is why putting a 
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plumber in a call centre might be more productive than sending him to 
another plumbing job.

Me can prevent several future jobs from existing. Wnd the knowledge 
spreads. 

The person answering calls gets better at recognising what matters. Better 
diagnosis means the right person is more likely to arrive. That person is 
more likely to Anish. Yore capacity appears. The circle turns again. 

The more the team studied the work, the less ridiculous some of John's 
apparently ridiculous ideas became.

What Else Can You Do?

Celeased capacity created other possibilities. 

3i:erent operatives had di:erent skills. Hair them. Teach each other. Olose 
the gaps. Uuddenly more people can deal with more types of demand. That 
makes allocation easier. Et improves the chances of completing the repair. 
?hich creates more capacity. Uome work previously sent outside might 
now come back in. Wgain, nobody has worked faster. 

The organisation has simply stopped paying quite so many people to deal 
with consequences it created itself.
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"While I'm Here'

Then came perhaps the most dangerous question in modern manage-
ment. 

”ou've Anished the job. The dashboard wants you gone. The tenant is 
standing there. Wsk4 5?hile E'm here, is there anything elseG£ No. Wb-
solutely not. Think of the utilisation Agures. Lxcept perhaps there's an-
other small repair. Herhaps something they've been meaning to report. 
Herhaps the operative notices something the tenant hasn't mentioned4 
another dripping tap, or a loose socket that needs screwing back to the 
wall. Herhaps Ave minutes now prevents a phone call, an appointment, a 
journey, another operative, another interruption to the tenant's day. 

?e call this next issue anticipation.

Uolve tomorrow's demand today. 

Et's particularly powerful in housing because this isn't a parcel or a bank 
transaction. ”ou're standing in somebody's home. ”ou can see things the 
OCY cannot. Uometimes the most productive thing an operative can do is 
spend another Ave minutes there. Et was another example of the distinction 
John kept making. 

3on't manage the activity. Rnderstand the purpose.

Where Did Plumbers Come From?

Now we can return to the mystery. 

The council began with too much demand and too little capacity. Xat-
er, Neil remembers occasions when plumbers were available to do other 
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things. ?here had they come fromG The merchant. The second visit. The 
bad diagnosis. The missing part. The handover. The schedule. The un-
necessary work. Nobody had discovered more capacity. They had stopped 
losing quite so much of it. 

?hich makes 5Mow many people do we needG£ a dangerous question to 
ask too early.

The answer depends on what you're going to make those people do. 

Hut ten plumbers into a system that wastes a chunk of their day and you'll 
soon be advertising for number eleven. John hadn't arrived with a clever 
formula for the correct number of plumbers. Me'd done something more 
useful. Me'd refused to believe the existing formula until they'd looked at 
the work.

The council began this journey more than Afteen years ago. 

Today housing has technology the team could barely have imagined. Better 
scheduling. Better OCY. Better mobile technology. Better tracking. Wnd 
private registered providers in Lngland are spending 0?@ billion a year on 
existing homes. Uo here's the awkward question. 

?hy are we still talking about the same problemsG



Chapter 6

97% on Time. 216 Days 
to Finish
The Measurement Leak

Why a repairs service reporting 97% performance couldn’t tell whether it was 
fixing anybody’s home.

Nobody deliberately designs a repairs service to be diuc.ltQ h.ite t-e opM
positeQ fost om t-e pieces kaSe permect senseQ CpecialiseQ Cc-ed.le peopleQ 
Pontrol stocSQ Uroc.re c-eaplyQ Cet targetsQ feas.re everyt-ingQ

Uermectly sensibleQ jntil yo. Toin t-e pieces toget-erQ

’-e tenant doesnwt Fant a s.ccessm.l contact centre interactionQ xolloFed 
by a s.ccessm.l appointkentQ xolloFed by a s.ccessm.l visitQ xolloFed by a 
s.ccessm.l parts orderQ xolloFed by anot-er s.ccessm.l appointkentQ ’-ey 
Fant t-e bloody leaS WIedQ

’-e organisation kanages t-e piecesQ ’-e tenant eIperiences t-e F-oleQ

,-ic- brings .s to t-e last leaSQ Htws t-e -ardest one to WndO beca.se itws 
-iding in t-e one place everybody tr.stsQ
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’-e reportsQ

qo-n Xittle gave t-e kanagers a list om Wmteen D.estions and told t-ek -ewd 
be bacS in an -o.rQ

Ge Fanted to SnoF -oF kany repairs Fere coking inQ GoF kany Fere 
cokpleted properly t-e Wrst tikeQ GoF long tenants Fere act.ally FaitingQ 
GoF omten operatives Fent bacS to t-e sake problekQ 7nd -oF k.c- om 
t-e ForS coking in Fas ca.sed by soket-ing going Frong t-e Wrst tikeQ

’-e kanagers Ferenwt ForriedQ ’-ey -ad an eIcellent H’ systekQ ’-ey told 
-ik so several tikesQ ’-e contractors -ad invested -eavily in tec-nologyQ 
Rperatives carried -and-eld devicesQ qobs Fere allocated electronicallyO 
appointkents sc-ed.ledO cokpletions recordedQ

’-ey -ad das-boards mor alkost everyt-ingQ

qo-n s.spected t-ey Fo.ldnwt Wnd F-at -ewd asSed morQ

Ge Fas rig-tQ

Not beca.se t-e cokp.ters Ferenwt ForSingQ ’-ey Fere ForSing permectlyQ 
’-ey T.st Ferenwt collecting anyt-ing qo-n Fanted to SnoFQ

’-e organisation co.ld tell -ik -oF kany Tobs it -ad cokpleted Fit-in 
targetQ Ht co.ldnwt tell -ik -oF long it tooS to solve a tenantws problekQ

,-ic- Fas .nmort.nateQ Colving t-e tenantws problek Fas rat-er t-e 
pointQ
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On Paper, Very Little Was Wrong

’-e kanagekent reports Fere ikpressiveQ ?%5 om ekergency repairs Fit-M
in targetQ ?L5 om .rgent repairsQ ?L5 om ro.tine repairsQ

qo-n asSed a di6erent D.estionQ xrok t-e kokent a tenant Wrst reported 
a problekO -oF long .ntil it Fas act.ally WIed0

Nobody SneFQ Co t-e teak Fent and mo.nd o.tQ ’-ey reb.ilt t-e -istories 
om 21Y repairsO one at a tikeQ

’-e average Fas 4B1 daysQ

’-e .pper control likit Fas aro.nd BOY%B daysQ Coke cases ran to ro.g-ly 
4OYYYQ

:earsQ

7nd t-ese Ferenwt kaTor b.ilding proTectsQ ’-ey Fere ordinary repairsQ 7 
leaSing bay FindoF t-at -ad generated 4£ visitsQ 7 Sitc-en problek Fit- 
41Q 7 bat-rook Fit- BLQ

Cake propertyQ Cake problekQ 7gain and againQ

7nd every kont-O t-e report said ?L5Q

7nd t-is Fasnwt one .n.s.al landlordQ 7cross 3nglandO t-e kedian 
landlord reports cokpleting ?£Q?5 om ekergency repairs and %4Q25 om 
nonMekergency repairs Fit-in its oFn targetQ 7sS t-e tenantsO and only 
1?Q25 are satisWed Fit- -oF long t-eir repair tooSQ
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Neit-er n.kber -as to be FrongQ ’-eywre ansFering di6erent D.estionsQ 
’-e organisation keas.res F-et-er it -it its targetQ ’-e tenant T.dges F-at 
-appened to t-ekQ

Co -oF can bot- be tr.e0

/eca.se t-e organisation Fasnwt keas.ring probleksQ Ht Fas keas.ring 
TobsQ 7n operative co.ld attendO do t-e speciWed tasS and close t-e TobQ 
Hm t-e problek Fas still t-ereO a neF Tob Fas raisedQ ’-at one co.ld be 
cokpleted Fit-in target tooQ

3very Tob Fas a s.ccessQ

’-e repair Fas a mail.reQ

’-e n.kbers Ferenwt FrongQ ’-ey Fere ansFering t-e Frong D.estionQ

The £700 Dripping Tap

Rne korningO qo-n Fent o.t Fit- a pl.kberQ

’-e Tob looSed sikpleQ 7 dripping Sitc-en tapQ ’-e -and-eld device saidz 
replace t-e Fas-erQ

,alSing .p to t-e mront doorO t-e pl.kber told qo-n -e already SneF F-at 
t-eywd WndQ Gewd been -ere bemoreQ

HnsideO t-e tap Fas dripping eIactly as prokisedQ

qo-n asSed F-at t-e pl.kber t-o.g-t it neededQ

’-e tap Fas Forn o.tO -e saidQ 7not-er Fas-er Fo.ld stop t-e drip mor 
a F-ileQ Ht Fo.ldnwt WI itQ /ot- taps Fere t-e sake age and in t-e sake 
conditionQ ’-e sensible repair Fas to replace t-ekQ
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9id -e -ave taps on t-e van0

Ge didQ

Co F-y not Wt t-ek0

/eca.se t-e device said Fas-erQ ’-e Fas-er Fas t-e a.t-orised TobQ xitting 
taps keant doing soket-ing t-e systek -adnwt speciWedQ Gis s.pervisor 
Fas responsible mor t-e permorkance Wg.resQ ’-e contractor Fas paid 
against a sc-ed.le om ratesQ 9oing soket-ing di6erent raised aFSFard 
D.estions abo.t paykent and cokplianceQ

qo-n o6ered to a.t-orise t-e tapsQ

’-e pl.kber declinedQ

qo-n arranged mor a senior -o.sing kanager to a.t-orise it directlyQ

’-e pl.kber Fas still rel.ctantQ

’-is Fas not a kan F-o didnwt SnoF -oF to WI a tapQ Ge SneF eIactly 
F-at Fas FrongQ Ge -ad t-e partsQ Ge Fas standing in mront om t-e probM
lekQ

/.t t-e organisation -ad kade molloFing t-e instr.ction samer t-an WIing 
t-e tapQ

3vent.allyO -e Fas pers.adedQ NeF taps Fent inQ

’-en qo-n Fent bacS to t-e recordsQ GoF kany tikes -ad t-ey been to 
t-is property mor t-is problek0

’enQ

’en visits in tFo yearsO at aro.nd KLY eac-Q
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KLYY spent on a dripping tapQ 7 neF set om taps cost abo.t K1YQ

Ht Fas an eIpensive Fay to avoid spending K1YQ

7nd t-e KLYY Fasnwt t-e F-ole billQ 3very visit needed an appointkentO a 
To.rneyO an operative and sokebody in an ouceQ ’-e tenant p.t .p Fit- 
ten interr.ptionsQ 7nd mor ten visitsO t-at pl.kber Fasnwt WIing anybody 
elsews -okeQ

7ll om it cons.ked capacityQ None om it WIed t-e tapQ

What the Computer Couldn't See

’-e cokp.ter co.ld raise a TobO allocate itO tracS t-e appointkentO record 
cokpletionO c-ecS t-e target and approve t-e paykentQ

,-at it co.ldnwt see Fas a tenant living Fit- t-e sake drip mor tFo yearsQ

’o t-e organisationO ten TobsQ

’o t-e tenantO one repair t-at never got Wnis-edQ

’-atws t-e di6erence betFeen keas.ring activity and keas.ring F-at t-e 
service can act.ally deliverQ ,e call t-e second Sind capability keas.resQ 
’-e idea is sikpleQ Ctart Fit- t-e p.rpose om t-e serviceO t-en keas.re -oF 
Fell yo. ac-ieve itQ

’-e p.rpose om a repairs service is to p.t t-e tenantws -oke rig-tO properlyO 
Fit- as little .nnecessary e6ort as possibleQ

Co keas.re t-atQ GoF omten repairs are gen.inely WIed on t-e Wrst visitQ 
GoF long t-ey taSe mrok Wrst report to WIedQ GoF omten tenants -ave to 
call againQ GoF omten operatives go bacS to t-e sake problekQ GoF k.c- 
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tike is lost to Frong diagnosesO kissing partsO and operatives F-o arenwt 
alloFed to kaSe t-e rig-t callQ

7 target tells yo. F-et-er sokebody cokpliedQ 7 capability keas.re tells 
yo. F-et-er t-e service ForSsQ

jsem.l inmorkationO bot-Q Not t-e sake inmorkationQ

’en Tobs cokpletedQ Rne tap still drippingQ

Why the Plumber Wouldn't Change the Taps 

Ht Fo.ld be easy to blake t-e pl.kberQ Ge SneF F-at Fas neededQ Ge -ad 
t-e partsQ 7 senior kanager -ad said yesQ

,-y not T.st get on Fit- it0

/eca.se -e .nderstood t-e organisation better t-an anybody in t-e rookQ

qo-n Fo.ld leaveQ ’-e senior kanager Fo.ld go bacS to t-e ouceQ 7nd 
t-e pl.kber Fo.ld still be ForSing .nder t-e sake r.lesO mor t-e sake 
s.pervisorO T.dged by t-e sake keas.resQ

’-e systek reFarded doing t-e a.t-orised TobQ Ht didnwt reFard WIing t-e 
tenantws problekQ

Nobody designed it t-at FayQ fanagers Fanted consistencyO so t-ey stanM
dardised tasSsQ ’-ey Fanted acco.ntabilityO so t-ey speciWed F-at operaM
tives co.ld doQ ’-ey Fanted to control costO so t-ey priced individ.al TobsQ 
’-ey Fanted to SnoF -oF t-e service Fas doingO so t-ey co.nted Tobs 
cokpleted Fit-in targetQ



GRjCHNE A3U7HAC 3A £J

3ac- decision Fas sensibleQ ’oget-erO t-ey b.ilt a systek F-ere doing t-e 
Tob yo. Fere given kattered kore t-an doing t-e rig-t repairQ

’-e pl.kber Fasnwt being irrationalQ Ge Fas doing eIactly F-at t-e sysM
tek asSedQ

’-e systek Fas prod.cing eIactly F-at it Fas designed to prod.ceQ

q.st not F-at anybody FantedQ

Change the Rules, Not the Targets

qo-n didnwt respond Fit- a neF targetQ

Ge c-anged -oF decisions Fere kadeQ

Rne om t-e tools -e introd.ced Fas called UX7NQ /emore an operative 
c-anged t-e repairO mo.r D.estionsz

Proportionate. Hs t-e repair proportionate to t-e problek0
 Legal. 9oes it keet t-e legal reD.irekents0
 Auditable. Pan t-e operative eIplain and acco.nt mor t-e decision0
 Necessary. Hs it necessary to WI t-e problek properly0

xor t-e dripping tapz neF tapsQ xo.r yesesQ

’-e operative co.ld Seep t-e old parts as evidence im anybody asSedQ 7nd 
s.pervisors stopped c-ecSing F-et-er t-e instr.ction -ad been molloFed 
and started bacSing t-e operativews promessional T.dgekentQ

/.t perkission Fas only -alm om itQ
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:o.wll recognise t-is oneQ Htws t-e Pokpletion XeaS mrok Don’t Leave the 
HouseO seen mrok t-e ot-er sideQ ’-en it Fas t-e pl.kber leaving to metc- 
a partQ Gere itws t-e pl.kber F-o -as t-e part and isnwt alloFed to Wt itQ

Uerkission Fit-o.t parts doesnwt WI t-e tapQ

Uarts Fit-o.t perkission donwt WI it eit-erQ

U.t t-e tFo toget-er and soket-ing di6erent becokes possibleQ 7 tenant 
reports a problekQ 7n operative arrivesO ForSs o.t F-atws needed and WIes 
itQ

RnceQ

No second appointkentQ No neF Tob to raiseO sc-ed.leO konitor and pay 
morQ No tenant Fondering F-en sokebodyws coking bacSQ

The Capacity Hiding in Plain Sight

’-e res.lts Fere signiWcantQ

’-e saving Fasnwt T.st t-e gap betFeen KLYY om visits and K1Y om tapsQ 
3very .nnecessary visit -ad tied .p an operative F-o co.ld -ave been in 
sokebody elsews -okeQ 3very repeat Tob needed raisingO sc-ed.ling and 
c-asingQ 3very mailed repair -ad created kore ForS mor a service t-at already 
believed it didnwt -ave eno.g- peopleQ

’aSe t-at ForS aFay and t-e capacity cokes bacSQ

Co.nd makiliar0
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’-ere Fere occasions F-en pl.kbers -ad no repairs FaitingQ 7nd soke om 
t-ek ended .p in t-e call centreO -elping diagnose probleks properly t-e 
Wrst tike a tenant rangQ

’-e service -adnwt WIed its s-ortage om pl.kbers by recr.itingQ Ht -ad 
stopped Fasting t-e pl.kbers it already -adQ

None om F-ic- appeared in t-e original reportsQ ’-ey still said ?L5Q

’-e ’ap in t-e KBY /illion

Urivate registered providers in 3ngland spent KBY billion on eIisting -okes 
in 4Y4£“42Q K1QB billion on repairs and kaintenanceQ KJQ? billion on kaTor 
repairsQ jp BJ5 in a yearQ jp £45 in real terks since 4Y4YQ P.rrent plans 
s.ggest an average om KBYQ? billion a year mor t-e neIt Wve yearsQ

Co -erews an ikpolite D.estionQ GoF k.c- om it b.ys mail.re0 ’-e second 
visitQ ’-e kerc-ant To.rneyQ ’-e Frong tradeQ ’-e repeat diagnosisQ ’-e 
tenant c-asingQ ’-e part t-at arrives amter t-e person F-o SneF F-y it Fas 
ordered -as koved on to anot-er TobQ

’-erews no line in t-e acco.nts called fRN3: ,3 CU3N’ /3P7jC3 
’G3 C:C’3f f793 H’ G7A9 ’R xH8 ’G3 ’7UQ Htws T.st called costQ

/.t sokeF-ere in t-at KBY billion is a dripping tapQ Urobably several 
t-o.sand om t-ekQ 3ac- one cokpleted on tikeO every tikeQ

qo-nws lesson Fasnwt t-at all om t-is spending is FasteQ Ht Fas kore dangerM
o.s t-an t-atQ 9onwt ass.ke yo. SnoFQ Eo and Wnd o.tQ
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The Law That Starts the Clock

Hn  9ecekber  4Y4YO  a  tFoMyearMold  boy  called  7Faab Hs-aS  died  in 
Aoc-daleQ 7 coroner mo.nd t-at -is deat- Fas ca.sed by prolonged eIpoM
s.re to ko.ld in t-e ”at -is makily rented mrok t-eir -o.sing associationQ 
’-e makily -ad cokplained abo.t itQ

’-e laF t-at noF carries -is nake asSs a di6erent D.estion mrok t-e one 
kost repairs reports ansFerQ Ht doesnwt asS F-et-er t-e Tob Fas cokpleted 
Fit-in targetQ Ht asSs -oF long t-e tenant -as been living Fit- t-e -aIardQ

Cince Rctober 4Y42O social landlords in 3ngland -ave -ad toz

  investigate ekergency -aIards and kaSe t-ek same Fit-in 24 
hours

  investigate signiWcant dakp and ko.ld -aIards Fit-in 10 work-
ing days om becoking aFare om t-ek 

  give t-e tenant a Fritten s.kkary Fit-in 3 working days om t-e 
investigation

  cokplete t-e ForS needed to kaSe t-e -oke same Fit-in 5 work-
ing days om t-e investigation start any m.rt-er ForS Fit-in 12 
weeks

Hm t-e -oke canwt be kade same in tikeO t-e landlord k.st provide sokeM
F-ere else to liveO at its oFn eIpenseQ

xrok JY Novekber 4Y41O U-ase 4 eItends t-e sake d.ties to eIcess cold 
and -eatO mallsO str.ct.ral collapse and eIplosionsO WreO electrical -aIardsO 
and -ygiene and mood sametyQ
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7nd t-ese arenwt targetsQ ’-eywre Fritten into t-e tenancyQ fiss t-ek and 
t-e tenant can taSe yo. to co.rtQ

NoF rekekber t-e 4B1 daysQ ’-e bay FindoF Fit- 4£ visitsQ ’-e tap Fit- 
ten TobsO every one cokpleted on tikeQ

7Faabws XaF doesnwt start t-e clocS F-en a Tob is raised and stop it F-en 
a Tob is closedQ Ht starts F-en yo. becoke aFare om t-e problek and 
stops F-en t-e -oke is sameQ ’-atws t-e endMtoMend tikeQ ’-e n.kber t-e 
kanagers co.ldnwt prod.ceQ

,-ic- keans a landlord keas.ring Tobs co.ld report ?L5 and be breaSing 
t-e laF at t-e sake tikeQ 7nd not SnoF itQ

Ht also keans yo. need capacity yo. can act.ally call onQ ’FentyMmo.r -o.rs 
doesnwt leave rook mor a pl.kber D.e.ing at a kerc-antO a diary planned 
mor Wmteen TobsO or a roomer sent to a b.rst pipeQ 3very leaS in t-is booS eats 
into t-e tike t-e laF alloFsQ

’-e obvio.s response is to recr.itQ /emore yo. doO asS qo-nws D.estionQ

,-ere is t-e capacity yo.wve already bo.g-t0

CiI N.kbers 3very Aepairs Xeader C-o.ld JnoF 

qo-nws Wmteen D.estions are still a .sem.l testQ 7sS yo.r kanagers mor t-e 
n.kbers t-at s-oF F-at tenants act.ally eIperienceQ Not t-e kont-ly 
reportQ Not t-e percentage Fit-in targetQ ,-at really -appensQ

Ctart Fit- siIQ 3ac- one points at a leaSQ

1. How many repairs are genuinely x?ed xrst timef (The Completion 

Leak)
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Not Tobs closed amter one visitQ Urobleks m.lly resolved Fit- nobody -aving 
to go bacSQ :o. donwt -ave to adopt anybody elsews deWnitionQ /.t yo. 
s-o.ld SnoF F-at yo.rs -idesQ Rt-erFise a keas.re can be permectly 
acc.rate and practically .selessQ

2. How long do repairs really takef (The Measurement Leak)
xrok t-e tenantws Wrst report to t-e problek act.ally WIedQ XooS at t-e 
spreadO incl.ding t-e longest casesO not T.st t-e averageQ ’-e average Fas 
4B1 daysQ ’-e long tail Fas yearsQ ’-is is also t-e clocS 7Faabws XaF r.ns 
onQ

3. How many come backf (The Completion and Ownership Leaks)
Aepeat visits and Tobs raised again mor t-e sake problekQ GoF omten are 
yo. paying to do ForS yo.wve already attekpted0

4. How much demand is coming in, and whyf (The Demand Leak)
NeF probleksO vers.s contacts ca.sed by soket-ing t-at -asnwt -appenedO 
-asnwt ForSed or -asnwt been eIplainedQ

5. How o6ten is the xrst diagnosis wrongf (The Diagnosis Leak)
GoF omten does an operative arrive to Wnd a di6erent problek mrok t-e 
one on t-e Tob s-eet0

v. How much capacity goes on aMoidable workf (All of them)
’ike spent going bacS to mailed repairsO metc-ing kissing partsO redoing 
earlier ForS and attending Tobs t-at didnwt need a visitQ 7dd it .p and yo. 
-ave a ro.g- ansFer to t-e D.estion t-is booS started Fit-Q

’-ese arenwt siI neF targetsQ ’-eywre siI t-ings to investigateQ

Notice F-at isnwt on t-e listQ ,-ic- neF systek s-o.ld Fe b.y0 GoF 
kany kore operatives s-o.ld Fe recr.it0 GoF k.c- kore stocS s-o.ld 
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Fe -old0 ’-ose kay t.rn o.t to be t-e ansFersQ ’-ey s-o.ldnwt be t-e 
starting D.estionsQ

Hm WrstMtike WI is loFO t-e point isnwt to Wnd sokebody to blakeQ Htws to Wnd 
o.t F-atws stopping operatives Wnis-ingQ

Hm endMtoMend tikes are longO t-e D.estion isnwt -oF to kaSe people ForS 
masterQ Htws F-ere t-e tike goesQ

Hm tenants Seep callingO t-e D.estion isnwt -oF to ansFer masterQ Htws F-y 
t-ey need to call at allQ

7nd im yo.r organisation canwt ansFer t-ese siI D.estions in an -o.rO t-at 
tells yo. soket-ing tooQ 7bo.t F-at it -as c-osen to co.ntQ

Are We Feasuring Whether We Ii?ed Etf

’-e kanagers -ad invested -eavily in tec-nologyQ ’-ey co.ld allocateO 
recordO konitor and reportQ

7cross -o.singO t-atws noF norkalQ Cc-ed.ling systeks optikise ro.tesQ 
Rperatives carry skartp-onesQ ’enants get teIt kessagesQ fanagers -ave 
das-boards t-at Fo.ld -ave looSed liSe N7C7 kission control in 4YY?Q

7nd stillz kissing partsO repeat visitsO c-asingO -ando6sO .n-appy tenantsQ 
’ec-nology clearly kattersQ Ht T.st Fasnwt t-e kissing ingredientQ

,-en qo-n asSed F-at t-e service Fas ac-ieving mor tenantsO t-e kanagers 
co.ldnwt sayQ

’-e inmorkation t-at kattered kost Fas t-e inmorkation t-ey didnwt -aveQ
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Rnce t-ey collected itO t-ey mo.nd repairs taSing yearsO -okes visited over 
and overO sSilled operatives stopped mrok kaSing sensible decisionsO and 
koney spent Wnis-ing Tobs t-at didnwt WI anyt-ingQ

None om it co.ld be solved by asSing people to ForS -arderQ 7ll om it needed 
kanagers to .nderstand F-y t-e systek be-aved t-e Fay it didQ

Co per-aps t-e kost .sem.l D.estion mor a -o.sing leader isnwt K7re Fe 
keeting o.r targets0L

Htws a sikpler oneQ

7re Fe keas.ring F-et-er Fe WIed t-e problek0

’-at Fas t-e sevent- leaSQ ’-e feas.rekent XeaSQ ’-e one t-at -ides all 
t-e ot-ersQ

LKAUS IO:NDB 7.
PL:F<KRS RKCR:ETKDB 0.

,-ic- leaves one D.estionQ ,-ere do yo. start0



Chapter 7

Don't Transform 
Repairs
Where to Start

There is a fairly reliable way to make improving a repairs service diuc.ltC 
,all it a transformationC 

The moment yo. doY everything gets biggerC Ao. need a programmeC 
S programme needs a boardC The board needs a planC The plan needs 
workstreamsC The workstreams need milestonesC Iomebody s.ggests a 
new PT systemC Iomebody else starts drawing the f.t.re operating modelC 
,ons.ltants arriveC ’ower’oint m.ltipliesC Snd eighteen months laterY an 
operative is still standing o.tside a tenantxs home witho.t the part he needs 
to JL the tapC

Hohn Nittle did things di-erentlyC Be went and had a lookC Uot onceC ,onR
tin.allyC Snd b.ried inside that apparently .nremarkable habit is perhaps 
the most important lesson in this bookC Oeca.se if yo. want to transform a 
repairs serviceY yo. probably sho.ldnxt start by trying to transform itC Ao. 
sho.ld start by trying to .nderstand itC
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Go and Look

Hohn had a r.leC Pf yo. wanted to .nderstand what was happeningY go to 
where it was happeningC 

qollow the workC Match the operativesC Nook inside the vansC qollow repairs 
from the tenant reporting the problem .ntil somebody act.ally JLes itC 
It.dy the 3o.rneysC It.dy the partsC It.dy the repeat visitsC It.dy the calls 
tenants make when nothing appears to be happeningC SndY importantlyY 
resist the temptation to eLplain what yo. Jnd too ?.icklyC

4ost organisations see their repairs service thro.gh reportsC 

Hobs completedC 
qirstRtime JLC 
Sverage daysC 
Sppointments keptC

 ’rod.ctivityC 
5mergency 3obsC 
Hobs within targetC 
Itock val.eC 
,ost per repairC 

5ach meas.re tells yo. somethingC The danger comes when we convince 
o.rselves that together they tell .s how the system worksC 

They donxtC

Ao. can have a repair that is technically within target and a tenant who 
thinks the service has been appallingC Ao. can have an operative who apR
pears .nprod.ctive while spending half his day compensating for fail.res 
elsewhereC Ao. can improve the .tilisation of every individ.al reso.rce 
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while making the endRtoRend service worseC Snd yo. can have tho.sands 
of po.nds of stock sitting in vans while the one part an operative needs is 
sitting in somebody elsexsC 

The spreadsheet shows the n.mbersC The work shows yo. the systemC

Follow a Repair, Not the Process Map

’ick a repairC Sny repairC Itart where the tenant startedC 

Mhat did they ask for: 
Mhat happened neLt: 
Mho received it: 
Mho made a decision: 
Mhat information did they have: 
Mhere did the 3ob go: 
Mho sched.led it: 
Mhat did the operative know before arriving: 
Fid they have the right skills: 
Fid they have the right part: 
,o.ld they complete the 3ob: Pf notY why not: 
Mhat happened neLt: 
Bow many people to.ched the repair: 
Bow many times did the tenant have to contact yo.: 
Bow m.ch elapsed time passed before the problem was act.ally gone:

Then do anotherC Snd anotherC 

’atterns begin to appear remarkably ?.icklyC Now JrstRtime JLC Too many 
appointmentsC ’oor prod.ctivityC Bigh costsC Tenants chasingC ,omR
plaintsC OacklogsC XvertimeC Too many operativesC Uot eno.gh operaR
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tivesC These can look like separate management problemsC They may be 
symptoms of the same systemC It.dy JrstC Fiagnose secondC ,hange thirdC 
Uever the other way aro.ndC

Find the Thing that is Stopping the Work 

4ost organisations contain h.ndreds of things that co.ld be improvedC 
The trick is not Jnding something to changeC The trick is Jnding the thing 
that mattersC I.ppose JrstRtime JL is poorC Ao. co.ld train operativesC 
,hange the bon.s schemeC Pmprove sched.lingC O.y a new repairs platR
formC Eeorganise the teamC Pntrod.ce another 7’PC Eecr.it more peopleC 
Xr yo. co.ld discover that operatives fre?.ently do not have the materials 
re?.ired to complete the 3obs they have been sent toC

Pf that is tr.eY almost everything else is secondaryC Sn operative cannot 
motivationallyRspeaker his way aro.nd not having a ball valveC The repair 
is not getting JnishedC Hohnxs work repeatedly came back to a simple ?.esR
tion0 Mhat is preventing this system from doing more of what it eLists to 
do: Uot0 Mhat can we improve: Uot0 Mhat does best practice say: Uot0 
Mhat technology are other landlords b.ying: Mhat is stopping the work:

Do Less

This was one of the lessons it took me longest to learnC Aears agoY if P 
st.died an organisation and fo.nd the system was badly designedY P wanted 
to redesign the systemC ’erfectly logicalC Slso fre?.ently a terrible ideaC 
qrom my side of the tableY the evidence was overwhelmingC qrom the other 
sideY somebody was hearing0 rip apart the organisationY change peoplexs 
rolesY change the meas.resY change management behavio.rY change the 
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technologyY abandon the system we spent “”66Y666 installingC Tr.st meC 
Xddly eno.ghY they sometimes declinedC

There is another wayC Fr Slan OarnardY one of the worldxs leading thinkers 
on the Theory of ,onstraintsY helped me see intervention di-erentlyC The 
?.estion is not0 Bow m.ch can we change: Pt is0 Mhat is the smallest 
change capable of prod.cing the largest improvement: Fonxt frighten the 
horsesC Pf two changes can release signiJcant capacityY make two changesC 
Pf one r.le is creating enormo.s amo.nts of .nnecessary workY change the 
r.leC Pf getting the right stock into the right vans dramatically increases the 
n.mber of repairs completed Jrst timeY start thereC

Prove It

Fonxt ask people to believe yo.C Ihow themC ,hoose somewhere small 
eno.gh to learnC S teamC Sn areaC S repair typeC S handf.l of operativesC 
Gnderstand their demandC Gnderstand what they act.ally .seC GnderR
stand the predictability in that .sageC ’.t the right materials where they 
need to beC ,hange the r.les that prevent completionC Then watch what 
happensC

Fo operatives complete more repairs: Fo they make fewer 3o.rneys to 
merchants: Fo repeat visits fall: Foes apparent capacity increase: Foes 
the backlog move: Fo tenants chase less: Foes the cost of completing 
the work change: Uow something important has happenedC Ao. are no 
longer having an arg.ment abo.t competing management philosophiesC 
Ao. have evidenceC The conversation changes from 8Mill this work:' to 
8Mhy arenxt we doing this everywhere:' That is not a leap of faithC Pt is a 
leap of factC



ITGSET ,XEEPDSUY U5PN SN52SUF5EW9

Don't Start With Software

There is a pec.liar habit in modern organisationsC Mhen we discover a badR
ly performing systemY we b.y another systemC Iometimes that is necessaryC 
Xften it simply allows .s to perform the wrong work more eucientlyC Ueil 
SleLander discovered something fascinating after years of working with 
organisations on materialsC Ao. might imagine that large repairs operations 
have sophisticated systems controlling van stockC Xften they do notC There 
may be a repairs systemC Iched.ling softwareC Sn ordering facility bolted 
onto something elseC IpreadsheetsC O.t the mechanism for .nderstanding 
what operatives act.ally cons.meY what each van sho.ld carry and how 
stock sho.ld replenish according to real demand can be s.rprisingly primR
itiveC

That creates an opport.nityC Ao. do not necessarily have to begin by ripR
ping o.t the organisationxs technologyC Gnderstand the work JrstC Then 
.se technology where it solves a problem yo. now .nderstandC 4ethod 
before technologyC SlwaysC S bad method digitised is still a bad methodC Pt 
is 3.st fasterC

Don't Copy John

This may seem a strange thing to say in a book that has spent ?.ite a lot 
of time telling yo. abo.t himC O.t do not copy what Hohn didC ,opy how 
Hohn tho.ghtC Pf yo. leave this book believing that every ho.sing repairs 
service needs eLactly the same stock systemY the same n.mber of partsY 
the same wareho.se arrangement or the same operating modelY we have 
failedC Ao.r demand will be di-erentC Ao.r geography will be di-erentC 
Ao.r ho.sing stock will be di-erentC Ao.r operatives will be di-erentC Ao.r 
s.ppliers will be di-erentC Ao.r tenants will be di-erentC
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The principles travelC The answers do not necessarilyC Do and lookC GnderR
stand demandC qollow the workC qind what prevents completionC ,hange 
somethingC Iee what happensC NearnC Then go and look againC Oest pracR
tice asks0 Mhat did somebody else do: Hohnxs method asks0 Mhat does this 
system need:

Go Back

Ao. made the changeC Pt workedC ,ongrat.lationsC Uow go backC Nook 
againC Mhat has happened to demand: Mhat has happened to completion: 
Mhat are operatives doing now: Mhere is the work waiting: Mhat are tenR
ants calling abo.t: Mhat has become the new constraint: Iystems moveC 
Eemove one problem and another becomes visibleC Eelease capacity in one 
place and press.re may appear somewhere elseC S r.le that made sense siL 
months ago may no longer make senseC The work teaches yo. what to do 
neLtC

Transformation is not an eventC Pt is not the day the new system goes liveC Pt 
is not the programme clos.re meetingC Pt is not the slide with all the green 
trauc lightsC Pt is a repeated cycle of learningC NookC GnderstandC ,hangeC 
Nook againC ’erhaps the best transformation programme Hohn Nittle ever 
ran was not really a programme at allC Pt was a habitC Be kept going back 
to lookC

Your First Monday

Pf yo. are responsible for a ho.sing repairs service and yo. have reached 
this point wondering where to beginY do not commission a transformaR
tion programmeC Fo not start writing the b.siness case for a new repairs 
platformC Snd do not form a steering gro.pC Xn 4onday morningY choose 
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a small n.mber of real repairsC qollow them from the moment the tenant 
contacted yo. .ntil the moment the problem was act.ally solvedC

Talk to the tenantC Iit with the people taking the callsC qollow the informaR
tionC Do o.t with the operativeC Nook in the vanC Do to the merchant if the 
operative goes to the merchantC ,o.nt the 3o.rneysC ,o.nt the handoversC 
,o.nt the repeat visitsC Uotice the waitingC Ssk whyC Mhenever somebody 
tells yo.Y 8Thatxs 3.st how the system worksY' get interestedC Ao. are not 
looking for somebody to blameC Ao. are looking for the r.lesY ass.mptions 
and constraints that make perfectly sensible people do things that do not 
make m.ch sense when yo. look at the wholeC

qind oneC ,hange itC Iee what happensC Then go backC Fonxt start by 
transforming repairsC Itart by going to see oneC

4ore than Jfteen years agoY Hohn Nittle looked at a repairs service that 
appeared to need more pl.mbersC Be didn&t o-er them a grand theoryC Be 
asked them to Jnd o.tC They followed the workC They challenged what 
everybody knewC They opened a vanC Snd somewhere .nderneath all the 
things a pl.mber tho.ght he might one day needY they fo.nd a ship&s 
wheelC

That&s why this story still mattersC Uot beca.se they fo.nd the answerC 
Oeca.se Hohn showed them how to Jnd itC S leap of factC Uot a leap of 
faithC 

S N5S’ Xq qS,TC UXT S N5S’ Xq qSPTBC 
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So What do We Do Next?

This book can show yo. where to lookC Pt can show yo. why apparently 
separate problems R rising costsY poor JrstRtime JLY fr.strated tenantsY 
backlogsY complaints and a lack of capacity R may act.ally be connectedC 
Snd it can show yo. some of the principles we have .sed to tackle themC 
Mhat it cannot tell yo. is what is happening inside yo.r repairs serviceC qor 
thatY we need to have a lookC

The place to start is not a transformation programmeY a lengthy proposal 
or a sales pitchC Pt is a conversationC Tell .s abo.t the problems yo. are 
trying to solveC Mhat is fr.strating yo.: Mhere are costs rising: Mhere does 
capacity seem to disappear: Mhat are tenants complaining abo.t: Mhat 
have yo. already tried:

Me will listenC Snd we will have an open and honest conversation abo.t 
whether what yo. have read in this book co.ld helpC Pf we think it canY we 
will eLplain where we wo.ld startC Pf we do notY we will tell yo. that tooC

Pf yo.&d like to hire someone like Hohn email me at st.artHdescartesconR
s.ltingCcoC.k and let&s talkC

4ore repairsC Nower costsC Bappier tenantsC Ican below to see howC

It.art ,orrigan I Ueil SleLander
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