DRAFT MARKETING STRATEGY – HOUSING SERVICES
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Introduction

This report provides the first stage of a comprehensive and ongoing marketing strategy for all tenures of housing in the City – but at this stage concentrating on Social Housing. The strategy for private sector housing will be developed as the new staff team is employed and the Head of Private Sector Housing has time to consider the implications with the Principal Officer Marketing and PR.   The resources will be commented upon at that time.

This Marketing Strategy is written within the context of the Business Planning and Housing Strategy processes. It provides a context for other strategic decisions. It will be updated annually just before the HIP/Business Planning process to allow for reasonable consideration of the market prior to submitting bids to government.

In a non-public sector marketing strategy product analysis a report would indicate which product lines should be deleted and which expanded.  This type of analysis has not been included within this Marketing Strategy as it is not appropriate for social housing.  The recommendations based on product life cycle analysis would not be palatable, as the analysis would probably recommend large amounts of housing would not have a future which would have a direct bearing on the communities that as a local authority we serve.

There are broadly 3 strategic approaches:

· carry on as we have been, marketing properties

· dispose of huge amounts of properties either by area or by property type

· a middle road which maximises the effectiveness of marketing activities but assumes the possible demolition of a substantial number of properties

From a review of marketing in the last twenty-four months it can, however, be seen that there are areas of the City, which can not be adequately addressed by marketing.  The housing demand study and our efforts in marketing identify no real demand for housing in specific geographic areas. These areas do not attract our target audience.

The housing strategy will need to examine how to handle the managed decrease in properties and tackle public relations issues by involving and communicating clearly with the community.

EXECUTIVE SUMMARY

Environmental analysis

The Council currently has over 30,000 properties to rent and as of summer 2000 over 1,900 empty homes.  An analysis of the market demonstrates the related problems of low demand, high turnover and increasing choice for customers.  At the same time the population of Salford is shrinking, although household size is decreasing leading to the overall number of households increasing in the City.

Competitors

Our principal competitors have adopted similar portfolios of marketing techniques, though mystery customer research has indicated that customer service is not up to marketing aspirations and claims.  So far, although there is little actual practical cooperation between social landlords in marketing there has been no pro-active poaching of each others tenants – though there is obviously movement of council tenants in both directions between Salford and Manchester.

Our main obstacle to improving the service to potential customers is the provision of a readily available ready to let pool of properties.  The freephone is not able to accommodate potential tenants in days but weeks.  A marketing exercise in June-July 2000 requested properties for a four week series of adverts (64 properties were needed), less than 44 property types could be identified as available.

Customer attitudes

One of the main challenges facing Housing Services is confronting the poor image of social housing held by the public.  It is recommended that we put forward a proposal for a joint cohesive campaign with other local authorities and housing associations.

We allocate few resources within Housing Services, and indeed the Authority, to internal communications with staff even though employee’s performance and attitude directly affect how our customers view us.

Customer base

We have an aging customer base and need to prioritise targeting younger customers and pre-school leavers.  Product packages reviews should look at this age group. 

Profitability

The classification of A, B and C properties will help clarify marketing plans.  The long term retention of customers must be a priority when emptying any properties prior to demolition (those who need to move and those in the surrounding area) – minimizing disruption, reviewing existing relocation packages especially to older tenants and communicating clearly in advance of rehousing.

Forces outside our control

The new business-planning framework will enable us to review rent charges in relation to market forces.

Cultural, social and economic factors

The main factors here are that housing need no longer equates to customer choice and that general economic changes will affect the housing market in a way we need to respond to promptly. 

Internal analysis

This report reviews the activities and performance of Housing Services.  The Delft model is used as a basis for comparing our own activities against best practice.   Although we have kept up with best practice developments, in order to improve the delivery of the service it is recommended that we look at a “property shop”.  The Principal Officer Marketing and PR has looked at Oldham’s experiences and is examining retail rental costs.

The corporate Head of Communications has developed a core communications team for the Council which includes the PO Marketing and PR. Housing is affected by the image of other council services and it is therefore considered a priority to assist the work of this team.  Whilst the Head of Communications has identified some directorate duplication of effort in monitoring the media (cuttings services) and storage of photographs, the overall affect of participation in this team will have an affect on resources of the Housing Services marketing team.

Marketing opportunities

Product analysis

Greater staff resources are needed to implement a proactive media and PR strategy to improve the perception of our products, especially amongst young people.  The school consultation, which took place two years ago, revealed young people have an outmoded view of flats with communal areas.

If we are to try and change perceptions it is, however, essential that product claims are matched by the product itself.

A SWOT analysis in this section of the report examines various aspects of our products.

Marketing strategies

A mixture of strategies needs to be employed – penetration of the existing market (retention of tenants through looking at how we can respond to peoples changing aspirations over a lifetime); market development through approaching new customers or re-recruiting old customers and product development (developing products to attract new customers including pricing/rental structural changes under business planning).

Key factors for success

These are identified as product preparation, customer service, developing sales skills of staff and resources to invest in products.

Market research required

We need to measure our own performance critically and establish market information systems.

Aims   

This section of the strategy sets up a broad context for the objectives and their strategy.  The objectives aim where possible to be “smart” (i.e. measurable and time specific with resources).  A detailed plan is provided for the main aspects; other tasks will be timetabled if resources can be allocated.

A publicity plan is also attached in appendix 10, though it remains to be completed.

Summary of the objectives

Internal communications

· All housing staff to understand 5 key points of the housing strategy to be measured by survey (below)

· A survey to be conducted to provide a benchmark to measure satisfaction of staff by December 2000

· Survey staff to set a benchmark for staff readership of  staff news (objective for initial measurement: 60% of staff)

Marketing council properties

· To achieve 300 lets through advertising during 2000/1 through increased conversions of enquiries to lets

· To raise awareness of the availability of council accommodation - with a target of 50% awareness during 2000 and 70% by 2002 (the method of measurement is to be decided).

· To establish a benchmark for a target to raise awareness of the freephone Property Hotline through the council tenant’s customer survey and any other surveys identified.

· To develop and implement a standard image for the Directorate across and publicity and information on properties to rent.  This should also abide by corporate image guidelines.

· The Marketing Unit to assist the management division in the marketing of properties through identifying target markets, providing appropriate publicity and advertising.

· Recommend the investigation of the possibility of opening a central property shop and if agreed providing a launch and publicity plan.

Marketing to specific market segments

· younger single people under 30 years

· younger families

Elderly Residents

The Principal Officer Elderly Services is conducting an ongoing review of strategy for this sector and this marketing strategy will be revised when that is completed. 

Key objectives for this year are:

· Re-launching Monica Court with a leaflet aimed at referrers and a PR event with feature in Salford People.  
· Assisting with the Salford Care on Call business plan with a new welcome pack, new leaflet and launching new brand logo for Salford Care on Call to increase recognition of service and awareness of telephone number. 
· A display for sheltered housing, the Salford Care on Call service and Monica Court has been prepared to exhibit at any promotional opportunities. 
· A successful joint promotion with other providers was carried out in July, which attracted approximately 300 visitors, with potential care on call customers and sheltered housing tenants. 
Changing the image of housing in the City 

· To release a positive press release each week (minimum of 52 per year)

· To produce a publicity plan for 2000/1 (attached – appendix 10) and for subsequent years by May 1st of each year

· To launch  major development/investments during 2000/1 including Tiger Moth Square and the Broadwalk  

· To increase readership of Salford People approval rating for the housing pages to 50% by summer 2001

Equal Opportunities

· We will improve the availability of our information in other languages and formats

· We will identify the numbers of people requiring such services
· The key issues arising out of the McPherson report and the Disability Discrimination Act will be reviewed and reflected in future updates of this Strategy
Contingency plan

A contingency plan can be added to the strategy when it is clear what staff resources are to be available.  If no further resources are to be provided then the strategic tasks contained within this report will be prioritised and progressed as existing resources allow. 

RECOMMENDATIONS FOR ACTION

· Developing a relationship marketing approach to address tenant retention: providing  loyalty bonuses and enabling tenants to move as their aspirations change (see p2.2.2 & 3.1)  PO Marketing/PO Rehousing
· Providing funding for specific promotions for a hotboard of properties and developing suitable packages

PO Marketing

· Setting up a central lettings shop and/or Mobile Unit and providing necessary resources to facilitate its operation. In essence setting up a combined “one stop shop/call centre” for letting stock (see 2.2.3).

PO Rehousing

· Conducting an extensive advertising and marketing programme including awareness raising (radio, tram, billboard and press) – at the same time establishing the level of staffing resources required to manage this programme effectively.
PO Marketing and PR
· Approaching other social housing providers for a joint campaign around the image of social housing - including the option of a Greater Manchester/North West Campaign through the Northern Consortium

Director of Housing Services

· Conducting a proactive public relations campaign  - addressing staffing resources to manage this programme. Identifying through the corporate communications team the constraints on letting which are created by non-housing issues.

PO Marketing and PR/Corporate Head of Communications

· Linking with the Elderly Strategy review to ensure a comprehensive marketing strategy for elderly housing services including “Care on Call”.

PO Marketing and PR/PO Elderly Services

· Continuing an annual review of Market Demand to establish the likely trends in demography and the emerging structure of our customer base
Head of Investment Strategy

· Establish marketing intelligence system
Head of Investment Strategy
· Commission a further report on staffing implications of implementing the objectives and strategy contained within this report.
Asst Director Strategy/ PO Marketing and PR 

MISSION  (from the Housing Strategy):

Our key areas of concern are:

· Low Demand for Stock in all tenures

· A rapidly ageing stock in all tenures

· An increasing polarized and vulnerable population

· Housing Costs and the development of an affordable and sustainable Housing Market

· The need to provide a value for money and responsive service

· The need to provide an effective service and strategy for Private Sector Housing including a modern approach to the Private Rented Sector

Our vision

The Housing Strategy does not stand-alone and has been developed within the context of the overall Strategic Plan for Salford, which covers the period from 1999 to 2007. Objective 2 of the Strategic Plan has the key objective of “Giving all people within the City the opportunity to live in a good quality home”. 

Housing also plays a key role in delivering the other 10 objectives of the Strategic Plan

2.
Evaluation of Opportunities
2.1
Environmental Analysis
2.1.1
Structure of the market
This section looks at demand for housing within Salford and the varying positions of our competitors, the actual number of competitors and their relative size; as well as whether the nature of the competition is changing. A number of market demand reports have recently been completed including the Northern Consortium of Housing Authorities, a report from CURS, a study by the DETR on low demand and Sheffield Hallam’s report on changing demand (produced for the Housing Corporation).

The market has collapsed in various areas of Salford affecting rented property in the public and private sector as well as owner-occupiers. This is characterised by:

·       properties being vacant for a long length of time

· in the public sector a high turnover of tenants accompanied by large numbers of offers 

· Increased mobility - greater choice is facilitating choice and turnover in the rented sector

· Houses are on the market for sale for long lengths of time accompanied by low house prices and abandonment.

On a regional level the market situation is caused by economic and demographic changes.

Locally (Salford and specific other Greater Manchester local authorities):

· The falling population has added to the situation.

· The cost of ownership is relatively low which has affected the rented sector

· Residents are concerned with the actual and perceived problems of crime and anti-social behaviour

· There is a mismatch between what people want and what we have (in terms of type of property and location)

· There are poor local facilities

· The age and obsolescence of much pre 1919 stock is causing problems for home owners

· There is a continuing reduction in demand for social housing and increasing problems with older private stock

Generally across the Country:

· Cuts in local authority investment have led to a poor image for social housing and further difficulties in letting accommodation.

Summary of information provided by various studies:

· The number of households is projected to remain constant to 2001 and then increase up to the year 2016

· Repair problems indicate much council stock is in a poor condition

·  In specific area of the City (Irlam, Pendleton and Eccles) households tend to move locally. 

· The reasons cited by people leaving Salford, were a desire for larger accommodation, better quality accommodation, better neighbourhoods and fear of crime.

· One quarter of residents of Salford are over 60 years and one fifth under 16 years

· 40% of people in housing need cannot afford local authority or housing association rents.

The following projections for demand have been made:

· a decline across most tenures except private rented (with an overall net demand)

· an  increase in demand for 

· small 1 bed and larger properties (please note that the range of choice may mean people choose larger properties if they can afford them)
· detached properties and bungalows

· specific locations - Walkden/Worsley and Kersal/Swinton

· a decline in demand for Little Hulton and Claremont/Langworthy/Weaste and Pendleton

· The demand for medium size accommodation in most areas is set to fall (see italicised proviso above)

· There will be a lack of demand for flats above ground floor in the Eccles area and in all inner City areas 

· There will be an oversupply of terraced and semi-detached accommodation.

· There is a demand from owner occupiers for properties in the Walkden and Worsley areas 

· There will be an increase in demand for private rented housing in Eccles, Kersal, Swinton, Langworthy and Broughton coupled to a decrease in owner occupation demand in the same areas.  (The proviso here is that these areas used within the Market Demand study are quite large and the demand may actually be for specific sub-areas).
Information provided by DoE in 1994 indicates that - 

The characteristics of Housing Association and Local Authority tenants are more similar than different – they have lower incomes than private renters and owners, are of above average age and there are a greater proportion of female householders (over 65s and single parent families). 

Rent levels -

For a comparison of rents between the social housing providers see appendix 2.  

The issues raised will be addressed in the business planning process; but it is clear that rents for one and two bed properties are not currently competitive.

2.1.2
Trends in the Market
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Number of current empty Salford council properties
SIZE OF THE MARKET: 

Looking at population trends and future demand & population split within Salford it is found:

· Between 1971-1991 the population shrank

· Half of the migration into Salford was from Greater Manchester.  

· In and out migrants to the City are more likely to be couples with/without children

· Those moving within Salford were more likely to be single parents 

· There is a lower rate of voids in the private rented sector than the social rented sector

· Salford has a population of around 230,000 which is projected to decline to 215,000 by 2016

· The reduced population will be accompanied by a decrease in household size.

· One person households will increase by 6,000

· All households will increase from 95,000 to 100,000 by 2016
COMPETITOR ACTIVITY

Our principal competitors are:

· Housing association and private landlords with properties in Salford:

The principal housing associations are William Sutton Trust, Northern Counties, Places for People (North British), Portico, Harvest, SPACE, Irwell Valley, Manchester Methodist and Anchor.

· Within the area our competitors include the adjoining local authorities and housing associations operating within those areas – our main immediate competitor authority is Manchester City Council. 
It should be noted that according to our research (University 1998)  73% of people surveyed that had moved out of a council home had gone on to rent a property with another landlord.

Please see appendix 7 for further information about how well our competitors perform in response to customer enquiries (the results of a mystery customer exercise).  

In addition to council properties there are over 45,000 housing association properties in the Greater Manchester area (pre-recent transfers data) with the highest concentrations in Salford (over 5,500) and Manchester (over 14,000). Salford has the highest percentage level of Housing Association voids in the Greater Manchester and Merseyside conurbation.

We have carried out competitor analysis and revealed the following:

Marketing activities in letting council properties:

· Oldham MBC – have opened an estate agent style shop, located in an ex-commercial premises in high street Oldham, connected to an internet site with a small selection of properties advertised as instantly available.  They claim to be able to let properties in a matter of days, as there are a pool of properties ready to let. On the Internet site if you register your name, address and phone number they will send details. There is a freephone number and the site advertises seven examples of properties with photographs (it states these are a small selection of properties available).

A senior manager at the housing department in Oldham considers it too early to judge the success of the shop as it has only recently opened but so far has been popular – with the majority of customers wanting furnished accommodation.

An initial briefing note on issues relating to a property shop is contained within appendix 13.  


· Bolton MBC opened a property shop to help people find low cost homes in 1997.  The shop is run through a partnership of the Council and several housing associations.  It offers properties to rent and buy.  The shop has easy to see displays and simple explanations of areas such as shared ownership.

· Manchester CC –operate a Homes for Rent telephone hotline which is promoted through regular advertising  (more general than our adverts) and small cards.  Enquirers can view as many properties as they wish and there is a central search for properties.  The Council also produce sheets of their top ten homes to rent, photos are pre-printed and do not relate to the properties on the sheet.  This list was featured was on their Internet site but has not been offered for some time. Manchester has future plans to open a cross tenure city centre central “shop” (its two private sector orientated empty properties shops have closed).

· Stockport operates a Home finder service for voids without a waiting list.  This is a free phone service. 

· Rochdale offer one central phone line for properties available 

· Irwell Valley HA run the gold service scheme, which was originally aimed at reducing rent arrears – to become a member tenants must pay their rent on time for 6 consecutive weeks. If in arrears they must agree a plan to pay them off.  The scheme offers a bonus of £52 a year, a speedy response to repairs, low cost home contents insurance, discounts on household goods, electrical goods, funerals, food and holidays, education grants and work opportunities within the housing association and with their contractors plus priority for transfers. IVHA say that 60% of those who were ineligible at the start are now joined up and there has been a 13% reduction in arrears, a 24% reduction in voids and 27% reduction in security costs. Repairs for members of the scheme are generally lower in cost.

IVHA has also discussed the possibility of cash incentives for their hard to let properties within Salford.

The mystery customer exercise carried out last year looked at the marketing effectiveness of local councils and housing associations (see appendix 7) - summary comments are:

· On the whole customer service was not good

· The best organisations were Stockport MBC, Bolton MBC, SPACE and Irwell Valley HA, but the caller did not receive immediate help with finding housing from any of the calls.

· We need to ensure that the Civic Centre is aware of our freephone number, as are any other public offices of the Council.  In addition it is obviously worthwhile circulating cards to other housing providers as the researcher was twice referred to Manchester Council

· We need to monitor our own performance through mystery caller research.
· The problems found with the Manchester hotline – inability to get through (on voicemail during the day or engaged) need to be examined with regards to our own hotline. 

Marketing activities in private sector housing:

Little is currently known centrally about the private sector activities of other local authorities in the area (in marketing renovation and renewal programmes).  These are activities that will enhance the image of the area and encourage owner-occupiers and landlords to invest in areas.  There is probably a great deal of anecdotal information known amongst individual officers. This information should be systemically collated to provide marketing intelligence.  This is currently the responsibility of the Marketing Unit and there are inadequate resources to systematically carry this out.

A plan has been approved for the development of the Web Site which would result in the development of a site about all housing issues in Salford, to provide information on developers schemes for sale, housing associations etc as well as grants and owner occupier maintenance advice.  This would be in advance of other authority web-sites and would set us apart.

CUSTOMER ATTITUDES

· Customer attitudes across all age groups are broadly comparable

· Social housing is viewed as the last resort due the poor image of social landlords (performance, quality, value for money)

· Working people aspire to buy and do not see rented housing as a long term option

· Council estates have become “emblems” of unpopular housing

Salford’s Quality of Life Survey looked at the views of residents – please see appendix 4 for a summary.  Our research commissioned from Salford University in 1998 looked at the views of people leaving council tenancies and people responding to our adverts – please see appendix 4.

The Sheffield Hallam study stresses the importance of involving customers if landlords want to address the issues of low demand estates.

SALFORD’S QUALITY OF LIFE SURVEY (all residents of Salford)

Key themes emerging from this survey were:

· Residents are concerned about crime, they want  places for young people to go and they want improvements to the physical environment 

· People find out about services through local newspapers, leaflets and the local magazine 

· The survey looked at satisfaction levels with council services used:

Housing repairs had a 39% satisfaction rate

*Tenant participation had a 20.9% satisfaction rate

*Housing advice had a 19% satisfaction rate

*These 2 services were identified by the survey as low levels of satisfaction

SALFORD UNIVERSITY (1998) research on council tenants moving and people responding to council property advertising
Key findings from this survey were – 

Advertising respondents

· 67% respondents wanted a house despite the adverts being for flats

· the most popular areas to live were Irlam, Worsley and Eccles

People who had left council tenancies:

· property condition had been an issue in their decision to move,  as well as dissatisfaction with the area they had lived in and their neighbours

· 50% of people in the survey had applied for a transfer whilst a tenant

· The respondents said that if they moved back into a council home they would want to live in Swinton, Pendlebury, Eccles or Irlam

Note: The recent DETR study found that three-quarters residents gave neighbourhood related reasons for moving in the study areas.

Customers buying decisions are affected by anecdotal information from other people, personal recommendations, press reports and the opinions of other “influencers”. Therefore key to the success of our marketing strategy is a planned programme of public relations and activities directed to satisfying existing customers.  This area of work needs to be adequately resourced.

Our image can not be changed overnight; therefore we need a clear long-term strategy to improve the public’s perception of council housing and the image of Salford as a place to live.  

This must embrace:

· internal communications (since our staff performance affects customer views) 

· high customer care standards

· a consistent visual presentation

· a public relations strategy 

· The improvement of our product through changes to our internal processes.

Our plans must cover the public and private sector as they affect each other and a private sector marketing strategy will be produced after the new private sector housing team is in position.  This new area of marketing would require resourcing. 

The area that has come to represent private sector housing in Salford is Seedley and Langworthy where there has been no long-term communications or public relations plan.  Although a corporate initiative, involving more than housing issues, it is also being seen as a test bed for housing regeneration.

SHEFFIELD HALLAM STUDY

The key recommendations for us in this study are the importance of 

· non-housing investment (neighbourhood strategy) to the success of housing related work

· spending money on what people want which means we need to be clear what people do want

· and managing low demand to retain core populations
CUSTOMER BASE: 
The characteristics of households living in Salford (see appendix 5) are:

· Half of single person households are over 60 years and half of these live in council properties

· Nearly a third of all council tenants aged are over 60 years.

· Of the single parent households in Salford nearly a half were renting from the council

· Of couples with children, a quarter were council tenants 

· Over a third of the population is under 25 years old, 12% are 16-25 years old

Potential customer groups:  

We have to target marketing to specific groups and make appropriate offers.  This is crucial when we examine appropriate communication tools; for instance marketing sheltered housing in the same way as other housing is not productive whereas personally inviting this group to an open day by letter is more successful. 

	Existing tenants
	Sheltered tenants

General tenants

	Prospective tenants 
	Singles      Couples

Families with children

Older people

	Prospective investors in housing


	Developers

Landlords



	Influencers


	Government officers

Press

Academics

Lobby groups

Professionals (e.g. doctors, social workers) 

Customers (word of mouth)

	Prospective employees
	


Influencers are all those who directly or indirectly influence the public, their views and reports eventually filtering down through the local media.  For example academics set the agenda for the serious media who then set the framework for the popular and local press.

2.1.3
Profitability
What characterises high and low demand areas?

Some characteristics of areas which become unpopular: stigma of certain localities, lack of affordable facilities, fear of crime, movement of particular tenants into areas, poor condition of properties (however not necessarily), unsuitability of accommodation  (such as an oversupply of flats) and local media negative coverage.

Our strategy will not therefore be successful without corporate initiatives on amenities and crime; taking action against nuisance tenants and selectively publicising our approach and working with the community and producing a positive media strategy based.  This is in addition to addressing why properties are available and reducing accommodation.

Reasons for popularity: “local preferences”, facilities and specific schools
The Corporate Communications Team is vital in addressing the reputation of schools and council services.  

2.1.4
Forces/Factors Outside Our Control

There are forces that are beyond our influence, which affect our marketing activities, these include competitor activities, government actions and technological developments.  The major forces affecting our ability to let properties are:

· 10,000 new properties to be built in East Manchester

· increased promotion by social housing competitors

· Homes in recent low cost home ownership going into the private rented sector as the collapsed market makes it for difficult to sell properties.

· Image of other council services

It is clear more alliances will be formed as social housing providers compete over a diminished pool of potential customers.  Our possible alliances are

· Joint marketing with Housing Associations and other landlords/developers in Salford to promote housing within the City. 

· Joint marketing with other Greater Manchester councils and housing associations to promote social housing

· Regional and national campaigns on social housing 

The GMLAs need to discuss whether they are willing to fund joint promotional activities and what resources can be provided to plan a campaign.

RENTS:

New business planning processes will facilitate decisions about the future of estates.  It will also enable us to examine our rent structure.  It is clear from examining our rents against our competitors (appendix 2) that for 1 and 2 bed properties we are not offering competitive rents and the comparative quality of our product does not justify this.  In addition to rent differentials we may need to examine whether in specific areas/types of property rents should change.

2.1.5
Cultural, social and economic factors
Changes in the society and economy have changed our customer base in a number of ways:

· The projected increase in households will mean more residents have shared access to children. 

· The rise in single parent households raises the need for facilities such as pre and after-school facilities.

· There has been an increase in specific types of crime and there is a perception that crime is prevalent.

· The social decline of estates creates a spiral – whether this pattern can be addressed by local authority intervention will be tested in Seedley and Langworthy. 

· Changing housing aspirations mean that certain types of housing are becoming more unpopular. 

· Housing needs do not equate to customer choice – a single person for instance might choose a house if s/he could afford it.

· The general economic climate does not indicate that there is likely to be any greater investment in local authority stock.

· Renewal and SRB funds are being invested in Eccles, Seedley and Langworthy and Broughton and it is unknown how this will affect demand in these areas in future years.
2.2 Internal Analysis

Having looked at the market, this report now examines our internal marketing performance and organisation – it is a brief audit of our current situation.  In 2.2.1 and 2.2.2 current models of best practice are examined against our own activities.

2.2.1 
Delft model:
There is discussion in the public sector of the potential benefits of adopting the characteristics of the Delft model, which operates in both low and high demand areas in the Netherlands (with variations for different areas).  The general approach is to

· Move away from a points based rehousing system,  to treat customers as homehunters responding to advertisements

· Provide customers with information on the stock available, the relative demand and likely waiting time.

· Every available property is advertised with details of address, rent and physical characteristics as well as local amenities

· A system for priority cases is adopted, tested by whether it meets the needs of homeless or medical priority households.

· Available properties if in restricted supply are labelled as being for particular groups such as transfer applicants.

· Excellent communications are needed to tell customers of availability of properties, on how to respond to adverts and guidance on any processes especially priority cases.

In most respects the DELFT model does not offer anything new to Salford Council, though we can make improvements:

· A new categorisation of voids is soon to be adopted which will take most properties out of the waiting list system and provide a structure for marketing properties (A, B, C classification).

· We have extensively advertised properties that are available generally and have a programme to develop

· The central monitoring of marketing enquirers will enable us to provide a better  service to people in search of a home as each customer can be tracked until their enquiry has reached a satisfactory conclusion

· Appendix 3 reviews the last 12 months of property advertising and marketing. It provides details of an intensive programme of advertising undertaken to let properties.  In addition we have had adverts in Yellow Pages and the Thomson directory, property pamphlets and 5 different co-ordinated area leaflets and a furnished flats leaflet. In the last 4 years we have also tested bus panel adverts, radio advertising, adverts in the national/regional newspapers (including the Sun and the Mirror. In addition an overtime budget has been provided to facilitate open days and funds have been provided for showflats.  All adverts have been monitored and reports produced on number of enquiries, lets, where enquirers are from etc. Eighteen months ago the freephone team was set up to provide a centralised “sales team” to take central enquiries, a role which has subsequently been developed so that all advertising calls are now initially taken centrally.   In this period incentives have also been tested in the Little Hulton area (insurance and removal costs).

The affect did not stop the upward voids trend; though it is difficult to quantify how high voids figures might have been without these marketing activities.

· Our future plans include advertising the availability of a lot more specific properties.

· The following characteristics have been identified as making adverts successful: the preparation of properties, targeting customers, providing resources to take enquiries, providing accompanied viewings, dealing quickly with enquiries and dedicating experienced staff to this task.

2.2.2
Recommendations from the University of Birmingham demand based study to social housing providers (1999):

· Introduce more effective forms of allocation

· Understand customer aspirations

· Improve marketing strategies for housing

· Identify best practice in marketing

 Salford City Council has been at the forefront of using marketing tools not previously associated with traditional council activity.  As most of the other Greater Manchester Authorities are suffering (to varying extents) with similar demand problems they have also improved their marketing techniques.  Our immediate challenge is to change our processes to provide the right behind the scenes organisation focussing on improving our product, whilst improving and expanding our marketing, in particular developing and improving our sales techniques.  A key obstacle to success has been the availability of numbers of “fit” properties for marketing.

The recent Sheffield Hallam study reported the measures introduced in response to low demand: more choice for tenants (e.g. larger properties), greater flexibility, community lettings, furnished tenancies, marketing, mixed tenure communities and environmental improvements.  All these measures have been taken in Salford.   

2.2.3 Progress in marketing

The attached report attached in appendix 3 and the information contained in 2.2.1 indicate the progress we have made in marketing public sector properties.  However there is still much to be done:

· The establishment of the freephone Property Hotline enables us to promote/communicate one point of contact.  During the last 6 months The Marketing team have been attempting to prepare the area housing offices in order to promote them as lettings offices.  The idea is that as potential customers visit, they are seen and dealt with straightaway (not sent away with a form and incomprehensible booklet) and are offered information/advice on property availability.  

· We are moving away from the “waiting list” culture to an estate agency culture by

· Planning to produce packs of information for people given appointments

· Encouraging staff to promote properties in all areas of the City (CCT did not facilitate this)

· Introducing a two-part form - part one only asks for very minimal information and part 2 is completed at an interview with a member of staff, providing opportunities to provide advice on availability. The content is currently being agreed.

· Displaying properties to let in public areas of offices and liaising with other directorates to identify other opportunities.  A procedure is currently being agreed between the area offices and the Marketing Unit.

· Setting up an internet web site that includes a property to rent section, which provides a search facility to identify specific properties

· It is recommended that since some customers also like to “browse” and talk to staff on a face to face basis, we must consider as an immediate priority opening a lettings “shop”.  This should be in addition to the area office network and a building should be selected that is both high street and accessible by public transport. Resources would therefore need to be allocated to the rent of a building, fitting the shop out to a private sector standard (private booths and display equipment to the standard of an estate agent or building society) as well as training.  The freephone team would be located in this building and sales trained staff would run the counter and phones. This would be complementary to the development of one-stop shops as Internet access could support council staff in other offices.  The staffing implications of this initiative would need to be reported upon by the P.O.Rehousing.  It is doubtful whether opening a shop would reduce footfall at area office counters, as extra time should be spent on customer orientated take-on interviews. This might reduce the high number of offers made that are refused.

The costs of leasing a shop, and fitting it out, in various high street locations are currently being investigated.  It needs to be ensured that the shop is in the right location, staffed with specialist/sales trained staff and fitted out to a high specification.  

2.2.4
Internal communications:

In spring/summer 1998 staff were invited to a forum to discuss internal communications, the outcome was that the standard of communication was considered patchy:

· They wanted more information in the staff newsletter and a distribution system to ensure everyone could get a copy – this was done

· They wanted to see the tenants newsletter at the same time as tenants – this has been done

· They wanted the better distribution of other documents

· They wanted management to look at information generally – preferably facetoface

· They wanted improvements to electronic information dissemination

Though an under resourced area, internal communications is currently a mixture of personnel and communications responsibilities.  On the communications side the directorate issues the staff newsletter.  The major challenge for the newsletter is to truly incorporate City Building Services.

 Competition means that we must invest in things that differentiate us and that help us to improve performance. Studies show that businesses that get internal communications right reap rewards in improved performance.  The flip side is that informal communications take place anyway leading often to misinformation. 

The Marketing Unit is unable to provide resources to the development of the communications function, though the Directorate is in critical need of a plan of internal marketing.  Please see appendix 8.

2.2.5
Corporate Communications team

The Housing Services marketing staff are now part of the Corporate Communications team which is headed by the Head of communications and has a remit to propose changes to improve the council-wide communications function.  The Communications report produced in summer 2000 plans to introduce changes to reduce duplication of resources in providing a media cuttings service and photo library database, which potentially will free some resources within the Housing Services Marketing Unit.  However, the involvement of the Housing Services’ Principal Officer Marketing and PR in weekly meetings and potentially in specific corporate projects will also have implications for on-going work within the Marketing Unit.

2.3
Marketing Opportunities Analysis
2.3.1
Product Analysis

Our product is made up of a number of layers.  There is the core product which is the accommodation itself and the total product which consists of the services provided, our ability to respond to the changing aspirations of customers (relationship marketing) and our reputation (please see below).  We need to address all the areas that make-up the total product.

Total product – homes to rent

	CORE PRODUCT
	ENHANCED PRODUCT
	TOTAL PRODUCT

	Housing 
	Relationship with customers – responding to changing needs and aspirations
	Image/branding

	
	Accessibility of services
	Reputation

	
	Service performance
	Communication

	
	Continuing value for money – continued repurchase
	How easy it is to get a property


People choose to buy between comparable products based on “brands”.  Our brand is affected by other factors beyond our control.

· There is little to differentiate our product from our competitors. Services such as furnished flats no longer differentiate our product range as other social landlords have adopted them. It is imperative that we examine the needs of our potential customer groups to identify whether there are other products that we can offer and for which there is a market:
· Is there a market for furnished houses given the number of low-income single parent households?
· Would opening a property shop increase the demand for furnished accommodation? (see Oldham’s experience 2.1.2 – Competitor activity)
· We also need to examine the long term relationship we have with existing customers and how we can maintain those relationships by responding to changing needs and aspirations either through enhancements to their properties (loyalty reward) or offering moves to other accommodation.

· The perception of our customers of our products and our service is by influenced by our image. Our image is affected by a number of factors (fundamentally the reality of people’s experiences) including media coverage and therefore we must develop a robust and proactive media relations strategy.  Additional resources must be allocated within Housing Services or the Press Office must be identified for this.
· Marketing is about communicating real benefits of products to customers – the product must match claims for it to be successful.
· Since the market demand study found that most people move locally and that we have an ageing tenant population it is important for us to affect the views of young people and also have a proactive strategy for schools.  Currently it is unclear whether the tenant participation team would have the resources to carry out such a campaign.
· Some organisations have looked to re-brand their products – offering council accommodation under a name not associated with the council.  

This should only be considered if we have improved the product, its availability and how we let accommodation effectively (otherwise we are trying to offer the same old product under another name which people will instantly see thorough). Otherwise we would waste considerable sums of money creating recognition of a new name when the problems of image would remain and we would lose the recognition that we already have. The only value of re-branding is if we can address the image of council housing, which should be addressed first. Positive brands are built upon people’s positive experiences of products, on top of which a successfully marketed brand adds value.

Appendix 12 looks at the products we will be marketing by A, B and C classification.

SWOT on council homes
where can we match internal strengths to external opportunities?

	S - internal strengths
· Potential relationships with long term tenants

· Potential for use of customer data to retain tenants – using segmentation techniques (i.e. offering different customer groups different loyalty incentives)

· The purchasing power of the Council over smaller competitors

· Variety of stock

· Day to day repairs service

· Possibility of co-ordinating modernisation programmes to hit an estate at once.

· A number of sales outlets  - offices with housing staff (area offices and other housing owned/leased buildings)

· Offer customers security of tenure, no deposit and low rents


	W - internal weaknesses
· do not exploit synergy – the competition  between Area Housing Offices limits selling across City

· Information Technology and the provision of marketing information

· Our underdeveloped selling process

· preparation of voids/readiness of properties to rent

· flexibility of products to customer expectations

· lack of specialist sales training of staff

· lack of internal communication

· lack of flexibility of local authorities to be capable of making market based decision – politically acceptable/legal restrictions

· lack of consistency across area offices

· area offices compete

· constrictions on investment

· high cost base

· inadequate investment 

· low level of satisfaction with housing repairs in QofL survey


	O – opportunities

· limited possibilities for market penetration in Greater Manchester 

· low customer awareness of what is available

· developing customer loyalty programmes to retain/attract new customers

· adapt to stay with customer over their life and changing expectations

· more households create more housing opportunities – for smaller households

· joint promotions with other social housing providers across GM conurbation  to address image of social housing

· Proximity to regional Centre – Manchester and Lowry and Quays

· Eccles development

· Opportunities to actively market properties in Walkden area, Swinton, Kersal, Broughton/BF and Ordsall – HD Study 

· Increase in households due and increase in single person households

· Marketing to young peoples


	T – external threats

· Increasing competition /mobility

· non-housing factors affect popularity of estates – such as schools, crime

· stagnant market/erosion of the total LA market share

· reduced affect of promotion as other landlords advertise

· poor reputation of the council/councils collectively as a landlord

· available choice to customers facilitates mobility/turnover

· perception/reality of prevalence of anti-social behaviour and crime

· on specific estates inadequate provision of public transport and facilities

· trend is likely to be for HA rents to drop

· Low cost o/occupation and sluggish market will lead to some of these properties going into private rented sector

· Ageing profile of council tenants


NOTE ON SWOT: This is not an exhaustive list but applies the SWOT criteria to marketing our products.  The “so what” criteria should apply if it is not relevant to competitive dis/advantage, market share etc then its not worth identifying.

When compiling the list think of the way we operate and the environment in which we operate in relation to our competitors - private rented housing, housing associations, local authorities and low cost home ownership

2.2.2 Marketing strategies: market penetration, product development and market development are the alternative options for marketing strategies (the fourth “diversification” is not appropriate for our public sector business)

· Market penetration: 

Market penetration is the development of existing markets, principally retaining young renters. We must examine new approaches to retaining (through loyalty schemes offering real benefits for remaining a customer and addressing issues that cause tenants to move elsewhere).  This is a vital approach as we are going to have great difficulties in attracting large numbers of new customers in the foreseeable future, until the City in general improves its reputation and major changes are made to address the perceived difficulties of social inclusion.

We also have to change our outlook on keeping tenants in one property and accept and change to be customer orientated.  If a tenant’s needs change (family size) they obviously need to be rehoused but people’s aspirations also change and they may want to move (can afford bigger property, want a garden, want a house etc).  It is recommended that we examine how we might develop new approaches to relationship marketing with existing customers. 

 The new Internet site will have exchange site, which can facilitate displays at area offices, but this still leaves the onus for tenant’s aspirations to the customer.

The elderly services market:

The following points have been put forward with the PO Elderly Services.  Good customer care, rewarding loyalty etc are just as valid for older people but the incentives may need to be different.

· Older people are in Salford in great numbers

· There is less anti social behaviour / problem tenancies attached to this group and they are more often the perceived victims

· They have access to a wide range of benefits to support independent living

· They often stay put 

· They may be our most ‘loyal’ tenants i.e. having been with us for many years and value the council as landlord, remembering the days of poor quality private rented accommodation which they may have personally experienced

· In the case of older people we need to enable people to feel they can move freely about the City and into a different accommodation types as much for individual reasons of choice as to narrow boundaries based on housing & pure medical need.

· Moving house is often seen as an upheaval which people tend to avoid as they age. 

Therefore we should not only be supporting moves into sheltered accommodation with ‘moving packages’ which take the strain out of the move.  This should include the whole organisation of the move (canceling and arranging services, change of address, supervise removal etc)

· Added value services e.g. cleaning, laundry & shopping may help retain and entice older people looking for access to support in the home no longer available via the Social Services route and at a cost and relies on their own arranging and paying for these services. N.B these services are still available via S/Services but only to people with an assessed need. There are people and families who would choose to have help with these activities. This is in addition to our developing and separately marketing very sheltered housing on the Monica Court model which is multi agency approach to providing a cost-effective alternative to residential care

· Siting P.C’s with Internet access within all sheltered schemes could attract people. This could be utilised positively in a number of ways e.g. to consult with our tenants ,easy access to opinions, promotes inclusion in the decision making process not to mention novelty value, education and promotes independence by introducing older people to say on-line banking and shopping

·  We are investigating the possibility of  joint marketing in sheltered accommodation within other providers– a single brochure which details all housing options for older people across all providers 

A joint marketing/ common approach will streamline access to this sort of housing and would be accompanied by a real awareness about which ‘products’ were most attractive and in demand. We can they make informed choices as to market or seek alternative uses for those with minimal demand (again irrespective of provider) as people vote with their feet and their purses about which products they are choosing.

· At an are office level sales skills for sheltered services will undoubtedly be compounded by a lack of understanding of the additional needs of older people. 

The PO Elderly Services has put forward the idea of a new identity for sheltered housing together under an up to date ‘front’ but the PO Marketing and PR and PO Elderly Services feels this is premature until we have a up-to-date “new” product.
· Market development: 

Market development is the identification of new markets and targeting young renters. Our broad approach to improve marketing to new customers should be:

· raise awareness amongst potential customers of our products and how to contact us – expanding and developing marketing initiatives

· improve the “sales” process (see proposals for shop and property displays at offices) to convert more enquiries to customers

· eradicate competition between the Area Housing Officers so as to not waste sales opportunities 

· improve marketing techniques  and have clear target audiences

· develop partnership working to improve communication with other housing providers, including housing associations and councils

· Product development

Product development is changing products to attract new groups of customers, either enhancing our homes with new features or offering different types of housing altogether:

· We need to review the likely changes in customer base (such as single person households and single parents) and examine changes to our products in response.  This has to be based on information gained at customer panels/focus groups. There may be facilities that inhibit specific customer groups from renting our properties (certain types of furnishings such as electrical goods, carpets etc) or local facilities, such as laundrettes. 

· Rents – price sensitivity will be examined as part of the forthcoming business planning process and opportunities and decisions made can be incorporated into a revised marketing strategy.
Market opportunities in the future: we need continuous market research on what people think  - such as what potential tenants think of our products lettings process (including utilising researchers as mystery customers)

2.2.3
Key Factors for Success/Barriers in marketing council homes

· The speed and quality of product preparation – contractor and management issues

· Performance in core business areas – service from staff, repairs and maintenance 

· The sales abilities of staff and knowledge of properties available

· Resources available to invest in product development

2.2.4 
Further Market Research required
A monitoring system needs to be set in place to:

· Conduct mystery customer research (such as appendix 7) that examines whether processes recently introduced to “sell” properties offer genuine improvements and assist us in achieving targets

· Introduce marketing questions into the next tenants satisfaction survey to establish how we can improve our service and products

· We need to identify a research method to examine whether the level of awareness of the availability of our property has improved

· Establish a marketing information system (setting up a system to retrieve information on customers and competitors and collate competitor promotions)

· Audit of all publicity and information and public areas
3. Overall Aims

Key aims from corporate communications strategy (2000) 

*
Promote Salford as a city of national importance

*
To encourage businesses to locate within Salford

*
To encourage existing residents to choose to live and work in the City and encourage new people to settle here

*
To promote the Council as one organisation and raise awareness of its services

*
To give the public information they need to make the best use of the City Council

*
To listen to the public and enable them to have a voice in the quality and provision of services

*
To assist staff in performing their duties to the best of their abilities

Summary of corporate communication’s strategy approach
Make information freely available; enable wider access to electronic public information systems; implement a consistent style utilising corporate style guidelines to promote the council’s identity; increase 2 way communications to ensure feedback to improve services; assist staff in acting as ambassadors of the organisation and help staff deal with change.

The corporate communication’s strategy has no actual measurable objectives for us to include in this strategy, however it can be said that having reviewed the Communications papers there is nothing inconsistent within this marketing strategy.

The Head of Communications recent report was agreed and involves the PO Marketing and PR in a corporate communications group.

In addition Housing Services’ broader aims are:

*
Improve the image of council housing

*
Provide marketing within the context of Best Value – compare our activities to our competitors and provide in the most cost-effective manner

Housing Participation Compact communication commitments:

*
Annual publication of the housing strategy in Salford People and consultation via the Housing Strategy Panel

*
Drawing up capital programmes in consultation via Strategy Panel

*
Consultation on investment options via the Tenants Conference and Salford People 

*
Publicising the resources available for tenant participation annually in Salford People 

3.1
Objectives and Strategy 
Internal communications

· All housing staff to understand 5 key points of the housing strategy to be measured by survey (below)

· A survey to be conducted to provide a benchmark to measure satisfaction of staff by December 2000

· Survey staff to set a benchmark for staff readership of  staff news (objective for initial measurement: 60% of staff)

1. Make staff news available through other media such as Intranet

2.
Utilise the Intranet to provide minutes of key meetings, press releases and job adverts

3.
Summarise the housing strategy to staff using 5 key points

4.
Examine the content of the staff newsletter through a survey, aiming to increase the readership

5.
Manage change in the directorate by prempting gossip on restructuring and providing relevant articles in the staff newsletter, posting briefings on the Intranet (as a basis for team briefings) and briefings from senior managers  

6.
Introduce a staff suggestion scheme

7.
Propose a rewards scheme for staff/teams to recognise performance

Currently there are no staff resources to carry out neither large-scale staff consultation nor activities 2,5,6 and 7. 

Marketing council properties

· To achieve 300 lets through advertising during 2000/1 through increased conversions of enquiries to lets

· To raise awareness of the availability of council accommodation - with a target of 50% awareness by 2000 and 70% by 2002 – research/survey methods to be identified.

· To establish a benchmark for a target to raise awareness of the freephone Property Hotline through the council tenant’s customer survey and other surveys to be identified.

· To develop and implement a standard image for the Directorate across and publicity and information on properties to rent.  This should also abide by corporate image guidelines.

· The Marketing Unit to assist area office staff in the marketing of properties through identifying target markets, providing appropriate publicity and advertising.

· Recommend the investigation of the possibility of opening a central property shop and if agreed providing a launch and publicity plan.

Strategy to improve and develop our marketing techniques: 

1. Age banding -if this is revised in Eccles it will provide opportunities to attract younger people and the availability of flats will need marketing to younger age groups.  A positive public relations plan is needed for providing information to older residents on the plans. 

2. In future we will be able to market more specific properties across the City through the new voids categorisation which will facilitate new forms of advertising such as estate agent style features. The management division should prioritise preparation of voids in line with the new categorisation and co-ordinate with the Marketing Unit on immediate marketing of any low demand voids in higher demand areas

3. We are developing an Internet site, which will work with and not separately to other marketing initiatives providing lists of properties for displays and the proposed shop. The Marketing Unit will identify various sites providing links that we need to be connected to so that we are easily found by people looking for accommodation information on the Internet (e.g. Manchesteronline etc)

4. The Marketing Unit will publicise the freephone (and if adopted - the shop) through cards, new property booklets, posters, interior bus panel adverts and other distribution channels. The cost of billboard advertising is to be examined and a proposal developed. 

5. The Principal Officer Marketing and PR will liaise with the management division to provide information for advertising at an earlier time to co-ordinate advertising and bring together different area information into one advert where appropriate.

6. In line with the findings of the Housing Demand Study we will exploit local marketing opportunities such as marketing flats in Eccles to young people in Irlam.

7. It is proposed to identify incentives to offer with “hotboard” properties (carpets, curtains and white goods).  These will be special promotional properties advertised on the Internet and provided to display in offices.  This will be piloted at 10 properties per month with an offer worth an average of £400 each.  This would require a budget of £32,000 for 2000/1, which will be funded for this year only out of the existing marketing budget as a pilot.  These properties would not be advertised in the press so would not have any other marketing costs attached. 

8. We will raise the profile of area offices as lettings offices including signs indicating where the offices are if they are off a main road and other actions previously discussed in item 3.
9. A more general public profile to raise awareness will include activities previously identified - signage, billboard style advertising, radio advertising and continuing to utilise the Salford People magazine.
10. We will improve the impact of advertising by:

The earlier booking of advertising and specifying exactly what is to be advertised so that this can be viewed within our strategy for each area.

11. The Principal Officer Marketing and PR will develop a proactive public relations strategy for our proprieties for rent including celebrating the 1,000th furnished tenancy and other landmark events as well as positive stories about tenants of council properties and communities.  Please see the comments about resources and the need for other staff in the directorate to prioritise this work contained in the attached report (appendix 9). 

12. Areas to produce ideas in conjunction with myself for positive PR for target areas for advertising throughout the year.  This is intended to lead to a more targeted approach of marketing, both in planning and the provision of resources, with more coupling to strategic decisions about demolition and investment plans.

13. We should propose joint advertising with other local authorities and housing providers to buy bigger impact advertising in a range of publications including the higher cost Manchester Evening News. This has resource implications for funding and in which staff/ agency implements such a campaign. The adverts would not advertise individual properties but promote social housing and contact numbers.

14. Other continuing actions:

· Develop new communication channels
* A new A-Z of council services is being published in 2000 and the Marketing Unit will discuss with the Communications Manager the content (housing sections have been submitted)

* Shop – see appendix 13


* Link Internet to one stop shops 

· Try advertising in new publications including new morning free newspapers

· Continue sending information and special promotions to employers and organisations

· Update Property to Rent booklet

This will be thematic instead of area based and with one contact phone number aimed at target audiences – families with children and couples/single people (we already have one for older single people and couples).   

· New furnished flats leaflet is at the printers

14. Other actions to be progressed: 

· Investigate cheaper interior bus adverts

· Using tenants associations in marketing initiatives 

· The Trafford Centre management needs to be contacted regarding any promotional opportunities and their cost – such as leaflets on information stand/temporary stands etc

· The University should be contacted regarding promotional opportunities 

· Tram advertising has been investigated and is to be developed as an affordable media to raise awareness of our products and contact details

· In the past we have raised the possibility of recommend a friend scheme – it is proposed that a £50 cash reward is offered after the “friend” has stayed 6 months limited to a number of recommendations per tenant.

· A system to systematically provide better market research and marketing intelligence is needed to monitor views of customers and competitor activity. Currently this is conducted ad-hoc as it is not resourced and should be tied into the business planning process.  Regular surveys addressing the image of the council and our housing should be conducted with the Housing Strategy Panel.

Tenant retention – 

1 We should examine relationship marketing and loyalty schemes:

· We must examine and respond to the changing needs of “profitable” customers, organising around customer needs rather than our organisational needs – this would involve examining processes to enable existing customers to be able to move home. We should be more able to adopt such a strategy than RSL/private sector competitors due to the extent and relative diversity of stock, which is a competitive advantage.  The priority must be to retain younger tenants.

· Examine loyalty bonuses for tenants for 5-year periods – for instance a crime package (lighting, alarm or fencing package)

It is recommended that both these areas be investigated.

2. We must make the right information available including area newsletters where needed to fully inform people about our plans. An information review (including the Tenants Handbook) and audit of all area office public areas is to conducted.
3. The Council has stated its commitment to providing access to new technology through information points in public buildings.  The Housing part of the website must be interactive to provide feedback and ease of access to services with a long-term plan to increase the interactive nature of the site. 
4. The welcome pack provide to new tenants should be reviewed as to whether it addresses people’ information needs, whether it is customer orientated and whether it encourage contact and feedback. 

Marketing to specific market segments

1. younger single people under 30 years 

This group is important due to the ageing profile of existing customers.  

Elements of the above strategies aimed specifically at this target audience include:

· A radio campaign on youth orientated media aimed at changing image and raising awareness of freephone number

· Locate Manchester City Centre venues and Trafford Centre information points to leave cards advertising Property Hotline/shop

· Billboard advertising to younger people working in Manchester City centre – positioning our accommodation as affordable housing and challenging the perception of flats

· Influence prospective tenants earlier – contact with schools and colleges as young people from Salford had misconceptions about high-rise living and council accommodation in general. 
2. Younger families
This group is important due to the ageing profile of existing customers.

· We will market to this group through advertising specific houses through the Advertiser and the Manchester Evening News as well as distributing information through Health centres/doctors and other council offices.  Our media relations need to address the views of this group. We need to value them as customers.

3. Specialist marketing of elderly stock
The Principal Officer Elderly Services is reviewing a strategy for this sector and this marketing strategy will be revised when that is completed. 

Planned 2000/2001:

· Re-launching Monica Court with a leaflet aimed at referrers and a PR event with feature in Salford People.  
· Assisting with the Salford Care on call business plan with a new welcome pack, new leaflet and new brand logo for Salford Care on Call. 
· A display for sheltered housing, the re-launched mobile warden service and Monica Court is being prepared to exhibit any promotional opportunities. 
· A successful joint promotion with other providers was carried out which attracted approximately 300 visitors, with potential care on call customers and sheltered housing tenants.
· We are investigating the possibility of  joint marketing in sheltered accommodation within other providers– a single brochure which details all housing options for older people across all providers 

A joint marketing/ common approach will streamline access to this sort of housing and would be accompanied by a real awareness about which ‘products’ were most attractive and in demand. We can they make informed choices as to market or seek alternative uses for those with minimal demand (again irrespective of provider) as people vote with their feet and their purses about which products they are choosing.
Items for development: 
· Moving house is often seen as an upheaval which people tend to avoid as they age. 

Therefore we should examine supporting moves into sheltered accommodation with ‘moving packages’ which take the strain out of the move.  This should include the whole organisation of the move (canceling and arranging services, change of address, supervise removal etc)

· Examining added value services e.g. cleaning, laundry & shopping may help retain and entice older people looking for access to support in the home no longer available via the Social Services route and at a cost and relies on their own arranging and paying for these services. N.B these services are still available via S/Services but only to people with an assessed need. There are people and families who would choose to have help with these activities. This is in addition to our developing and separately marketing very sheltered housing on the Monica Court model which is multi agency approach to providing a cost-effective alternative to residential care

· Siting P.C’s with Internet access within all sheltered schemes could attract people. This could be utilised positively in a number of ways e.g. to consult with our tenants ,easy access to opinions, promotes inclusion in the decision making process not to mention novelty value, education and promotes independence by introducing older people to say on-line banking and shopping

· At an are office level sales skills for sheltered services will undoubtedly be compounded by a lack of understanding of the additional needs of older people. 

The PO Elderly Services has put forward the idea of a new identity for sheltered housing together under an up to date ‘front’ but the PO Marketing and PR and PO Elderly Services feels this is premature until we have a up-to-date “new” product.

Changing the image of housing in the City 

· To release a positive press release each week (minimum of 52 per year)

· To produce a publicity plan for 2000/1  (attached) and for subsequent years by May 1st of each year

· To launch  the following development/investments during 2000/1: Tiger Moth Square, and the Broadwalk  

· To increase readership of Salford People approval rating for the housing pages to 50% by summer 2001

1.
To develop and implement a radio campaign with an agency to address our current poor image.  We have an example of how this might be achieved from the advertising agency of Key 103 (a youth market) who produced a campaign for Hull Council. We should utilise satisfied tenants more as allies and advocates in this and other campaigns.

2.
See item 13 on page 19  – we need a positive campaign to change the image of social housing with other local authorities and housing associations.  It is recommended that this be raised by the Director with other Greater Manchester local authorities.  The aim should be a re-positioning of council housing as affordable housing and challenging current perceptions. 

3.
Many young people have outdated perceptions of multi-storey accommodation: a publicity campaign should address the facilities available, the people who currently live in such accommodation and the security. 

4.     We need the careful management of publicity on action on antisocial behaviour to challenge the perception that such activity is tolerated but not deluge the media with stories that will reinforce the attitude that estates are hot beds of nuisance.

5.      We will promote positive messages from the forthcoming tenant satisfaction survey

6. We need to agree a co-ordinated approach to tackling the management and PR problems of a number of “notorious” estates.  Staff from a number of divisions need to plan out a programme of positive press initiatives (including the Principal Officer Marketing and PR, a Press Officer to incorporate corporate points of view, Tenant Participation and the Area Manager) – for example the Valley estate and other identified areas. - The Press office has suggested starting with Langworthy and Seedley, though broadly agreeing to this approach.

8. To assist in the building of the brand, through consistency, differentiation, positioning (improve product and have effective dialogue with customer) and we need to establish customer panels. 

9. Our media strategy must address our relationship with the local media, regionally, nationally and specialist press. Regular housing spokesman media briefings should be offered to the Advertiser and Manchester Evening News.  In addition we must establish the media implications of all reports, analyse media coverage for current opportunities, publish our news on the Website and liaise with the Press Office to provide media training for spokespeople and community leaders

10. Influencers - 


This is a separate target audience and includes the housing media who influence potential employees, the local press who influence people living in or who might live in our housing and the national/regional press who influence the City’s overall image and the image of social housing.  This is an underdeveloped area due to lack of resources and much work is needed with the Communications Manager and Press Office.  Please see appendix 9 press review.

· The developing Website needs to represent both the council and the city well to users and much intensive work is needed by the Marketing Unit with IT services.

· Regular magazine articles need writing for the housing and local government press – please see June feature in Northern Housing as an example
· The issues addressed in appendix 10 need to be resourced
· A framework of events aimed at promoting the work we do amongst government officers needs to be established including award entries.
Equal Opportunities

· We will improve the availability of our information in other languages and formats

· We will identify the numbers of people requiring such services
1. We will review corporate guidance being developed and implement it consistently with other directorates

2. Make publications and information available on tape and in translations where needed

3. We will review our arrangements with Salford Link Project to ensure they are adequate

4. We will establish key issues arising out of the MacPherson report and the Disability Discrimination Act

4 
Marketing Communications

4.1
Promotional Plan and mix

Utilising advertising, sales promotions, media and public relations, publicity, relationship-marketing techniques. 
4.2      Communications Plan and Budget breakdown


Budgets are the main marketing budget and the overtime marketing budget.

Actual timetable of actions is interim at this time

18-month tactical plan  - to be updated when the outcome of the restructuring is known and a private sector-marketing plan can be integrated (when the new team of staff is in post).

	OBJECTIVE
	SOLUTION
	TIMESCALE
	WHO IS RESPONSIBLE?

	All housing staff to understand the housing strategy 


	Summarise the housing strategy to staff using 5 key points



	To be measured in survey
	Marketing team

	A survey to be conducted to provide a benchmark to measure satisfaction of staff by December 2000
	Manage change in the directorate, providing relevant articles in the staff newsletter, posting briefings on the Intranet (as basis for team briefings) and senior managers to conduct briefings 

Introduce a staff suggestion scheme

Propose a rewards scheme for staff/ teams to recognise performance
	Survey – annual Autumn
	Resources not identified

	Survey staff to set a benchmark for staff readership of  staff news (objective for initial measurement: 60% of staff)
	Make staff news available through other media such as Intranet

Examine the content of the staff newsletter through a survey, aiming to increase the readership


	Survey – annual Autumn
	Resources not identified

	To achieve 300 lets through advertising during 1999/2000 through increased conversions of enquiries to lets


	Internet site

Shop. 

publicise freephone: cards

new property booklets, posters

interior bus panel adverts 

billboard advertising

Programme of advertising

identify incentives to offer with “hotboard” properties

Signs for offices

A proactive public relations strategy &  ideas in conjunction for positive PR for target areas 

propose joint advertising with other local authorities

.

continuing actions:

A-Z of council services is 

new morning free newspapers

Using tenants associations in marketing initiatives 

The Trafford Centre

The University 

Tram advertising 

Recommend a friend scheme 

Better market research. 

	Autumn 2000

?

summer/autumn 2000

ongoing

?

winter 2000

starting summer 2000

autumn/winter 2000

as resources are identified 
	PO Marketing and PR

PO Marketing and PR

PO Marketing and PR

?

PO Marketing and PR

AHMs

PO Marketing and PR

Director

PO Marketing and PR



	To raise awareness of the availability of council accommodation - with a target of 50% awareness in 2000 and 70% in 2002.
	Tasks as above

Put forward questions for inclusion


	2000/2002
	PO Marketing and PR with Press office and Best Value team

	To establish a benchmark for a target to raise awareness of the freephone Property Hotline 
	Identify appropriate research methods
	2000
	PO Marketing and PR with Press office and Best Value team

	The Marketing Unit to assist management division in the marketing of properties through identifying target markets, providing appropriate publicity and advertising.


	Advertising programme for the year
	Continuous
	PO Marketing and PR

AHMs

Voids teams

PO Rehousing 

	To develop and implement a standard image for the Directorate across publicity and information on properties to rent.  


	This should also abide by corporate image guidelines.
	Summer 2000
	PO Marketing and PR

	Recommend the investigation of the possibility of opening a central property shop and if agreed providing a launch and publicity plan.
	Put forward recommendation
	?
	PO Rehousing

Publicity - PO Marketing and PR

	To release a positive press release each week (minimum of 52 per year)


	Agree a publicity plan

systematically following up press releases issued

We will promote positive messages from the forthcoming tenant satisfaction survey

We need to agree a co-ordinated approach to tackling the management and PR problems of a number of “notorious” estates.  

publish our news on the Website 

provide media training for spokespeople and community leaders


	Summer 2000 and ongoing

Dependent on staff resources

2001

Autumn/Winter 2000/1

Autumn 2000

2001


	PO Marketing and PR

. 

PO Marketing and PR

PO Marketing and PR/AHMs/Press Office/PO Tenant Participation

PO Marketing and PR

Press Office

	To produce a publicity plan for 1999/2000  (attached) and for subsequent years by May 1st of each year
	positive campaign to change the image of social housing with other local authorities and housing associations


	2000/1
	Director

PO Marketing and PR

	
	trade magazine articles 

Planning and providing more suitable news items for radio and television.

Assist tenants groups in gaining press coverage for their activities

Providing regular briefings from the Cabinet’s housing spokesperson to key local journalists

Plan for award entries that we might consider for public relations purposes.

Area Housing Managers and the Tenant Participation team to contribute stories

Plans for key areas

Programme for national campaigns and events with more advance notice so that we can identify events we may wish to take opportunities to take part in such as GOSH (a week promoting sheltered housing)


	Unknown – resource issue

Autumn 2000

Continuous


	At the present time the workload of the marketing unit does not allow for this more intensive public relations work, without re-prioritisation which in may opinion is not possible as the other major workloads are publicity and information provision, marketing our stock and marketing private sector initiatives.

PO Marketing and PR

AHMs

PO Tenant Participation

Liaison with Press Office

- inadequate resources to implement however

	To launch development/investments during 2000/1: Tiger Moth Square, Broadwalk etc
	Programme awaits appointment of Principal Investment Strategy Officers
	Winter 2000/1
	

	To increase readership of Salford People approval rating for the housing pages to 50% by summer 2001
	Establish customer panel and review content
	Winter 2000/1
	PO Marketing and PR

PO tenant Participation

	We will improve the availability of our information in other languages and formats


	Review relationship with Salford Link Project

Act upon corporate recommendations
	Autumn 2000

? in progress
	PO Marketing and PR

	Establish a marketing campaign for elderly housing services
	To assist the warden service business plan:

Provide branding an help launch

Promote sheltered housing
	Meeting in June
	PO Marketing and PR

PO Elderly Services

	We will identify the numbers of people requiring such other formats than written English
	Customer satisfaction survey
	Winter– annual
	PO Marketing and PR

PO Tenant Participation


BUDGET – 

Marketing and promotions budget - 220,000

A-Z




  1,500

Design with Graphics Unit

13,000

Weekly adverts


80, 000  
(50 weeks of MEN & others)

Special advertising

(radio/tram etc)


10,000

Salford People


12,000

Photographs



 5,000

Property to rent booklets

1,000


Property leaflets/posters

2,000

PR events



5,000

Displays



1,500

Equipment



1,500

Housing Strategy (print)

1,000

Tenants Conference


3,000

Lettings incentives 


35,000

Research

Elderly services


4,000

Private sector (incl.energy eff.)
30,000




Manuals



3,000

Handbook/pack


4,000 

Total = £212,500

In addition 

Marketing overtime budget

Staff costs of Marketing Unit and sales team (freephone staff)

Resources need to be allocated for

Shop rental costs and over shop related overheads

Fitting costs of shop

(Assumes staffing is within the existing staff complement)

4.3
Measuring and monitoring 

Strategy Panel, Staff Survey, Publicity audit

	OBJECTIVE
	MEASURING

	All housing staff to understand 5 key points of the housing strategy to be measured by survey (below)


	Staff survey  annual

	A survey to be conducted to provide a benchmark to measure satisfaction of staff by December 2000
	Staff survey  annual

	Survey staff to set a benchmark for staff readership of  staff news (objective for initial measurement: 60% of staff)
	Staff survey  annual

	To achieve 300 lets through advertising during 1999/2000 through increased conversions of enquiries to lets


	End of year marketing review

April 2001 and annual

	To raise awareness of the availability of council accommodation - with a target of 50% awareness by 2000 and 70% by 2002.
	2000 and 2002 – methods to be identified 

	To establish a benchmark for a target to raise awareness of the freephone Property Hotline 
	methods to be identified 

	The Marketing Unit to assist area office staff in the marketing of properties through identifying target markets, providing appropriate publicity and advertising.


	End of year marketing review

April 2001 and annual

	To develop and implement a standard image for the Directorate across publicity and information on properties to rent.  This should also abide by corporate image guidelines.


	End of year marketing review

April 2001 and annual

	Recommend the investigation of the possibility of opening a central property shop and if agreed providing a launch and publicity plan.
	End of year marketing review

April 2001 and annual

	To release a positive press release each week (minimum of 52 per year)


	Quarterly press monitoring report:

October 2000, January 2001, 

April 2001, July 2001

	To produce a publicity plan for 2000/1  (attached) and for subsequent years by May 1st of each year
	Annual

Feedback in April 2001 press report 

	To launch development/investments during 2000/1: including Tiger Moth Square, Broadwalk
	To be agreed

	To increase readership of Salford People approval rating for the housing pages to 50% by summer 2001
	To establish with Press Office timescale for surveys

	We will improve the availability of our information in other languages and formats


	Annual publicity audit

	We will identify the numbers of people requiring such services
	Tenants satisfaction survey

Autumn annual
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Appendix 1

HOUSING DEMAND STUDY 1999: (NCHA)
According to the DETR the number of households will remain constant to 2001 and then increase up to the year 2016

· there is a higher than national average of unoccupied stock in Salford at 6.2% (compared to 3,9%) which is highest in Little Hulton  and Blackfriars/ Broughton/Ordsall

· there are particular problems with older housing stock in the City

· repair problems are more prevalent amongst those living in council properties (65% of all council households were identified as having repair problems compared to 44% of outright owners)

· ethnicity – 95% of people  identified themselves as white British 

· Mobility:  of households who had moved within the last 5 years there is a tendency for households originating in Little Hulton to move to the Walkden and Worsley areas; in the general areas of Irlam, Pendleton and Eccles households tend to move locally.  In the inner city areas residents remained local or swapped over west to east and visa versa

· The reasons cited by people leaving Salford, were a desire for larger accommodation, better quality accommodation, better neighbourhood and fear of c rime.

· A small number of respondents in “unaffordable” accommodation were council tenants

· One quarter of residents are over 60 years and one fifth under 16 years

· Of people not receiving benefits, around 40% have trouble paying for their accommodation

The study made the following projections for demand for accommodation:

· a decline across most tenures except private rented (with an overall net demand)

· an  increase in demand for 

· small 1 bed and larger properties

· detached properties and bungalows

· in specific areas Walkden/Worsley and Kersal/Swinton

· a decline in demand for Little Hulton and Claremont/Langworthy/Weaste and Pendleton

· There will be pockets of demand for social rented housing in Walkden/Worsley Kersal/Pendlebury/Swinton and Broughton/Blackfriars/Ordsall and in the same areas demand for one bed accommodation 

· The demand for medium size accommodation in most areas is set to fall

· The study anticipates a demand across Salford for detached houses and bungalows; as well as ground floor 

· It is advised there will be a lack of demand for flats above ground floor in Eccles area and in all inner City areas 

· There will be an oversupply of terraced and semi-detached accommodation.

· There is a demand from owner occupiers for properties in Walkden and Worsley areas 

· There is a lack of demand for over ground floor flats in inner city areas and also terraced accommodation

· There will be an increase in demand for private rented housing in Eccles, Kersal, Swinton, Langworthy, Broughton and Eccles coupled to a decrease in owner occupation demand in the same areas.

· There will be a demand for 1 bed accommodation (2,800) in Broughton, Ordsall, Kersal, Swinton And  Walkden/Worsley

· 56% of people in housing need could afford local authority average rent.

· There will be surplus stock (public and private) in Little Hulton and inner city west (especially Langworthy and Pendleton)

· There are marketing opportunities for  Kersal, Swinton and Eccles

· 40% of people in housing need, can not afford local authority or Housing association rents.

1994 DoE information - 

Characteristics of Housing Association and Local Authority tenants are more similar than different - lower incomes than private renters and owners, above average age, a greater proportion of female householders (over 65s and single parent families). 

Current breakdown of household type

	Singles
	35,592
	35%

	Lone parent families
	7,947
	8.6%

	Couples with no children
	24,027
	25.9%

	Couples with children
	16,942
	18.3%

	Couple with children and adults
	2,329
	2.5%

	Couple with single adult
	5,803
	6.3%

	2 Couples
	316
	0.3%

	1 Adult
	2,790
	3%


Housing in the NW of England – Centre for Urban and Regional Studies, Uni. Of Birmingham 1999 – This study found a the decline of the core of Greater Manchester including Salford and Manchester, with growth in popularity of edge of conurbation

	Area
	Owner occupation 
	social rented
	private rented

	Liverpool
	50%
	22%
	10%

	Wirral
	73%
	37%
	13%

	Warrington
	74%
	22%
	4%

	Manchester
	35%
	52%
	13%

	Bury
	76%
	
	

	Salford*
	52%
	40%
	7%


*Taken from separate data.

Percentage change in voids between 1996-98: Wigan 32%, Salford 38%, Tameside 53%, and Wirral 17%

Salford voids as of end of March 2000 1806 (1999=2127; 1998=1663; 1997=1362; 1996=1564)

APPENDIX 2

 COMPARISON OF RENTS 

Figures from Housing Services 1999 rent review

	
	Salford Council
	Private
	HA

	1 bed
	£42.47
	£55.95
	£36.82

	2 bed
	£44.01
	£63.69
	£43.95

	3 bed
	£45.65
	£68.70
	£56.16

	4+ bed
	£46.80
	N/A
	£62.61


Housing Associations -

Registered Social Landlords in 1996 (Housing Corporation information)

Average assured weekly rents excluding service charges as of March 1996 in NW

	
	With > 5,000 props 
	With < 5,000 props
	Specialist (mostly elderly)

	Bedsits
	33.77
	32.19
	32.65

	1 bed
	40.95
	40.27
	38.45

	2 bed
	48.53
	45.02
	48.00

	3 bed
	55.25
	50.60
	48.14

	4 bed
	63.13
	56.50
	84.19

	Average
	47.68
	44.47
	37.06


Average weekly rent in the private sector in the NW (1996) was £73 according to the Joseph Rowntree Foundation.

APPENDIX 3

REPORT TO DEPARTMENTAL MANAGEMENT TEAM

Review of advertising and marketing of voids April 1999– March 2000

Sue Hill, Principal Officer Marketing and PR

26th May 2000
This report has been produced as a review of the advertising based lettings performance of the Directorate.  It is produced as an appendix to the main marketing strategy.

Executive summary – 

· Less lets produced than previous years

· Advertising was, however, more cost effective due to careful control of expenditure

· The first priority to improve our performance is to increase the conversion of enquiries to lets through effective customer contact by our sales team (freephone team and lettings teams at area offices), including accompanied viewings and proactive follow ups and ensuring properties are available to let.  This contact must be “seamless” to the customer even if it requires different teams of staff and involves a number of processes.

· The second priority is to increase public awareness of the availability of properties and the freephone number through publicity, public relations and advertising.

· The third priority is to providing effective marketing to people who want to personally visit an “office” rather than have contact with us over the telephone or Internet.

· The fourth priority is to plan to integrate the selling of properties via phone, office and internet

· It should be noted that in terms of our lettings performance, marketing and sales are the “front-ends” of the organisation.  The voids teams have continually raised the problems in the speed and flexibility of the preparation of empty properties (involving management and contractor issues). 

1.
Review of advertising in the last financial year

1.1 
Progress on objectives contained within last year’s report
· Raise public profile of our adverts and raise awareness of the availability of properties – increase awareness to 50%. 

This is set for review this summer when we will request a question be contained within the Quality of Life survey.   This has been progressed in the last 12 months through features in Salford People, press advertising (now only using the freephone number), leaflets and posters.

· Investigate the process “problems” of advertising enquirers and examine the problems of referrals from the freephone team to the Area Offices.  

The PO Rehousing and myself carried out a brief review of voids procedures with a number of senior housing officers.  This was a response to our student conducted research which identified a large proportion of freephone enquirers were not being contacted by area offices after their initial enquiry.  The referrals issue is now being dealt with by the Freephone team who are responsible for monitoring the progress of individual enquirers.

This review also established that generally after one-off area marketing exercises no follow up of enquirers was taking place by area office staff  (i.e. if they did not want what was offered at the open day they were not contacted again).   This problem is now also being addressed by a change in the process - as all enquiries to all adverts are being taken centrally by the freephone team who then have the responsibility of monitoring the progress of the customer and ensuring follow-ups take place.

A mini survey, as follow-up to last year’s advertising research, will take place to monitor whether customer satisfaction with the changed arrangements has improved.  This is planned for the Autumn of this year, but will depend of staff resources (it should not be conducted by any staff involved in taking calls).

· Make proposals on the improved use of electronic communication to market our services and improve our image

This has been the subject of a report to DMT and subsequent liaison with IT services and is in progress.  Information and forms for the priority areas of the site have been provided to IT services.  IT services are also currently addressing technical issues in providing the property to rent database on the World Wide Web (please see 3.1).

· Examine ways to improve the presentation of public areas  of the Area Offices  and re-profile the offices as “lettings offices”– 

An audit is currently in progress and will be completed by August.  This will make recommendations on how customers may perceive the department through a visit to a specific office, how presentation may be improved and how standardised provision of information might be achieved.  

This has not been completed so far due to workload within the Marketing Unit. 

Limited actions have been taken to provide the possibility of better displays at area offices with display equipment purchased from the marketing budget for Irlam, Swinton, Blackfriars, Newbury Place, Cromwell Road and Little Hulton.  The Marketing Unit also provided digital cameras and software to facilitate area office displays.  On the whole this has not been successful and in completing the audit it is proposed to meet area office voids teams and re-look as to how this might be practically achieved.  After discussion with various forums, including the Voids Team and the Assistant Area Housing Managers, it was clear that the IT and presentation skills do not exist for this task (coupled with area office workloads – as it takes longer for non-marketing staff to produce publicity) and it should be done centrally by the Marketing Unit.  A process is to be established as a priority in June to carry this out (see 1.4) combined with producing more “estate agent style adverts” in the Advertiser.  .   

In addition, it makes more sense for the Marketing Unit to complete this task, as even with templates and strict guidelines there is still much variation on corporate identity when display material is produced by other staff.

More generally, at the AAHMs forum we are discussing proposals for a co-ordinated set of information leaflets and better presentation of information sheets and notices produced by AHOs.  It has also been agreed that the Marketing Unit produces promotional packs for each area. (See 1.4)

1.2
Summary of performance
In summary the total number of advertising lets has been:

1999/00 
248 lets from 41 weeks of advertising, from an expenditure of £41,263 at an average costs of  £167 per let. (target per let is under £250)  



Average of 20% conversion of enquiries to lets from 1,304 enquiries.

Comparison to previous years:

1998/99
311 lets from 43 weeks from advertising, from an  expenditure of £60,615 at an average cost of £198 per let.



Average of 17% conversion of enquiries to lets from 1,456 enquiries. 

1997/98   
300 lets reported from an expenditure of £54,899 at an average cost of £186.50 per let



Average of 17% conversion of enquiries to lets from  1,719 enquiries

1996/97 
340 lets reported from an expenditure of £53,494 at an average cost of £157 per let. 

1.3
Break down of costs by area

	Area
	‘96/97 lets
	Av. Cost ‘96/’97
	‘97/98

lets
	Av. Cost ‘97/’98
	‘98/99

lets
	Av. Cost ‘98/’99
	‘99/00

lets
	Av. Cost ‘99/00

	Swinton
	69 
	£119
	19
	£103
	24
	£224
	44
	£115

	Pendleton
	12
	£307
	9
	£301
	1
	£71
	5
	£101

	LH
	82
	£275
	89*
	£291
	22
	£471
	20
	£202

	Precinct
	62
	£79
	47*
	£82
	27
	£77
	17
	£178

	Irlam
	10
	£60
	0
	£740 (cost of ad)
	7
	£153
	Only as part of joint ads
	

	Ordsall
	14
	£270
	31
	£121
	26
	£212
	17
	£248

	BF
	47
	£135
	48*
	£97
	37
	£237
	22
	£183

	Worsley
	7
	£303
	-
	-
	15
	£197
	4
	£253

	Eccles
	15
	£87
	45
	£99
	14
	£114
	1
	£709

	Freephone
	-
	-
	-
	-
	138
	£96
	118
	£101


1.4 Comments on performance

We need to do address improve our performance in 2 ways:

· Further improve our conversion of enquiries to lets.  We have increased from 17% to 20%; the target for this year must be 25%.  Since processes have been changed in the way advertising enquiries are dealt with this should be an achievable target for the freephone team.

We need to improve this performance as the total number of enquiries has fallen.  

· Whilst maintaining the cost effective expenditure of the marketing budget we have achieved we need to continue to examine and try out new ways we can bring in more enquiries through other types of advertising.  This has to be put in context of staff resources available within the marketing Unit and therefore prioritised.

Overall we are becoming more dependent on marketing activities, which includes word of mouth referrals, to generate lets.  We have a smaller pool of enquirers, which we need to make maximum use of.  The better service we provide to enquirers, the more likelihood of word of mouth recommendations.

 Even within the context of disposals and demolitions to respond to falling demand, we need to accept that to generate customers we must provide a quick, responsive, customer orientated rehousing service that rids itself of waiting list orientated procedures.   These issues are being addressed at voids team meetings with heads of area office voids teams.  Recent recommendations from this forum include:

· Agreement to replace RVAL form with a 2 part shortened form.  The first part is minimal and the second part is to be completed by a member of staff at a take-on interview.  This is currently being agreed prior to circulation.

· Agreement to carry only the freephone number on all adverts (specific property adverts are still linked to open days).  This provides a central monitoring point to ensure appropriate follow-up activity is taken. Additionally this will assist marketing aimed at raising awareness of the availability of council properties, as we only need to communicate one number.

· The Marketing team to provide shared displays of information advertising all area's properties, not just that management area’s properties.  This will be started to coincide with the estate agent style adverts in June and a procedural note will be circulated.  The regularity will depend on workloads within the Marketing Unit.

· It has been discussed how we can introduce a clear procedure for referring on enquirers to other management areas (when a caller presents at one area office).  The Marketing Unit is to produce 9 information packs (for each area) so that if an enquirer is referred to another office the officer makes an appointment at the appropriate office and gives the caller a pack which includes information on the area and a map.  The voids team group also is seeking to recommend that further performance targets, do not penalise staff who spend time with customers who proceed to let properties in other management areas.

Showflats

The “special” budget provided by the Assistant Director for Housing Management was cut and although budget provision was made in the marketing budget less usage has been made. Again this year an allocation will be made for carpets and redecoration and some furniture is still available for any showflats organised.  Their use will be encouraged where it would facilitate a marketing campaign (where there is a number of a type of property available in an area)

We have had “permanent” showflats at Newbury Place (furnished) and Precinct (unfurnished).  There has also been the potential to use void furnished flats as showflats in places like the Views. 

4.
Overtime

Approximately 620 hours of marketing overtime has been paid in 1999/00.  In order that we continue to offer some flexibility it is important to continue to offer this to the Area Offices.  Most of this overtime has been used to provide adverts that offer Saturday viewings.  We need to examine how we can continue to provide out-of –hours viewings to callers of the freephone team.

5 Incentives

We have discussed as part of the Internet property site having a hotboard of special offers with incentives, please see main marketing strategy. 

6.
Review of 1999/2000 activities by Marketing Unit

6.1
We have taken actions to address the low public awareness of the availability of council property, improve the image of properties through advertising and raise awareness of the freephone number, in addition to our main work (in respect of voids marketing) of placing advertising with the purpose of achieving lets.

In our last research it was established that around 60% of respondents said they had not been aware of the availability of Council properties prior to seeing an advert. 

We have carried out the following: 

·  credit card size cards  in Walkden CAB promoting properties in the Little Hulton and Worsley management  areas

· We have tried out adverts in a  number of new magazines  including “For Rent” 

· We have continued with an extensive programme of general advertising (41 different adverts focussing on the Manchester Evening News, which has been proven to generate the most lets), distributed property to rent posters and booklets.  In addition we have tested specific promotional opportunities such as a banner on one of the A6 bridges and banners on a block of flats in Eccles and on the end of the row of shops adjacent to Newbury Place housing office.

· We placed a full-page “estate agent” style advert in the Advertiser that generated 84 enquiries.  At this stage it is unclear whether a high number of enquiries could be sustained if this style of advertising was conducted more regularly.

· Estate agents project:  - we have attempted through the purchase of equipment, training on the use of the cameras, the provision of a design template and specially designed paper to encourage area offices to display specific properties to rent in their public areas.  We have been unable to publicise that people can expect to see such displays if they visit an office as the initiative was only taken up “patchily”.  This has led to a changed in proposed approach – displays produced centrally by the Marketing Unit for area offices and a proposal for a central lettings “shop” (see main Marketing Strategy.

Promotional sheets for properties have been provided for Swinton Office, by the Marketing Unit, to coincide with their adverts  - their non Valley based advertising has had a higher conversion rate of enquiries to lets; though of course this is a higher demand area than most.  The presentation for Swinton office is proposed to be adopted as a model for other areas.

· A leaflet aimed at young people (16-25 years) produced with Glyn Meacher, explaining all the housing alternatives open to them in the public and private sector, including council flats. 

· A new format was developed for the adverts utilising photographs of the properties at the beginning of 2000.  The affect of the change in presentation, along with the change in approach to utilising the freephone number will be monitored.  No conclusions can be taken at the moment as it is too early (in previous years January – March was a better season for lets anyway).

· We carried out a page advert in Salford People to raise awareness

· Sheltered – An extensive brochure of sheltered accommodation was produced and four pilot open days were organised in the Autumn of 1999 leading to 12 immediate lets and in addition a boost to the waiting lists for Astley Court in Irlam and schemes in Walkden.  A leaflet aimed at GPs and other professionals relaunching Monica Court is in production and in addition we are developing a number of other sheltered initiatives. 

6.2.1 Proposals to continue to raise awareness of our services are contained within the main marketing strategy
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 APPENDIX 4        CUSTOMER ATTITUDES

SALFORD’S QUALITY OF LIFE SURVEY (all residents of Salford)

Key themes:

· Want more police – awareness of crime and security (cctv not seen as important except in Blackfriars, Kersal and Ordsall)

· Want  places for young people to go

· Want improvements to the physical environment – but note that this was most  popular amongst private renters, shared owners/owners, older people and people with young children 

· “Get tough with nuisance neighbours” was the lowest rated of the important factors  – but it was a higher choice in particular areas and amongst council tenants and HA tenants and for people over the age of 60 years

· People find out about services through local newspapers, leaflets and the local magazine – half find out about council through local newspaper. 3 in 10 respondents read the magazine or leaflets, one in five find out through neighbours and friends

· when looking at the  level of satisfaction with services used:

Housing repairs had a 39% satisfaction rate

*Tenant participation had a 20.9% satisfaction rate

*Housing advice had a 19% satisfaction rate

*These 2 services were identified by the survey as low levels of satisfaction

· The preferred method of contacting the council was the phone but above average numbers contact in person in Ordsall, Blackfriars and Broughton and Charlestown.

SALFORD UNIVERSITY (1998) research on council tenants moving and people responding to council property advertising
 Key findings – 

Advertising

· 67% respondents wanted a house despite the adverts being for flats

· the most popular areas to live were Irlam, Worsley and Eccles amongst

People who had left council tenancies:

· property condition had been an issue,  as well as the area and neighbours

· when asked what would make them stay they said better repairs, modernization and addressing crime

· 50% had applied for a transfer whilst a tenant

· if they returned to a council tenancy they would want Swinton, Pendlebury, Eccles and Irlam

· 73% of relinquishments respondents had gone on to  rent a property from another landlord

Follow up advertising research conducted by a student:

· only half of the respondents thought we provided sufficient information on properties

· The factors identified as being important in choosing a home– central heating, rent, number of bedrooms, double glazing and local amenities (also as lesser priority:  fitted kitchens, size of property, standard of repair and size of deposit)

· Other facilities identified as desirable– alarms, gardens, security, carpeting, external painting, drive, cleanliness and washing machine.

· Marketing related criteria– respondents wanted to be able to view at specific times, get benefit calculations and information 

· Importantly 70% of enquirers were interested in what we had to offer

APPENDIX 5

CUSTOMER BASE: 
Characteristics of the households living in Salford

· Half of single person households are over 60 years (approx. 17,800) and half live in LA accommodation (approx. 8,900).

· 29% of all council tenancies were tenants aged over 60 years.

· Of the single parent households (35,592) – getting onto half were renting from the council (approx17,700)

· Couples with children (16,942)– quarter were  LA tenants (approx. 4,200), three quarters owner occupiers

· 85% households in LA accommodation earn less than £863 a month

· over a third of the population is under 25 years old, 12% are 16-25 years old

Segmentation of potential customer groups:  

We have to provide our potential and existing customers appropriate offers that understand their needs.

Characteristics of existing tenants:
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APPENDIX 6

Some LA figures from Gary Rearden – 1st quarter 1999/2000; remaining figures from Annual Reports 996/97/98

	LA
	Council homes
	breakdown of council home
	Lettable voids
	Average rent
	Tenanted props
	other

	Bolton

265,800
	22,338

(1998)
	70% houses

30% flats

40%: 3 plus beds

31% 2 bed

28% 1 bed
	505
	£32.43
	97.74%
	5,600 housing register (1997)

	Bury

182,067
	9744

(1998)
	5111 house

2882 flats

815 bungalows

89 maisonettes

270 bedsits

3528 1 bed

3241 2 beds

2845 3 beds

129 4 beds+
	141 
	£35.89
	
	3039 housing register



	Stock-port

122,000
	13,896
	Includes 22 multi-storey blocks of flats

511 bungalows

6821 houses
	145 
	£32.56
	
	Waiting list of 6,000 r

Home finder service 

	Rochdale
	17,368

(1998)
	6,041 bed

5,205 2 beds

5,854 3 beds

268 4 beds

10,679 houses/bungalows

6,689 flats
	327


	£38.36
	
	central phone line offer decorating vouchers

estate caretakers

	Oldham
	19,676

(1998)
	43% flats

57% houses/bungs

7326 flats

9612 houses

5849 1-2 bed, rest bigger 
	443


	£35.10
	98%
	1997:

4652 on housing register 

	Tame-side
	18,443
	9709 houses

972 bungs

7762 flats (800 ms)

2% 4+bed

31% 3 bed

35% 2 ,  32% 1 bed
	514


	£38.62
	
	6769 on register

(43%fams, 

36% singles/

cples, 19% eld)

	Wigan

313,000
	28,185
	555 bedsits

5834 1 beds

7696 2 beds

13170 3 beds

390 4+beds
	421


	£36.34
	
	5391 on register

 plus 3600 transfer requests

	Trafford

218,300
	11,536
	5706 houses

1048 ms flats

1183 med rise flats

2491 LR flats

129 maisonettes

979 bungs

3245 1 bed

3608 2 bed

3809 3bed+
	171 avail to let
	£36.16
	
	

	Manchester

432,641
	78,929
	49,971 houses

27,317 flats

1641 maisonettes

15,269 1 bed

23,538 2 beds

40,122 3beds+
	
	£46.59
	
	

	Salford 230,510
	31, 368


	18,000 houses/bungs

13,000 flats

8,000 1 bed

12,500 2 bed

11,500 3 bed +
	Curr 1,900
	£41.00
	
	


Manchester:

· Similar trend to Salford - falling population and more households

· Nearly 65% of Manchester residents are under 35 years old (cf to 48% nationally); 9% are lone parent households cf to 4% nationally; 38% Manchester of households rent from the Council; 13% of households rent privately (over 43% terraced), 7.3% rent from HAs.

· They predict by 2011 that 40% of the City’s households will be single - biggest growth amongst people over the age of 30 years.

· Officer at a conference in July 1998 – housing demand information is being gathered, led to 800 furnished tenancies plus supported tenancies aimed at young people, and a pilot project using low demand properties to provide family support and play facilities.

· Callers are generated for the Hotline from adverts and a top ten leaflet. Feb ‘97 – April’00 they let 2,736 properties (16% of council lets).
APPENDIX 7

Mystery customer exercise – how well do our competitors deal with potential customers
Information was gathered by our work trainee who was herself looking for housing so aware of questions she might reasonably ask but was not briefed on what to expect so for all intents and purposes was a genuine enquirer, though she did not intend to view any properties.

Our researcher was asked to ring a number of housing provider including our own civic centre and one of our higher demand housing offices (the latter 2 to see if they would direct her to the freephone number).  Where we couldn’t easily find a specific number I gave our researcher a general number assuming that is how a member of the public would usually come into the system. Julia’s home address was provided so we could monitor what was sent in the post as a follow up.

The basic premise our researcher was asked to adopt was to tell the member of staff who answered the phone that she was moving into the area and did they have accommodation at relatively short notice?
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This report is in her own words:

Manchester City Council – the general town hall number on 0161 234 5000

They gave me the direct number and then said they could not help me to find a flat quickly and told me to ring a hotline number and they could tell me what was available.

I phoned the number 839 2888 but the answering machine was on and it was only 1.30 p.m. on a Friday afternoon.  I called again on Tuesday a couple of times and the line was engaged.

I don’t think that this service is as good as it should be.

Rochdale MBC - 01706 647 474
I was told I will not have priority because I don’t work in the area and I don’t have family in the area and I don’t know anyone in the area.  The advice they gave me was to rent a flat privately but that might not be what I am looking for.

Bury MBC 0161 253 5501
They gave me a direct number (0161 253 6233)

They said I would have to have some sort of local connection to get a flat quickly.  They then said I would have to rent privately before I could get my name on the council list to speed things up.

Trafford MBC

They said they could not help me and told me to ring Manchester CC.

Stockport MBC - 0161 474 4401

They said they couldn’t help me straight away and I should phone “Homefinders” on 0800 195 9195 and they would assist me and I wouldn’t have to go a list.

I called Homefinders and they said they have nothing available straightaway and I would have to fill in an application form then wait 2 weeks for an interview.  I do not think they were very helpful.  They also suggested I ring Manchester CC.

Please note they did send a card to the home address Savita gave them asking her to contact Homefinders for an appointment (but with no phone number).

Tameside MBC - 342 8355

They put me through to a general enquiry point and they told me to fill in an application form, then I would be registered and wait a month before I was given points which would guide how quickly I was dealt with  

Note:  The application form duly arrived in the post.

Sent in post: a black and white booklet (a simpler version of our area profile booklet), an application form plus a list of properties that we presume are available though no guidance/explanation was provided.

Wigan MBC - 01942 827 419

They said I needed to fill in an application form and would go on the waiting list but there is no way I would get a flat straight way.  I was told to go for an interview.  The lady was very abrupt in manner and made me feel she was rushing me so she could get off the phone.  I didn’t even have time to get the address before she put the phone down on me.

Bolton MBC - 01204 522 311

They told me I would have to go on the waiting list and depending on what area I required would be how long I had to wait.  They were very helpful and said they would send me an application form with information on where they had flats and houses.

They sent in the post an application form and a guide to the housing register (a version of the area profiles booklet)

Oldham MBC

They said they couldn’t help me at all and I should contact the homeless department and gave me the address.  They said if I wrote down my situation that they would know how quickly to deal with it.

SCHA (now Space)

Savita contacted them twice accidentally

737 5276

1.
They were not helpful at all.  They said they did not have anything at all for me but they would send me an application form.  They made me feel very uncomfortable, the woman sounded so miserable and it made me feel I couldn’t ask anything else.  She was not very knowledgeable either.

2. 
They took a while to answer and then put me through to a lady called Karen Rogers.  She told me that the only thing they had straight way is a 2 bed flat in Weaste.  She told me to go to Bridon Street and have a look and if I am still interested to go and see her.  With all the places I have rung I thought this lady was more helpful.  At least there was some discussion about a property within a relatively short space of time.

IVHA- 610 1000

They put me through to the lettings department and they said they would send me an application form.  I said I wanted the Salford area and they said I wouldn’t have to wait for very long but they would have to put me on the waiting list.  Sine the month was booked for appointments I couldn’t get an offer immediately anyway.  When I return the form I will be offered an interview.  The lady was as helpful as she could be but I would have liked more information on how long I might have to wait.

St Vincent’s HA 865 6565

They put me through to someone who said they would send me an application form.  When I asked her how long I would have to wait for a property and what would happen, she was very abrupt and said she wasn’t sure until she got my application form and put the phone down on me.  She was not really bothered.

St Vincent’s HA sent in the post a leaflet on applying for housing with them, plus an application form and a list of properties in the area.

Portico HA- 745 8181
They said they could not give me a place straight away and told me to contact the council at Turnpike House, but when I asked them for the telephone number they didn’t have it.

Salford CC Civic Centre

They told me to contact housing and gave me a number – Blackfriars office.  I phoned them and they said the nearest office to me is the Precinct and to go in and tell them my situation and they would help me.

Salford CC Irlam Office

She said to get a place straight away I would have go to my nearest housing office and complete an application form and then they would try to help.  But she said that over the age of 25 years old it’s my responsibility to find accommodation.

Though the telephone conversation is not recorded:

Manchester Methodist HA sent in the post an application form plus details of a specific development (no visuals/photos)
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From the Housing Press:

B&N Housing and YMHA coupled together to employ a research company to do mystery shopper research on the public sector’s helpfulness to enquirers:

Researchers posed as typical applicants – on the whole Housing Associations performed worse, with staff anxious to get the caller’s name and address to post off a form, but not willing to offer help beyond this nor were they willing to provide information.  They performed a typical gatekeeper attitude that is associated with organisations that have waiting lists.

Estate agency staff who were representing private landlords were found to be more helpful, better informed and genuinely keen to help

Local Authorities also were found to be friendly, provided positive responses and were willing to describe various types of property they had available.

APPENDIX 8 - INTERNAL COMMUNICATION

This is currently a mixture of human resources and communications responsibilities.  On the communications side the directorate issues a bi-monthly newsletter that is attached to payslips, sent over to CBS or sent to staff who do not work in office environment.

Competition means that we must invest in things that differentiate us – help us improve performance. Studies show that businesses that get internal communications right reap rewards in improved performance.  Informal communications take place anyway

Issues:

· We have a poor communication cascade

· Environment of change combined with poor communications is creating misinformation.

· Communication is a part of all leaders jobs (and is part of EFQME) and needs their commitment.  In times of change leaders should be visible.

· For a customer focussed organisation communication is not an option and is everyone’s responsibility.  We need to specifically communicate where the organisation is going, information that affects specific staff, personal opportunities, what staff need to do their job as well as successes and progress and new policies.

· Communications must be timely

Communication tools

· Newsletter –include educational about what people do, non urgent company news, social news, recognise team performance

·  Surveys to monitor progress and establish targets – measures people satisfaction of EFQME – looks at what people think of newsletter and whether they read it, attitudes

·  team meetings – indirect communication should reinforce face-to-face communications

·  briefings about objectives

· intranet publishes team briefings  and use to disseminate  leaflets, to make sure everyone knows what is available

· Organised approach to noticeboards

· Staff suggestion schemes and exit interviews

Best ways of communicating:

· Ensure it is clear how policies affect an individual,  who will thus pay more attention, repeat the message and provide in a choice of formats with an opportunity to talk about it

· Involving communications staff - agenda comes from the leadership.  The communications staff should look at how much information going out so as not to “overload” and stick to main principles.  Communication should be planned and at each stage it should be checked that what has gone before was understood.

Where to start:

· Set up continuous internal communications – first you need an audit which is published

The audit should be publicised through posters and leaflets to explain why it is important.  The results should also be publicised.

· Motivate people through recognition of performance at a team and individual level; address communication blocks between different parts of the organisation and in times of change adopt special campaigns. 

APPENDIX 9

REPORT TO HOUSING SERVICES DMT - PRESS DURING 1999/2000

Produced: April 20th 2000

From Sue Hill, Principal Officer Marketing and PR

The purpose of this report is to review media coverage and seeks to explain the potential for improving performance with more resources.

1.
Number of press and media enquiries
The following provides an overview of performance over the last 4 years:

· 1996-97: total amount of coverage was 139 news items


72 positive/informative and 30 negative

· 1997-98: total amount of coverage was 154 items


54 positive and 100 negative/likely to lead to poor image.


27 press releases were issued and covered.

· 1998-99: total number of stories was 139 items

73 positive and 66 negative/likely to lead to a poor image - 21 were Langworthy related. 52 press releases were issued and covered.

· 1999-00: total number of stories was 171 items

63 positive and 108 negative/likely to lead to a poor image – 34 were Langworthy related. 35 press releases were issued and covered (a further 14 were issued and are either pending or were not covered). 

Comments:

(a) Although the balance on positive vs negative coverage had improved between 1996 and 1999, in the last 12 months there has been considerably more bad press including empty properties issues in the private and public sector.

(b) The rate by which we have issued press releases has picked up from the beginning of this year when the target was increased to one a week.  In the first 3 quarters of the year releases had declined due to less tenant group activities being reported and less development based public relations events.  The communication channels between myself and the Tenant Participation team is being addressed to ensure that the team considers press opportunities.  The reduced number of PR events organised by the Strategy division is largely a product of increased workloads of the Marketing Unit and the Principal Strategy Officers.  This will be reviewed. 

(c) There is still insufficient input from managers within the directorate in gathering and passing on news stories, beyond nuisance cases.  The Marketing Unit can not be aware of potential stories.

2.
Geographic nature of reporting
.  The charts illustrate the performance figures that are contained in appendix 1.
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2.1
Comments on geographic coverage of news items:

The charts relate to our management areas in geographic terms but do not necessarily reflect the performance of the Housing Services directorate in that area. All areas have seen an increase in negative reporting, which highlights the necessity of applying a positive media strategy across the whole City whilst concentrating on target regeneration areas.  It also demonstrates the need to maintain the performance targets introduced in January of this year, though this has required considerable resources form the Marketing team in identifying potential releases, writing releases, liaising with the press and organising any events/photo shoots required.

· The negative press in Little Hulton is dominated by empty properties and development works (most notably Amblecote). 

· The negative stories in the Precinct included 8 pieces on Kingsley Court.  
· Half of Worsley’s negative press were on one subject - the public’s dissatisfaction with the speed of progress on empty flats on Gibson Lane (due to a gas explosion). 

· Blackfriars negative press was largely due to factors outside the area office’s control such as the ongoing private sector story of SCHA trying to persuade the Love family to leave Guy Street. 

· Eccles’ bad press was a mixture of rehousing based complaints (with 3 stories about one pregnant tenant’s inability to get rehoused until she had given birth to twins), council housing management/repairs complaints and crime.

Overall, therefore, aside from Eccles, the recurring negative press, which related to council action’s focused on our perceived lack of action on concentrations of empty properties that were causing a nuisance or perceived as an eyesore. 

Swinton, Worsley and Pendleton’s area managers need to actively seek out positive stories.  As relatively popular areas there is potential for good news stories

3.
Subject of reporting

Reported below is the amount of negative and positive coverage by subject. 
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Comments: 

· The miscellaneous category is large this year and if separated out would include 8 stories related to housing refugees and Kosovars, 2 stories on Southway and the market, 2 stories on fencing between a sheltered scheme and private housing (Garden/Davis Street in Eccles) and stories on the computer issue with Systems Team.

· There has been a rise in reporting of negative stories on private sector housing issues and empty properties in the public and private sector as commented on above.

· There has been a substantial increase in reporting on dissatisfaction from the public (tenants and non-tenants) on rehousing issues 

· There are more crime and vandalism stories.  

· In the past the majority of stories on our development projects were positive, this was not the case last year and a contributing factor is the discussion on Amblecote where sections of the community resisted development plans.  

· There are less tenant activity good news stories than previous years and as stated previously this has been discussed with the Principal Officer Tenant Participation and I intend to sit down with the team and try and map out opportunities 

News
The bulk of the items are in the Advertiser, MEN and BEN and we have had less radio based coverage which needs developing.

Press Releases

Those Press releases/letters issued were on the following subjects (a tick indicates the release was covered in the press):
Press releases:

Date issued
subject






whether covered

April

HMO registration






(
May

sheltered housing & international year for older people

(
June

feature in Northern Housing on regeneration



(
7th June 
nhw round-up







(
7th June
good neighbour






(
9th June
community wood at Mossvale

9th June
Little Hulton centre revamp

18th August
housing advice surgery in Langworthy



(
17th August
rent increase


24th August
tool library opening






((
23rd August
capital programme bid

6th September
transfer policy change






(
6th Sept
1st anniversary at Petrie

24th Sept 
hosting nuisance conference

24th Sept 
garden comp winner






((
18th October
computer system – Systems team




(((
21st October
change of plans – Amblecote





(
2nd Nov
painting donated to sheltered scheme

16th Nov
new phone numbers at Irlam office




((
13th Dec
new disability team






(
16th Dec
Aon prize draw






(
20th Dec
capital investment programme 




(
7th January
10,000th kitchen 






(
21st January
anti-crime scheme in Little Hulton (SRB/Housing funded) 

(
27th January
anti-nuisance neighbour case

4th February
CCTV feature Precinct for Advertiser



(
10th February
Barracks art project event





((
11th February
release on digital TV connections




((
18th February
CCTV at Racecourse Mews





(
18th February
home energy conservation

25th February
Ryefield and Broomfield proposed demolition

7th March
Amblecote demolition






(
13th March
housing association spending programme

20th March
gas safety inspections/injunctions




(
24th March
anti-nuisance neighbour case

Letters:

April

Advertiser: our record on housing modernisation


(
August 
Inside Housing: former council flats on Kenyon


(
October 
Advertiser: Southway






(
February 
Advertiser: rehousing policy and references



(
March 

Advertiser: Top Fields development site



(
March

Advertiser: ways to let empty properties in Eccles

March 

Advertiser: problems on security at Beech Court 

Comments:

Where releases have not been covered they have provided news items for Salford People.  This magazine and its housing pages have received some positive feedback from a group of tenants’ representatives, but it should be monitored as part of any forthcoming customer research.  A recent survey by the Press Office (though a very small sample) did not indicate the housing section as being a favourite feature.

We have tried to address the bad flow of press on empty properties recently with more proactive publicity on our proposals, individual demolitions and an overview of our programme.  We need to take the same approach to the private sector. This should be made more feasible in the next 12 months with the appointment of the full private sector team, with the proviso about resources in the Marketing Unit made below.  

It is also quite clear that where there are good news stories abut housing management or repairs the Marketing Unit needs to be told so that we can maximise opportunities to tell the press. 

More resources need to be applied to PR with the trade press to enhance the image of the department within the housing profession, which promotes opportunities for working with the Council and our standing both nationally and regionally.

The future
· We have a target of 1 press release per week.  This is higher than the previous service plan target of 2 per month.  As can be seen, the issuing of releases speeded up after January 2000 when the new target came into effect. A publicity plan for planned press releases is contained within the appendices.  This has the following implications – the need for staff to provide the Marketing team with possible items for the press plan and the need for the Marketing team to continue to devote the same level of resources as has been committed since January.  

· In addition I would recommend that we devote resources to:

· gaining trade magazine articles and news items to enhance our image amongst “influencers” and prospective employees

· systematically following up press releases issued 

· planning and providing more suitable news items for radio and television.

· Assist tenants groups in gaining press coverage for their activities

· Providing regular briefings from the Cabinet’s housing spokesperson to key local journalists

· At the present time the workload of the marketing unit does not allow for this more intensive public relations work, without re-prioritisation which in my opinion is not possible as the other major workloads are publicity and information provision, marketing our stock and marketing private sector initiatives.  The Press Office filters all press enquiries and it is proposed to utilise the resources of the press office where and when possible in the above work and if necessary to ensure targets for press releases are achieved.

· Area Housing Managers and the Tenant Participation team need to contribute more stories about our services, individual tenants and tenants’ groups and to try and identify human-interest stories to provide better coverage of local areas and tenant activities.

· Work needs to take place, with the Press Office, to promote key areas of the City where we have the most lettings problems.  It is clear that many activities in Broughton are under-publicised. I am meeting the Higher Broughton Housing Group to discuss publicising work in the area and have raised the issue a number of times with the Press Office. Seedley and Langworthy is also obviously a key area of the City and its coverage is crucially affecting our national image amongst influencers, which is filtered down to the broader public. The public relations of this area are dealt with by the Press Office and Staniforth PR agency.  As a number of housing initiatives are being piloted in the area, it is important to communicate this in our staff newsletter. The corporate Communications Manager is to make proposals about improving PR in this area.

· Officers need to provide the Marketing and Public Relations team with information on national campaigns and events with more advance notice so that we can identify events we may wish to take opportunities to take part in such as GOSH (a week promoting sheltered housing)

· It would also be desirable to identify a year’s plan for award entries that we might consider for public relations purposes.

· Due to the amount of negative press around development works and the likely number of demolitions in the future we need to be pro-active with the press on these issues. 

· We have a publicity plan addressing media coverage aimed at the public, but we also need to give more attention to public relations aimed at influencers, such as regional and national Government.  In the last two years we have had less events involving public relations with politicians and civil servants and specific events should be agreed and scheduled.  In addition a plan to promote ourselves as leaders in best practice or innovative in the housing media should be planned to target influencers and professionals      

· At present the press office provides support in taking press enquiries and coverage if the Marketing team are not able to research a response.  We will continue to work with them in providing this service whilst providing the local directorate knowledge to provide the best response possible.

	January 2000

10,000th kitchen(
Worsley

LH anti-crime project(
Little Hulton

 Swinton nuisance case(
Cctv super base(
Precinct


	February

Digital TV

(promotion of flats) (
Tiger Moth lottery bid result, ((Arts NW release)

Wiltshire Street plans

(refusal by Sports Council)

Nineacre Ct improvements

Ordsall 

George Street/ Park Avenue demolition, Broughton)

(private sector) 

Ryefield/Broomfield(
(reducing no. flats)

HECA(
Goodwood Ct demolition

Hr Broughton (reduce unpop flats) (
	March

Eccles foyers  

Rehousing Mere/The Green, Swinton   (. unpopular flats) (
Launch HA development

Eccles – 29/3/00

(HA investment) (
Lane End demolition Eccles?

Gas servicing(
(need for access)

Amblecote demolition

LH (start environmental scheme) (
Housing Corp allocations to Has (investment) (
Cctv shopping city ext/Eccles(
On Digital(
Nuisance injunctions(

	April

Armitage environmentals complete, Little Hulton

(improving council housing)

Kenyon environmentals complete, Little Hulton

(improving council housing)

Launch Tenant Compacts

(tenant participation) – 7/4  (
Business planning 

Tiger Moth event (lottery success) (
demolition programme(
northern housing magazine article on Broughton(
	May

Longer terms plans for Group Repair in Eccles

(private sector - where we will be running schemes)

launch of HEES

New Deal announcement (Corporate)

Rent arrears(
On digital(
Spike Island refurbishment(
	June

NHW (
Hilda White’s MBE(
Football tournament(
Barclays community centre(



	July

Peel environmentals complete 

1st phase environ. works on Spike Island estate

Tiger Moth launch(
Independence Day(
Peel Utd FC(
Mediation service(
Nuisance round-up(
Green paper consultation(

	August

Amblecote environmentals to start

(investment/improving the area)

Broadwalk launch, Precinct

(investment complete) - postponed
AON insurance presentation(
Seedley and Langworthy Renewal Area(
Poets Corner plans(
TETRA(

	September

Property hotline – 500th 

Energy project in schools

Launch Care on Call(
Tenant group push in Irlam

Ninian millennium garden

Local democracy week event - walkabout
	October 

Signing of community lettings policies

Garden competition winners
	November
	December




APPENDIX 10

APPENDIX 11 – information for development of property shop

SOURCE OF FREEPHONE ENQUIRIES – summary

Total - 2894

For geographic areas with over 50 enquiries

Cheshire

56

Trafford

72

Bury


77

Manchester 

673

Salford


1326

APPENDIX  12

A, B, C categories – July 2000

A and B properties to target market – approximate numbers

Blackfriars

194 properties




133 flats (75 multi-storey)

Eccles


154 properties




94 flats




20 semi-detached houses

Irlam


29 properties

Little Hulton

200 properties




75 flats




112 houses

Ordsall


80 properties




60 flats

Pendleton

216 properties




80 flats




121 houses

Precinct

200 properties




130 multi-storey flats

Swinton

152 properties




85 houses




650 flats

Worsley

117 properties




45 flats




34 houses


Total A and B properties 
1342

APPENDIX 13

BRIEFING NOTE ON SHOP 

Please note that this exercise is till to be completed.

Running costs would need to be taken into account: service charge, insurance, possibly security charge as well as business rates, heating, and lighting 

Property and Development Services sent us some sample retail rental costs within Salford

Salford Shopping City 

unit 2 Market Way - 11.89 m shop frontage, sales area 79.06 sq. m

£25,000 rental per annum exclusive of rates, service charge and VAT.

47 Market Way - 5.49 m shop frontage, sales area 52.67 sq. m

£17,500 rental per annum (as above)

Eccles 

unit 34 The Mall Eccles - 4.9 m frontage, sales area 52.26 sq. m

£20,000 per annum

unit 36 The Mall near Morrisons - 6.4 m frontage, £28,000 pr annum

Unit 3/5 Boothway - 60.85 sq. m sales area, £16,000 per annum

Unit 4 Boothway - 5.5 m gross frontage, sales area 74.5 m

£15,000 per annum

Walkden – Ellesmere centre

Range of prices in and out of the centre from around £12,000, for a small unit and those facing outside which are cheaper, to the more expensive £21,000 for a downstairs inside unit.

Manchester City Centre

On the Internet: Colin Walker and Company advertises unit 132 Market Way, the Arndale

Frontage 18 feet

Sales floor area 722 sq. feet

Current tenant “The Phone People”

Rental £57,000 per annum

Fitting out a shop

Issues:  Costs of kitting out shop and number of staff required to cover.

Our staff at the Civic estimates it might cost around £25,000 to refurbish a small shop, which was in a reasonable standard to start with.  This is somewhat different, i.e. lower than the cost quoted by Oldham Council staff for the actual cost of kitting out their shop which although pleasant was not to a particularly high spec.  They quoted in the region of £40,000-£50,000.

The Oldham experience – 

Information from the shop manager - they have stock of around 19,000 with approx. 500 voids.

They opened a shop opposite civic centre, next to shopping centre and bus terminus at a rental of £11,000 per annum.  The set-up costs were £75,000 (includes £15,000 of computer development/hardware/software).  

They did not carry out any research into the views of customers or the best location.   The manager described the process as have a large element of good fortune in it.   They had a very short lead in period of 4 months.

7 members of staff – 2 management level and 1 property inspector plus 4 housing officer level staff staff the shop.

Their specially designed database of customers now has 1,500 clients (gathered in 3 months) which the manage estimated as being 80-100 a week, though there was a peak at the opening.  They don’t treat customers as cases as our freephone team do – they offer property in the shop and the onus is on customers to keep coming back until there is something for them to go and see, the housing staff don’t try and match them and follow them up.   However the general waiting list database is connected to the database used at the shop so area office staff might also make offers to the customers.

The shop is open Thursday evenings and Saturday mornings – though they found this hard to maintain at the start as they needed more staff in the shop; now the footfall has settled they can cover the shop with 2 staff.

When Oldham launched the shop it was with adverts (including on buses) but there have been no subsequent adverts.  They also launched the shop with posters/leaflets to doctors, health centres, housing offices etc.

The shop staff aim to put 40 properties a week in the shop but have had trouble getting that many properties ready from the DSO.  The properties are decorated and ready to move into with all works completed.  The only post-let works left until after a let is fencing.  The option of furniture is provided.  50% of the new lets have been furnished.  They also offer a limited furniture package on houses (carpets and curtains).  The properties put in the shop cost on average £2,000 each to get ready.
When a property is put in the shop a max viewing list of 5 people is operated. The area offices do the accompanied viewing, hopefully the following day after the shop visit – the manager claims they can let a property within a couple of days (or a week or so if need to furnish).  They stress the Instant homes angle here (which is the name of the shop).

There is no paper application at all – the customer information goes straight onto a specially designed database which instantly downloads information on to the main housing computer system (see above).

The only paperwork required is: proof of ID, residency in the UK form to be signed and a declaration form to say everything said was true about references and former addresses (i.e. information provided to check out former tenancy details).

I asked the staff at the shop whether any of the properties have stuck (which must be a concern given cost) – they say that no property has been in the shop for longer than a week.  They also said that they planned to have 40 properties at any one time but they haven’t been able to keep up with demand and have not managed to achieve this target due to the works side with the DSO.  A mixture of flats, houses and sheltered properties are offered.  They now, however, recognise this is not the right way to market sheltered properties.

The shop staff pencil in up to 5 people to visit a property at any one time.  They say they have always let within these 5 visits. 

They have let 120 properties and had only 3 terminations.

They do not market the location of each property specifically.

The shop is also managing the furnished tenancy scheme.

The shop manager reckons the shop has been so popular because HA rents are so expensive and they are actually getting applicants from local HA tenancies.  The shop manager is, however, proposing to market HA properties as well in the future.

I asked what were the problems in establishing the shop

· Getting properties ready with the DSO was the major issue

· Communication between the shop and the area teams – training and the availability of shop staff to go out and sort out problems were key

· Liaison over keys

· Staffing peak times – usually first thing on a morning when new properties are first displayed.

The most interesting point is that so far Oldham’s voids have not gone down as a result of opening the shop.  Since the shop manager has not carried out any research he does not know who his customers are.

This could be the affect of “cannibalisation” i.e. they are not new customers (they are going into the shop rather than an area office.  This happened with our freephone team) OR the property preparation process can not cope with getting enough properties ready to reduce the voids level so bringing in more customers has not helped (they have just reshuffled resources).  These are my thoughts not the Oldham shop manager’s. 

How would we differ in approach if we set up a shop? 

Possibilities:

· Treat customers as cases, take appropriate follow up

· Take customers out to view from the shop rather than the area office in some/all cases 

· Pass properties over to the shop whilst they are being marketed to resolve the keys issue
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