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DELIVERING A HIGH 
QUALITY SERVICE 

 
 
 
The purpose of this paper is to describe the work carried out in 

designing and running a nationwide scheme to provide 

practical assistance with switchover for the 7 million UK 

households eligible for help. 
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Introduction 
 
This was new territory for the BBC. Never before had it taken on the responsibility 
for designing and operating a nationwide social care programme for vulnerable 
people, tied into a logistically complex technical switchover affecting every UK 
household. 
 
At the start the BBC knew little about running such a scheme; it was a major risk 
with inexperience counting for nothing if anything went wrong; and since the BBC 
was to manage the Scheme, public expectations were high. 
 
Once it agreed to do this, the BBC simply had to do a good job, for the sake of the 
vulnerable customers it was committed to serve, and of course to protect its 
reputation.  
 
 
 
 



 
3 

What did we learn? 
 
 
In aiming for a high quality of service what did we do that was different and what did 
we learn?  
 
Outwardly, the operation of a help scheme was straightforward, and not dissimilar to 
that provided day in day out by any number of major companies, such as utility 
businesses. Four things, however, stood out: 
 
 

1. Simplicity is a real virtue, but hard to realise 
 
For a national switchover programme as complex as this, to be delivered to a tight 
timetable, and with a quality of service as high as that required by the Code of 
Service Standards1, then simplicity was essential. In practice this meant keeping to 
a minimum any variation in the service package offered, rigorously taking possible 
changes through a change control and change management process2 and sticking 
to the agreed remit (which was also necessary to ensure value for money for the 
licence fee payer). 
 
 

2. The Code was hard to deliver against but well worth the effort 
 
The Code of Service Standards went further - for example in making commitments to 
take more time for people, to respect their cultural beliefs, and ensure that wherever 
possible the service they received was tailored to their needs. By doing this it gave 
a strong message to the vulnerable community that appropriate help was available 
and would be provided in a manner which was constructive and sensitive.  
 
Moreover, it helped to promote the right attitude in all the staff and contractors 
working on the Scheme as it was crystal clear what exactly was expected of them. 
By being so clear cut it also assisted in defining the scope of the inspection regime 
(see below). 
 

                                                
1 We have described elsewhere (in the paper entitled “Understanding our Customers”) the consultation process in 2007 by which the 
Code of Service Standards was developed. Whilst customer charters are quite common in major businesses the Help Scheme Code 
went much further in the specific commitments made to the customer, as set out in Table 2 below.  
2 E.g. the Policy Review Group for potential changes to the Scheme Agreement, and the Design Authority to clarify operational 
procedures within the existing framework of the Scheme.  
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3. Investment in a proper inspection regime pays off in dividends 
 

A systematic and well-resourced inspection team is essential to sustain quality; to 
reinforce the right behaviours particularly in field installations, and to identify and 
resolve issues without delay.  
 
Inspection needs to be multi-level - at the sub-contractor, contractor, and client 
(BBC) level, to ensure compliance with all aspects of service delivery and 
encourage best practice through education and training. 
 
These activities of the inspection team gave a clear “grass roots” message to 
everyone serving customers that quality was critical.  
 
 

4. A sub-contractor model will work well but with strong central direction 
 
Use of contractors and sub-contractors is essential to ensure real specialists deliver 
the service required, and help secure value for money. It needs, however, a strong 
and well-resourced client team at the centre to provide both the direction and 
management challenge to keep everyone on their mettle.  
 
This extended delivery team needs a “glue” to keep it properly aligned, and the 
Team Charter, a monthly Team Update circulated to up to a thousand people, and a 
monthly awards scheme helped reinforce a strong team ethos, and commitment to 
doing the best for the end customer. 
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What was the offer and what were the challenges? 
 
The help available (“the offer”) was strongly practical in nature. It included a choice 
of digital equipment including assistance with TV aerials or satellite dishes if 
required and possible. Installation and aftercare support was available as necessary 
for up to 12 months from the date of the individual’s installation. 
 
The Help Scheme commenced service with a small scale “pilot” switchover in 
Copeland from July 2007 using Capita as the third party operator.   The main 
Scheme started in April 2008 following the selection of Eaga (CES)3 as the Help 
Scheme operator for the whole switchover programme following an extensive 
procurement exercise4. 
 
The Scheme was a national programme but operated regionally, aligned with the 
rollout of digital switchover taking place over the five year period 2007-2012.   
 
The equipment to be offered to eligible people was determined on a region-by-
region basis.  This was done to ensure that any regional or local providers would not 
be excluded from being given the opportunity to bid to provide assistance via the 
Scheme, and also to enable eligible people to benefit from any advances in 
technology or more competitive pricing as the Scheme progressed.   Before the 
opening of eligibility in each region, DSHS invited service providers to bid to provide 
either the most cost effective option or alternative assistance options (the most cost 
effective option being the Scheme’s standard offer, to which more stringent 
requirements applied, such as compliance with the Core Receiver Requirements). 
 
As principal contractor, CES’s activities fell into the following areas, key aspects of 
which will be explored in the course of this paper5: 
 

• Running a dedicated call centre both under direct management and using a 
third party called “The Contact Company” as sub contractor 

• A full installation and aftercare service using sub contractors such as First 
Line Digital, Sky and Euro Aerials 

• Technical support and IT  
• Outreach services both under direct management and using Digital Outreach 

as sub contractor 
• Management and supervision of all the above. 

 

                                                
3Eaga plc was acquired by Carillion plc in 2011 and became Carillion Energy Services, known as CES. 
4 See paper on “Procuring and Managing the Contract”. 
5 Outreach is looked at separately; see paper on “Engaging with our Customers”. 
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In the light of the service to be offered we can summarise below in Table 1 the 
challenges faced by the operation in delivering this service: 
 
Table 1  The Scheme’s 10 operating challenges 
 
 

  
 

1 Create a workable operating model appropriate for people eligible for 
the Scheme 

2 Develop and sustain a service commitment 
3 Enforce the Code through a rigorous inspection culture in field 

operations and contact centre 
4 Extend Help Scheme eligibility to all care home residents 
5 Scale up to service heavily populated regions 
6 Manage quality through a contractor and sub-contractor network 
7 Maintain high levels of satisfaction and a highly responsive 

customer complaints function 
8 Fine tune the service offer 
9 
10 

Promote an emphasis on quality through periodic improvement 
initiatives 
Engender a community-wide culture of customer focus 
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Challenge 1 - Create a workable operating model appropriate for 
people eligible for the Scheme 
 
In setting up its operation, the Scheme had to:  
 

• create a highly efficient delivery model to service the needs of an addressable 
market of over 7 million households; and  

 
• be sensitive to the needs of every single one of the 7 million, many of whom 

represented some of the most vulnerable in our society. 
 
The Scheme therefore had to have the ambition to deliver a high quality service to 
vulnerable people, simple in concept and execution, scaleable and cost effective to 
cope with volume and multi-regional operations, and flexible enough to deal with 
unforeseen changes in the Scheme offer or the eligibility criteria.  
 
How then to reconcile these competing priorities? To provide greater guidance the 
BBC Trust set four success measures6 for the scheme: value for money; ensuring 
that take up is appropriate; helping the hard to reach; and customer satisfaction. 
The success measures were deliberately designed as a balanced scorecard to meet 
broader objectives and encourage the right behaviours through the Scheme. 
 
The notion of the Scheme being simple in concept and execution started with the 
customers’ needs. The research we did in asking customers what they valued7 was 
that the offer itself and the way it was delivered needed to be as simple and 
straightforward as possible. Choice wasn’t always valued by the customer; to many 
of them it amounted to unwanted complexity. In large measure, the simpler we could 
make the proposition the more likely the customer would be to take it up.8  
 
Simplicity was also very important given the practical reality of the timetable. The 
Help Scheme was a very large UK wide social care programme, not in itself unusual. 
What was different about this programme was that it was not only time-critical – the 
overall switchover rollout was determined by Government and directed by Digital 
UK.  – but it required a delivery plan which could engage effectively with eligible 
people, many of whom were less accessible through mainstream media. The 
Scheme Agreement then further prescribed what must be done to deliver the 
service.   
 
In meeting its objectives the Help Scheme therefore had no choice but to do so 
within the timing constraints laid down by this plan. It simply couldn’t afford to keep 
changing its operating model more than is necessary; even small policy changes 
could ripple down and adversely impact the operating model, especially if this were 
to occur in periods of particularly intense activity. 
 

                                                
6 See Understanding the customer paper 
7 Ibid 
8 See also Engaging the customer paper. 
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To implement our simplicity design principles we therefore: 
 

• Respected the customer simplicity requirement, as encapsulated in the 
Code of Service Standards. (See below) 

• Agreed with CES a standard operating model 
• Designed our marketing communications9 to ensure they were as clear and 

unambiguous as possible to encourage a simple and straightforward 
customer experience 

• Took all Scheme changes through rigorous governance processes10 
ensuring that simplicity criteria were included as part of the impact 
assessment 

• Integrated those differentiating regional characteristics - geography, 
community needs, nature of the transmission network - into the standard 
operating model to determine the agreed model for that region. 

 
In practical terms, and especially in the start up phase, we needed to bring 
specialist expertise into the intelligent client team, in the form of consultants so that 
we could implement the Scheme rapidly, given the pressing switchover timetable. As 
the permanent team was recruited, the consultants gradually left, making sure 
knowledge was suitably transferred before doing so. 

                                                
9 See Engaging the customer paper. 
10 E.g. the Policy Review Group for potential changes to the Scheme Agreement, and the Design Authority to clarify operational 
procedures within the existing framework of the Scheme.  See “Procuring and Managing the Contract” and “Governance and 
Partnership” papers. 
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Challenge 2 - Develop and sustain a service commitment 
 
The Code of Service Standards was exacting in the demands it placed on our 
operations. For example, we made a commitment to our customers that they would 
speak to a real person throughout the call, and would not be answered by 
interactive voice response (IVR).  
 
As can be seen from Table 2 (overleaf) other special provisions included allowing 
people sufficient time to come to the door, and adopting a patient and understanding 
manner at all times. A chaperone service was also available on request. 
 
As well as a commitment to the ethos of the Scheme which was expected of all staff, 
operating to this strict Code naturally required significant investment in the people 
skills training and management oversight of all CES and sub-contractor customer 
facing staff. This was cascaded throughout all the organisations through a variety of 
means such as regular inspection and management oversight of on the ground 
practice, and the Team Update and Team Charter. 
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Table 2  The Code of Service Standards commitment to eligible people 
 
 
 

 
 
To make things easier: 

• answer your questions with a real person.  
• allow you to choose in what format you want to receive information 

 
 
To help you remember things: 

• send you a letter to confirm your appointment  
• call (or text ) you the day before or the day of your appointment 

 
 
To help you know where we are or what we are doing: 

• let you know where we put things 
• tell you if we move to another room 
• explain what we are doing while we work. 

 
 
We will change as little as possible in your home: 

• make sure your things go back in their proper place 
• ask permission before we do something 
• explain why we have left any new things in your home and what they do 

 
 
To help you understand what we are saying: 

• always repeat things or slow down 
• make sure we speak towards you at all times if you lip-read 
• make it easier to have your carer with you  
• contact another person with the same information we have sent you 

 
 
To help you make sure we are who we say we are: 

• we will make sure all our installers have had a CRB check and carry 
Help Scheme ID  

• your installer will call you prior to your appointment and tell you his or 
her name 

 
 
We will always give you a little more time if you want it: 

• wait a while after we ring your doorbell 
• be patient if you would like more time with any aspect of our visit 
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We will aim to always respect your home and your beliefs: 

• remove our shoes at the door 
• arrange appointments around prayer times; and arrange for someone to 

be with you if you need this for faith reasons 
 
 
What else would help: 

• Please tell us when you apply, or at any time before your appointment, if 
there is something we could do to make things easier for you 

 
 
The purpose of the Code of Service Standards booklet: 

• understand what was on offer and what the process would be like; 
• be confident that we would meet your needs and know what could be 

expected from us;  
• know where to go if you need more information 

 
 
The booklet and other Help Scheme information was available: 

• in large print; in Easy Read (a simplified version with more colour and 
pictures);in Braille; on CD; on DVD or video tape with British Sign 
Language (BSL) and subtitles; on our website or by e-mail; and in 10 
languages. 

 



 
12 

 
 
 
 
  

• Customer installations including care homes  - regular weekly DSHS audits 
• Health & safety inspections of field installations and office locations - regular 

monthly audits by a CES sub contractor 
• CES own installations  - 4% of these were audited by CES as per the 

contract, the audit framework mirroring that used by DSHS (above) 
• Information security audits  -  carried out annually on all main and sub 

contract providers to the Scheme 
• Regular independent audits of the Code of Service Standards - by BBC 

Internal Audit - to ensure that all commitments made to customers were being 
carried out appropriately. The 2011 audit, for example, found a good level of 
compliance with the Code. There were 13 recommendations (seven were 
concerned with field operations and six with the contact centre) which were 
all carried out and which fell into three categories: briefing and training; CRM 
additions; and process redesign.  

 
 
Aftercare was a key element of the Help Scheme offer and highly valued by 
customers. It was closely monitored to ensure that aftercare was genuinely that and 
not a reflection of failure to get the service right first time. For example, in reviewing 
performance at a time when aftercare demand was higher than expected, it 
appeared that some 40% of aftercare calls related to retuning queries, and almost 
half of all calls required an engineer visit. Moreover, some 15%-20% of calls were 
from customers who were technically not eligible for help. As a result a number of 
actions were put in place: 
 

• A quality improvement programme introduced to increase right first time  
• Aftercare support for non customers was eliminated, such as from those 

people with equipment out of warranty, whose aftercare coverage had 
expired, or with equipment not provided by the Help Scheme who were 
usually referred to Digital UK for advice 

• Customers’ ability to deal with issues themselves was improved, reducing 
those aftercare incidents which require an engineer visit 

• We amended the Core Receiver Requirements for our set top boxes to 
include an assisted retuning function 

 
 
 
 
 
 
 
 
 

Challenge 3 – Enforce the Code through a rigorous inspection 
culture in field operations and contact centre  
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The performance of the contact centre, the first personal contact with the eligible 
person, was similarly closely monitored, and in the course of the Scheme as 
volumes rose: 
 

• an outsourced call centre was introduced (The Contact Company) to work in 
tandem with the directly managed CES contact centre 

• the number of call centre agents available was significantly increased 
• on the general enquiry number there is a recorded welcome message 

directing people not eligible for the Scheme to call the Digital UK number. 
 
Contact centre performance subsequently improved as a result of these changes 
and through better demand forecasting, capacity planning, and work scheduling. 
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Challenge 4 - Extend Help Scheme eligibility to all care homes 
residents 
 
The Government in August 2008 decided that the eligibility criteria should be 
extended to include everyone normally resident in a care home11.  
 
In principle this extension in eligibility did not create any longer term operational 
issues. There were a number of system and process changes which needed to be 
made to existing marketing, contact centre, and field operations. Also, as the 
customer journey for care homes was slightly different, a separate small CES 
management team was created to have oversight of care homes as a defined 
customer segment. 
 

                                                
11 This arose because some care home residents were not paid benefits because their personal care costs were paid for by the local 
authority, and therefore as non-recipients of benefit would be without underlying entitlement to the Scheme. The Government was not 
keen to encourage people to become eligible for the Scheme by going to the trouble of claiming benefits for which no payments will 
be made, and therefore elected to extend eligibility to all care home residents. The BBC Trust determined that the financial and 
operational impacts were acceptable. The BBC and the DCMS then formally approved a straightforward amendment to the Scheme 
Agreement. The most significant immediate challenge was how to obtain contact details for all eligible residents in care homes. The 
DCMS decided to outsource to a third party (also won in open tender by CES)  the activities required to contact all care homes, and 
ensure that it was provided in a format and timescale similar to that of DWP, who provided the equivalent information for the majority 
of people generally eligible. 
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Challenge 5 - Scale up to service heavily populated regions 
 

Whilst work on scaleability really began in February 2008 as soon as CES was 
selected as service provider, a key focus had been the preparedness not only for 
servicing major regions like Granada in late 2009, but for operating a complex 
scheme across a number of regions. 

 

The DSHS team formally evaluated readiness for scale in mid 2009 by posing nine 
key questions set out in Table 3 overleaf and a risk assessment for each. In three 
cases the risk was judged as amber, which on a conservative basis made the overall 
assessment amber.  

 

Looking briefly at the nature of the three amber risks and the mitigation, in 
networking and outreach suppliers had been secured and more investment made in 
training the voluntary and community sectors. It was still felt however that the amber 
risk was appropriate given that outreach activities had still to demonstrate a 
competent and confident regional operation to match our demanding standards. 

 

Regarding data management and security, the increasing volumes of data received 
from different sources, and the associated de-duplication required, meant that whilst 
all this was manageable the critical importance, sensitive nature, and complexity of 
data meant that it was viewed as an amber risk. 

 

Finally, as we have seen people in care homes came later into the Scheme, with a 
separate data management contract and a different customer journey. Moreover,  
Granada represented a unique challenge; the size of the population and only one 
transmitter to be switched meant that a high volume of care homes visits had to be 
arranged in a relatively short period of time. Additional resources were allocated to 
cover this need but in the light of the volumes and time constraints servicing care 
homes was regarded as an amber risk. 
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Table 3  The Help Scheme scaleability questions 
 

Key question Assessment of  
scaleability risk 

Do we have the overall Help Scheme management 
resources and competences in place to direct the 
scheme? 

 

Has CES the leadership and resources in place to run a 
scaleable operation? 

 

Are the generic communications appropriate to deliver the 
levels of awareness and understanding necessary? 

 

 

Are the networking and outreach services in place to 
support the communities and eligible people themselves 
to ensure we are best able to secure appropriate take up 
and help the most vulnerable? 

 

Is the data on eligible people available in a sufficiently 
accurate and timely manner to meet the switchover 
schedule? 

 

Are the mailings being despatched in a sufficiently timely 
manner and in the volumes necessary? 

 

Can the contact centre cope with likely demand volumes 
and peaks? 

 

 

Can customer demand be met in a timely manner 
consistent with the Code of Service Standards, and 
ensure no one is left behind? 

 

Can care home customer demand be met in a timely 
manner consistent with the Code of Service Standards, 
and ensure no one is left behind? 

 

Overall assessment  
(based on interdependence of key elements of the 
service) 
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Challenge 6 - Manage quality through a contractor and sub 
contractor network12  
 
A key issue, relevant to all such contractual relationships, was the degree of DSHS’ 
oversight of and involvement in CES’ day to day and week to week activities.  DSHS 
had had from the outset a deliberately designed ”hands on” approach to service 
management which was not only deemed necessary from a quality perspective for 
this Scheme, but was also aligned with current NAO thinking on the management of 
strategic contracts. This has evolved over time as the relationship developed to 
more of a partnering than a transactional one, but has remained very active and 
interventionist. 
 
As well as through informal day to day contact at senior management and 
operational levels, the relationship was managed through a number of more formal 
governance structures.13 CES top management was regularly invited as a guest to 
the Project Board to report on progress and issues arising and answer questions, 
and also reported monthly at the Executive Forum and the Operations Group. They 
were also a member of the Design Authority. 
 
By the same token, and as a direct implication of DSHS’ approach to contract 
management, CES closely oversaw its own sub-contractors.  
 
A critical challenge for CES had been how successfully it could extend its 
geographic reach throughout the UK from its strong base in the North East, and 
deliver through sub-contractors such as First Line Digital (FLD) for terrestrial TV 
installations, Sky for satellite and Euro Aerials for both. It also needed to ensure that 
its equipment supply chain was sufficiently robust and multi-sourced especially in 
the prevailing economic environment. 
 
CES showed itself to be prepared to take a strong approach in the management of 
its sub-contractors. In one case, for example as a result of a number of key 
installation service failings a particular sub-contractor was placed on a remedial 
action plan. In response the sub contractor improved the ratio of team leaders to 
engineers, and created another level of management support solely dedicated to the 
Help Scheme in that particular region where the Scheme was live. All engineers 
were provided with refresher training, which emphasised the importance of right first 
time installations, customer education, and people handling skills. 
 
 

                                                
12 See also the Procuring and managing our contractor paper. 
13 See paper on Scheme governance. 
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Challenge 7 - Maintain high levels of satisfaction and a highly 
responsive customer complaints function 
 
 
Priority customer management 
 
In early 2011, as the peak operating period of the Scheme approached, the 
principles of priority customer management were more strongly codified.  The aim 
had always been to improve the way the Scheme managed those people with whom 
we had difficulty communicating, by enabling front-line staff to identify someone as a 
“priority customer” through their customer journey. This highlighted to everyone who 
dealt with that person that they may need to give more time, attention, and offered 
other services that were available to assist them. 
 
A formal flag was successfully implemented, with contact centre staff and field 
operations teams applying it when they thought it appropriate.  
 
A further customer management initiative, the multiple failure flag, was introduced 
later in 2011. This was designed to identify instances where we failed repeatedly to 
provide a good experience for a customer. The visibility of the flag meant that we 
then paid extra attention to resolving that person’s issue. 
 
 
Customer satisfaction and complaints process 
 
Customer satisfaction is central to the Scheme’s performance and is of course one 
of the four BBC Trust success measures. We measured customer satisfaction 
regularly on a monthly basis14 looking at a number of different dimensions of 
performance: customer services assistant skills and attitude; installation quality 
(timekeeping, explanation, courtesy and respect). The overall measure of customer 
satisfaction is advocacy- would you recommend the Scheme to others? 
 
Chart 1 overleaf shows overall Scheme performance on advocacy since 2010 and 
represents the views of over 11,000 customers. 82% of these gave a 10 out of 10 
rating – that they would “definitely recommend” the Scheme. 
 
 

                                                
14 The findings reported here were based on a paper based survey. We also carried out a regular telephone 
survey which showed similar findings.  
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Chart 1 Would you recommend the Help Scheme? 
 

 
 
Further, almost 94% of these customers would recommend the Scheme at a rating 
of 8 out of 10 or higher. Looking at any variation in this level of advocacy over the 
period when the Scheme has hard to deal with multiple and diverse regions of the 
UK, we found that this willingness to recommend has varied very little – between 
about 92-95% (See Chart 2 below). These are very high levels of advocacy judging 
by the performance of similar large scale national programmes. 
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Chart 2 - How has the willingness to recommend the Help Scheme varied over time? 
 

 
 
Turning to complaints management, from the outset we were determined to ensure 
that when customers found cause to complaint with some aspect of the service they 
were dealt with sensitively, diligently and in a timely fashion. The Help Scheme’s 
complaints process comprises three stages: Stage One complaints are handled by 
CES; Stage Two reviews are dealt with by DSHS; and Stage Three, the final 
appeals stage, is conducted by the BBC Trust. 
 
In the course of the Scheme operation efforts have been made to improve the 
handling of the (very few) serious complaint issues, such as allegations of theft, or 
personal harm, deliver better accessibility of the complaints process to customers, 
and ensure learning from complaints is used to enhance the performance of the 
Scheme. 
 
The incidence of complaints remained very low at Stage One - some 0.37% of 
installations - with customer satisfaction levels consistently at a very high level. At 
the same time we were always very aware that many of those eligible for the 
Scheme had a culture of not complaining and therefore we were at pains not to be 
complacent about apparent high satisfaction levels and low complaints. 
Approximately 80% of complaints are upheld at Stage One, and roughly 10% of all 
complaints progress to Stage Two. Of the handful of complaints which have gone to 
the Trust as Stage Three only three have been upheld. The analysis of complaints 
has led to an improvement in a number of areas, including the approach taken by 
the Scheme in recognising appointees acting on behalf of eligible people, and 
systemic issues such as cheque and refund processing. 
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Challenge 8 – Fine tune the service offer  
 
We have described earlier the need to keep abreast of technological developments 
through the period of the Scheme. Two examples of this illustrate this well, and how 
in considering the impact of each we took into account the effect on Scheme policy, 
operations, customer satisfaction, and overall BBC reputation. 
 
Smart Talk box 
 
The Scheme had a particular duty to promote equality and make reasonable 
adjustments by keeping its arrangements under review in the light of experience with 
disabled people using the service. The technological development and launch of the 
Smart Talk15 box presented just such an issue. This box announces most on-screen 
information, including programme guides and menus, using synthetic speech, and 
aims to provide full access to Freeview digital TV and radio services for blind and 
partially sighted people. The Smart Talk box was launched in the marketplace in 
July 2010 and had been available to Help Scheme customers since October 2010, 
when we added the box as an upgrade option. 
 
In May 2011, we were challenged by a member of the public to offer the Smart Talk 
box without extra charge to blind and partially sighted people only, on the grounds 
that this would be consistent with our duties under the Equality Act 2010. Until that 
time we had judged it too early to do so, given that the very limited sales of the 
Smart Talk box meant that we did not have sufficient understanding of how users 
would respond to the equipment (and their subsequent aftercare requirements).   
 
We decided that the Smart Talk box could offer benefit to many blind and partially 
sighted people who may have difficulty reading on screen menus, and that the 
additional cost involved in offering it without extra charge was reasonable.16 The box 
was also made available to other customers for an extra charge. 
 
Around 10,000 Smart Talk boxes were installed by the Scheme. 
 

 

                                                
15 It was designed and developed by Harvard (branded as Goodmans) in conjunction with RNIB, with assistance from Nick Tanton, 
the Help Scheme’s Head of Technology. The box is fully compliant with the Scheme’s Core Receiver Requirements and has been 
very well received. It was awarded a Best Buy Award by Which? in its tests of set top boxes in February 2011.  
 
16 This took into account the fact that for some blind and partially sighted customers the current standard offer may be a preferable 
choice, as the Smart Talk box TV guide is not always as easy to use. For example, it is slower in response to some commands, the 
menus are more complex with many items per page, the remote has two additional buttons to support the talking functionality, and it 
has no "Home" button. 
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iDTVs 
 
The obligation placed on the Scheme was to offer equipment that would enable the 
eligible person to receive public service television via a free-to-view service, but with 
no obligations with regard to the types of equipment that needed to be offered. 
Furthermore, there was no obligation at all to provide an upgrade. The Help Scheme 
did, however, offer a variety of upgrade equipment as an option, including integrated 
digital televisions (iDTVs). In the course of operating this policy, there emerged a 
small but growing body of evidence of customer disquiet about the price of our 
iDTVs relative to the market.   
 
Two options were considered: how to proceed if iDTVs were still offered; and 
ceasing to offer them altogether. Under the first option, it appeared to be very 
difficult to see how a more competitive price could be offered. iDTV pricing tended to 
be very dynamic, with pricing predominantly driven by retailers and manufacturers 
promoting products to stimulate sales, and it was felt that CES’s offer simply could 
never be competitive. Not least, attempts to offer a better price in a live region after 
prices had been published could have potentially infringed the Scheme Agreement, 
and certainly added to customer confusion. 
 
Therefore it was decided to cease offering iDTVs altogether as soon as it was 
practical.   
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Challenge 9 - Promote an emphasis on quality through periodic  
improvement initiatives 
 
From time to time work was done to enhance the customer experience and increase 
operational efficiency. In 2010 a quality improvement programme, using a six sigma 
best practice approach, had the three key themes of change of: increasing the 
customer response and opt-in rate; making better use of customer information; and 
increasing right first time. 
 
Specifically, the messaging and mailing approach was improved to connect better 
with the customer to improve response and opt-in rates. Also the contact centre 
implemented a new work-in-progress management approach to help customers who 
‘drop-out’ and never complete their application.  
 
Changes were made to the market segmentation to be based on the customer’s own 
personal characteristics (age, diversity, location). In the contact centre, customers 
who entered ‘work-in-progress’ were to be processed according to their 
characteristics rather than ‘first in, first out’.  
 
Also in the contact centre the number of customers for whom we were able to 
process ‘straight through’ first time and resolve aftercare calls first time was 
increased. Similarly, efforts were made to ensure that engineers could complete all 
product installations with one visit to the customer’s home. 
 
Building on this in mid-2010 and in recognition that the following year would be the 
busiest in the entire Scheme, the initiative ‘Making It Happen in 2011’ was set up to 
ensure that the Help Scheme operation was ‘fit for purpose’ and ready to manage 
the levels of increased activity in 2011.  
 
Six core workstreams were created:  
 

1. Marketing communications – which reviewed and fine tuned the 
mailings approach;  

2. Contact centre – which looked at recruitment levels, training, the CRB 
process, and back office capacity;  

3. Field operations – deployment levels across all sub contractors, and the 
CRB process;  

4. Aftercare – revisiting contact centre scripts and training, securing more 
local community support for helping with non-technical issues, and 
complaints handling;  

5. Care homes – CSA and installer recruitment; and  
6. Outreach – strengthening the leadership, refining the delivery strategy, 

and increasing project management support. 
 
The programme was instrumental in ensuring that everyone engaged on delivery 
was aware of the task ahead in 2011 and best equipped to deal with it. 
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Challenge 10 – Engender a community-wide culture of customer 
focus  
 
The Scheme from the outset was committed to applying as the test for any action 
what was right for the eligible person and everything was designed with that 
purpose in mind. In this light the key role of Regional Manager was introduced in 
2009. The primary purpose was to coordinate and be the focal point of DSHS’s 
external relations, regional communications activity, and on the ground networking 
in the region.  
 
The Regional Manager acted as the custodian of region-wide customer service and 
quality, by being close to the customer and improving customer engagement. In 
gathering local and regional intelligence their role was to improve DSHS's overall 
understanding of Help Scheme activity in the region, and to ensure timely and 
accurate two way communication of the identification and resolution of complaints or 
wider issues or concerns. The objective in doing this was to enhance the reputation 
and profile of the Help Scheme in the region, and in doing so improve the quality of 
services delivered. 
 
In addition, a monthly Help Scheme Team Update was introduced as a source of 
information about what was happening across the Scheme community to help 
engender a sense of engagement and involvement. Building on this, a Team 
Charter was created, with the purpose to ensure that all colleagues – in DSHS, 
CES, The Contact Company, Euro Aerials, AVC Group, Digital Outreach, and Digital 
UK  -  involved in delivering the Help Scheme had a common understanding of what 
behaviours and values are important as we worked together to serve eligible people.  
 
This Charter looked to encourage and reward a Help Scheme community-wide ethos 
to customer service. It codified that vision into eight specific commitments signed up 
to by all seven Scheme delivery partners, and which are set out in Table 4 overleaf. 
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Table 4  Help Scheme Team Charter 
 

 
We are one Help Scheme team.  
We are here to make switchover easy for our customers.  
We work together and keep our promises. 

 
1 We are unified by a shared commitment to engage and serve 

each and every eligible person.  We respect the role and 
distinct contribution of each individual and organisation. 

2 We seek out and trust each other’s expert opinion. 
3 We share an unrelenting ambition to achieve our quality and 

safety standards. We recognise and appreciate a job well done. 
4 We are eager to learn from experience, and act quickly to 

implement learnings. 
5 We are committed to the promises made in our Code of Service 

Standards. 
6 We plan carefully to ensure that no one is left behind. 
7 We are responsive to the needs of each and every eligible 

person, and give more care and attention to those who need it. 
8 We take personal responsibility for managing any customer 

issues we encounter. 
 
We are one Help Scheme team.  
We are proud of the difference we make. 
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Conclusion 
 
In meeting these 10 challenges, the four key learnings summarised at the beginning 
of the paper are worth re-iterating:  
 

• embracing simplicity;  
• the importance of the Code of Service Standards;  
• the sustained investment in an inspection culture; and  
• the need for a strong central team to direct a contractor delivery model.  
 

The common thread was to make sure that we won the hearts and minds of 
everyone working on the Scheme – that everyone shared the same vision and had 
the same commitment and dedication to the customer that the BBC wanted to 
demonstrate. 
 
Each of these four key learnings does not stand alone but is interlinked - by the 
shared ethos of serving eligible customers and enhancing the reputation of the BBC. 
Without this, the delivery of this Scheme would not have been so successful. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 


