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Buying and selling a house involves several people and organisations, including buyers, sellers, estate agents, mortgage lenders, surveyors and solicitors or conveyancers. Once an offer has been accepted, legal and financial stages must be completed before contracts are exchanged and the sale is completed (Ministry of Housing, Communities and Local Government [MHCLG], 2019). Communication is therefore important throughout the process.
The complex workplace problem identified within a small residential estate agency is inconsistent communication and progress updates to buyers and sellers after an offer has been accepted. For example, one employee may contact clients every week, while another may only provide an update when significant progress occurs. Staff may also assume that a solicitor or another estate agent has already updated the client. This can leave buyers and sellers uncertain about their transaction.
Although this may appear to be a simple communication problem, several connected factors contribute to it. These include staff workload, different working practices, delays in receiving information from solicitors, property chains and the absence of a standard process for providing updates. Property chains add complexity because a delay in one transaction can affect other linked transactions (MHCLG, 2019).
The problem affects both customers and employees. Buyers and sellers may become frustrated or anxious when they do not know what is happening. This can lead to repeated telephone calls and emails requesting updates, increasing employee workload. Staff then have less time for activities such as arranging viewings, negotiating offers and progressing other sales. Inconsistent communication may also reduce customer trust in the agency.

The issue is also relevant to the wider property sector. The government’s Home Buying and Selling Reform Roadmap identifies limited transparency as a problem because buyers and sellers may not know what has been completed, what remains outstanding or who is responsible for delays. Fragmented information between organisations can also contribute to inefficient transactions (MHCLG, 2026).
The scope of this report is limited to sales progression within one residential estate agency branch, particularly between acceptance of an offer and completion. It will not attempt to solve wider mortgage, conveyancing or property-chain delays because these are largely outside the agency’s control. Instead, the investigation will focus on how the branch can provide more consistent client updates.
There are practical constraints. As a small branch, staff time and financial resources are limited, and any new process must not create excessive administration. The proposed solution should therefore be affordable, straightforward and capable of being introduced using existing resources where possible.
Limiting the investigation in this way makes the problem manageable while providing an opportunity to improve communication, customer experience and staff efficiency.
[bookmark: _Toc238935433][bookmark: _Toc238935514][bookmark: _Toc238935648]Analyse Information on the Identified Problem, to Help Inform the Decision-Making Process
The causes of inconsistent client communication need to be understood before selecting a solution. Evidence-based decision-making involves considering relevant information rather than relying only on assumptions (CIPD, 2026b). Three techniques will be used: Brainstorming, Fishbone Analysis and the Five Whys.
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Brainstorming with employees involved in sales progression could identify causes such as:

1. High workloads.
2. Employees forgetting updates.
3. Different communication approaches.
4. Delays from solicitors.
5. Several transactions requiring attention.
6. Information being recorded in different places.
7. No agreed schedule for contacting clients.

Brainstorming uses employees’ practical experience, although opinions may be subjective. It should therefore be considered alongside other evidence (CIPD, 2026b).
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A Fishbone Analysis can organise the possible causes into categories (Ishikawa, 1985).
People: Different experience levels and communication approaches.
Processes: No standard procedure for how frequently clients receive updates.
Technology: Information may be spread across emails, telephone notes and customer records.
Workload: Employees manage sales progression alongside viewings, enquiries and negotiations.
External parties: Progress depends partly on solicitors, lenders, surveyors and other agents.
Management: Without clear expectations, employees may develop different working practices.

Some causes are outside the agency’s control. For example, employees cannot control how quickly a solicitor responds. However, the branch can control how often clients are contacted and how communications are recorded. RICS (2016) promotes fairness and transparency within real estate agency practice.

[bookmark: _Toc238935436][bookmark: _Toc238935517][bookmark: _Toc238935651]Five Whys Analysis
The Five Whys can investigate the underlying cause further (Ohno, 1988).
Why are clients not always updated regularly?
Because employees do not always contact them consistently.
Why is contact inconsistent?
Because updates may only be provided when new information becomes available.
Why does this vary between employees?
Because staff manage sales progression differently.

Why are different approaches used?
Because there is no agreed procedure for providing and recording updates.
Why has this continued?
Because the branch has relied on individual working practices rather than a consistent process.
The analysis therefore identifies the lack of a consistently followed client-update process as the main root cause.
MHCLG (2026) also identifies limited transparency and fragmented information as problems within home buying and selling. Although the agency cannot remove external delays, it can improve its own communication process.
Overall, a realistic solution should create more consistent client updates without adding excessive work for employees.
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The analysis identified different working practices, workload and the absence of an agreed update process as causes of inconsistent communication. Five possible solutions have been considered.
Option 1 – Standard Weekly Client Update Checklist
A checklist could require employees to update buyers and sellers at least once each week and record the current position, outstanding actions and next planned update.
This would directly address the root cause by creating a consistent process. It would be inexpensive using existing systems, although weekly updates could initially increase employee workload.
Option 2 – Automated Email or Text Updates
Automated messages could update clients when important stages of the transaction are reached. This could improve transparency and reduce routine communication. Digital information sharing is also supported within proposed improvements to home buying and selling (MHCLG, 2026).
However, software and training may create additional costs, while automated messages may not be suitable for complicated transactions requiring personal explanations.
Option 3 – Staff Communication Training
Short training could improve employees’ communication skills and understanding of client expectations.

The main resources would be staff and management time. However, training would not create a standard process, meaning employees could continue using different approaches.
Option 4 – Dedicated Sales Progression Employee
A dedicated employee could manage agreed sales and provide clients with a consistent point of contact.
This could improve accountability but may be too expensive for a small branch. Sickness and annual leave could also affect the process.
Option 5 – Shared Digital Sales-Progress Tracker
A shared tracker could record each sale’s progress, outstanding actions, last client contact and next update. This could improve visibility across the branch.
However, employees would need to update it consistently and it could duplicate information already stored elsewhere.
Overall, each option could improve communication but has different costs and practical limitations. The preferred solution should address the lack of a consistent process while remaining affordable and manageable for a small branch.
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A weighted decision matrix, also known as Grid Analysis, was used to compare the five proposed solutions. This provides a structured way of considering the alternatives rather than selecting an option based only on personal preference.
Five criteria were selected based on the earlier analysis. Improvement to client communication received the highest weighting because this directly relates to the identified problem. Ease of implementation, cost effectiveness and long-term sustainability were also considered important because the solution needs to be realistic for a small residential estate agency.




Each solution was scored from 1 to 5, with 1 representing poor performance and 5 representing very good performance. Each score was then multiplied by the relevant weighting.
The weekly client update checklist achieved the highest score of 97. It directly addresses the identified root cause and requires little financial investment. It could also be introduced using existing systems without specialist software or additional employees.
The shared digital sales tracker ranked second with 84. It could improve visibility across transactions but would depend on employees regularly updating and checking the system. Automated email or text updates scored 75 and could reduce repetitive work, but additional software costs and less personal communication are disadvantages.
Communication training scored 73. Although training could improve employee skills, it would not create a standard process for providing updates. The dedicated sales progression employee scored lowest at 68 because the additional staffing cost may be disproportionate for a small branch.
The decision matrix has limitations because the scores and weightings involve judgement. Another manager or employee could assign different scores. The results should therefore support rather than replace professional judgement. This reflects evidence-based decision-making, which involves critically considering relevant evidence when reaching decisions (CIPD, 2026b).
Based on the matrix and earlier analysis, the recommended solution is a standard weekly client update checklist. Each active transaction would be reviewed weekly, recording whether the buyer and seller have been updated, the current position, outstanding actions and the next expected step.
Cost Benefit Analysis
A Cost Benefit Analysis was also completed to consider whether the preferred solution would provide reasonable value during its first year.
Potential first-year financial benefits are estimated at £3,600. Approximately £2,400 could result from reducing employee time spent responding to routine calls and emails from clients chasing updates. A further £1,200 is estimated from improved administrative efficiency and fewer duplicated communications.
Estimated net benefit:
£3,600 − £1,200 = £2,400
Benefit-cost ratio:
£3,600 ÷ £1,200 = 3:1
This means that every £1 spent on implementation could potentially produce approximately £3 in benefit.
These figures are estimates rather than guaranteed financial savings. Benefits such as improved customer satisfaction, greater trust and clearer communication are also difficult to accurately convert into financial values. The Cost Benefit Analysis should therefore be considered alongside the decision matrix rather than used alone.
Overall, both techniques support the weekly client update checklist as the preferred solution. It directly addresses the identified root cause, requires relatively few additional resources and provides a practical way of improving communication without attempting to control external delays caused by solicitors, lenders or other transactions in a property chain.
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The recommended solution is to introduce a standard weekly client update checklist for all active property sales within the branch. Implementation will take place over three months, allowing the process to be introduced, tested and adjusted before becoming normal practice. Effective change management requires planning and consideration of how employees will experience and respond to change (CIPD, 2025).
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Four SMART objectives will be used to measure whether implementation is successful:
At least 90% of active property transactions will have a recorded weekly client update by the end of Month 3.
100% of relevant employees will receive guidance on using the checklist by the end of Month 1.
Routine calls and emails from clients chasing progress updates will reduce by 20% from the baseline by the end of Month 3.
At least 80% of buyers and sellers surveyed following completion will report satisfaction with the frequency of communication by the end of the pilot.
These objectives measure both whether the new process is being followed and whether communication with clients improves.
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The checklist should remain simple and record the property, date of client contact, current position, outstanding actions and next planned update. Keeping the process straightforward should reduce the risk of creating unnecessary administration.
Employees will be involved before implementation because they may identify practical difficulties or duplication with existing systems. CIPD (2025) identifies communication and employee involvement as important considerations when managing workplace change. The checklist can therefore be adjusted if practical problems are identified during the pilot.
A Plan-Do-Study-Act (PDSA) approach will support implementation. The branch will plan the checklist, test it during the pilot, study the results and make changes based on what has been learned. NHS England (2024) explains that PDSA can support the testing and improvement of changes through repeated review.
The financial cost should be relatively low because the branch can use its existing computers, telephone, email and customer-record systems. The main resources required will be employee and management time. This makes the solution proportionate to the size of the workplace problem.
Possible barriers include employees forgetting to complete the checklist, increased workload during busy periods and concerns that the process duplicates existing records. These risks will be managed through clear guidance, keeping the checklist short and collecting employee feedback during the pilot.
The end-of-Month-2 review will provide an important milestone. If completion rates are lower than expected, the branch manager will identify the reasons and take corrective action before Month 3. This could include additional guidance or simplifying the checklist.
At the end of Month 3, results will be compared with all four SMART objectives. If communication has improved without creating unreasonable additional workload, the checklist can become part of the branch’s normal sales progression process.
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Effective communication with stakeholders will be important when introducing the weekly client update checklist. Different stakeholders have different levels of involvement and information needs, so communication should be appropriate to their role.
The main internal stakeholders are the branch manager and employees responsible for sales progression. The branch manager needs information about implementation progress, checklist completion, employee feedback and whether the SMART objectives are being achieved.
Employees will be informed through a team meeting before the pilot begins. The checklist will be demonstrated and staff will have an opportunity to ask questions and suggest improvements. This creates two-way communication rather than simply instructing employees to follow a new process. CIPD (2026a) explains that employee voice allows employees to express their views and contribute to decisions affecting their work.
Buyers and sellers are the main external stakeholders. They do not need detailed information about the internal checklist but should understand that the agency aims to provide a progress update at least once each week. An update may sometimes confirm that the agency is still waiting for information from another organisation. Providing this information should help clients understand that a lack of progress does not necessarily mean that their transaction has been forgotten.
Solicitors and conveyancers may need to provide information about legal progress, while other estate agents may be contacted where a property chain is involved. These external organisations can be contacted by telephone or email when information is required. However, the branch cannot require them to follow its internal communication process.
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Communication will continue throughout the three-month pilot. Employee feedback collected during the Month 2 review will allow practical problems to be identified before the final month. Any changes to the checklist will then be clearly explained to employees.
The effectiveness of communication can be assessed through staff feedback, checklist completion and customer satisfaction. If employees remain unclear about the process, additional guidance can be provided. If buyers or sellers continue to report that they are not receiving sufficient information, the branch manager can review how weekly updates are being completed.
Overall, communication should remain clear and proportionate. Employees require enough information to implement the process consistently, while buyers and sellers need regular and understandable information about the progress of their transaction.
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Monitoring and review will be used throughout the three-month pilot to determine whether the weekly client update checklist is improving communication. A combination of quantitative and qualitative information will be used so that the decision is not based on one measure alone.
A baseline will be recorded during Week 1. This will include the number of routine calls and emails received from buyers and sellers requesting progress updates. The results can then be compared with information collected during the pilot.
The first monitoring technique will be a checklist audit. The branch manager will review active transactions to check whether weekly client updates have been completed and recorded. The target is for at least 90% of active transactions to have a recorded weekly update by the end of Month 3. A completed checklist does not automatically mean that the communication was useful, so other measures will also be considered. RICS (n.d.) highlights the importance of clear client communication and maintaining appropriate records of communications.
The branch will monitor routine calls and emails from clients chasing progress updates. The target is a 20% reduction from the baseline by the end of Month 3. A reduction could indicate that buyers and sellers are receiving sufficient information without needing to contact the agency themselves. However, the number of active transactions should also be considered because a particularly busy or quiet period could affect the results.
Customer feedback will provide information about the quality of communication. Buyers and sellers could complete a short survey following completion of their transaction. The target is for at least 80% of those surveyed to report satisfaction with the frequency of communication.
Employee feedback will also be collected. Staff will be asked whether the checklist is manageable, useful and whether it duplicates information already recorded elsewhere. CIPD (2026a) explains that employee voice provides employees with opportunities to contribute their views on matters affecting their work.
An interim review will take place at the end of Month 2. Checklist completion, client enquiries and employee feedback will be examined to identify any variation from the plan.
Corrective action will depend on the reason for the variation. If employees are forgetting to complete the checklist, additional reminders or guidance could be provided. If the checklist takes too long to complete, unnecessary sections could be removed. If clients continue to make frequent progress enquiries, the content or timing of weekly updates could be reviewed.
A Plan-Do-Study-Act (PDSA) approach will support this process. The branch will test the checklist, study the results and make appropriate changes before continuing implementation. NHS England (2024) explains that PDSA can support the testing, measurement and improvement of changes.
A final review will take place at the end of Month 3. Results from checklist audits, client enquiries, customer feedback and employee feedback will be compared with all four SMART objectives. This will provide evidence of whether the solution has improved communication without creating excessive additional workload.
If the objectives are achieved, the weekly checklist can become part of the normal sales progression process, with less frequent monitoring once the process is established. If the targets are not achieved, the reasons should be investigated and further changes made before the process is permanently adopted.
The checklist cannot prevent external delays caused by solicitors, lenders or other transactions within a property chain. Successful implementation should instead result in more consistent communication about those delays, clearer records and fewer clients needing to contact the agency for routine progress information.
Overall, regular monitoring, defined milestones and corrective actions will allow the branch to assess whether the solution is addressing the original problem and make improvements where necessary.
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