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· Introduction

This is the initial assessment for Homes for Haringey which is the Arms Length Management Organisation (ALMO) for Haringey Council’s housing.  The organisation officially launched in April 2006.  A total of four sites were visited and 100 people were interviewed during the five days of the assessment.  The assessor would particularly like to thank all those who, took part in and helped to organise the interviews.  
· Benefits gained from using Investors in People
The following areas were identified as benefits gained as a result of working towards the Investors in People Standard:-
· A considerably improved approach to setting the expectations of line managers and evaluation of their effectiveness.

· An excellent level of communication throughout a period of rapid change and considerable uncertainty.
· A very positive morale throughout the organisation as people feel they are central to delivering the desired for improvements in services.

(  Executive Summary

Homes for Haringey meet the current Investors in People Standard.  They are to be particularly congratulated for their impressive commitment to The Standard’s principles given the considerable pressures on time as the ALMO has been launched and the organisation strives for 2 stars at the forthcoming audit.
(  Areas of particular strength or effective practice

The following is a list of good practice characteristics or features found during the course of the site visits. These are recognised as being of good practice or exceeding the requirements of the Investors in People Standard: -

Homes for Haringey has a very clear vision and direction for the organisation.  People at all levels are able to describe the key measures of success:-
· Customer Service.

· Financial Stability.

· Successful Audit Commission Report – 2 Stars
These clearly linked to the team and individual targets of those interviewed.

There are excellent examples of people feeling involved in the planning and decision making for their team and Homes for Haringey as a whole, e.g:-

“My reformatting of the payroll forms has been instigated and well received by managers.”
“Our suggestions for improving the method for recording unsuccessful visits (no-one in) have dramatically reduced issues where used residents claim we have not visited have been addressed as we describe their door to the controller before we leave.  It has reduced disputes and increased our completed jobs rate.”
Learning and development needs are very successfully identified through one-to-ones, appraisals and team briefings.  People feel that delivery has become more focused with training advisers picking up needs and communicating how and when they are to be addressed.

There is excellent communication throughout Homes for Haringey with people complimenting the way senior management has kept everyone informed of developments around the anticipated Homes for Haringey funding for decent homes and the work toward 2 stars.
There is a clear understanding of the investment in learning and development and what benefits are anticipated from that investment, e.g:-
· Task training is anticipated to speed up the consistent use of the new system to deliver greater accuracy and therefore customer satisfaction.

· Train the trainer courses to help deliver appropriate support for 4th tier managers delivering process training/refreshers.  Once again with a view to improving consistency and increasing efficiency.
There has been impressive management of the tendering process for the repairs contract.  Given the uncertainty that this has caused amongst employees in the repairs team, they have all complimented the open communication surrounding the review.
Given the newness of the organisation, the commitment to, and delivery of, learning and development has been exceptional.  Homes for Haringey combines a willingness to listen, with a clear focus and drive to deliver improvement.

There are excellent examples of Senior Managers looking to learn from the evaluation of previous activity to help inform current strategies, e.g.  the Management Assessment and Development Programme.

(  Areas where development could be considered

These represent areas found during the course of the site visits where the organisation might consider improving. Actions are not necessary to meet the Standard: -

Ensure that identification of management and development effectiveness is built in to the future appraisals for all line managers, once the Management Assessment and Development Programme has been delivered to all line managers.  This will ensure that managers’ performance can be tracked and their effectiveness further improved. 
Clarify a measure which accurately summarised how Homes for Haringey is performing against its customer satisfaction aspiration as an organisation in a monthly or quarterly way.  The wide variety of satisfaction surveys and measures can create confusion amongst people as to what would be a satisfactory level of satisfaction for the organisation is doing as a whole.
Consider methods for improving the collaboration between departments within Homes for Haringey and Haringey Council.  The introduction of the ALMO is causing friction between certain departments which is ultimately unlikely to improve overall performance.  The planned clarification of Service Level Agreements (S. L. A. s) should help in this area.
Ensure that the resources invested in internal learning and development courses are explicitly quantified so that an objective assessment of opportunity cost can be used to assist evaluation and decision making for future activities.

Ensure that the access to development opportunities is equal to all.  A few interviewees felt that the re-organisation of their role was at risk of deskilling their position.

Ensure that the performance management of individuals is clearly linked to their measurable objectives.  Occasionally it is felt that managers could be more proactive in addressing issues with individuals’ performance.  This compromises the effectiveness of the team as direct reports feel that certain people are allowed to under perform.

Look at the number of longer term (over six month) temporary and contract staff and establish how efficient this approach is when taking into consideration the investment in their learning and development.

(  Assessment Findings
Developing strategies to improve the performance of the organisation 

An Investor in People develops effective strategies to improve the performance of the organisation

1. A strategy for improving the performance of the organisation is clearly defined and understood

Top managers have clearly set out the vision and aims of Homes for Haringey.  There is a clear focus on:-
· Excellent customer satisfaction.

· 2 stars rating from the Audit Commission in May.

· Improved resident involvement.

These aims are effectively underpinned by the values which include:-

· Customers are at the heart of everything we do.

· Getting it right first time.

· Everybody takes responsibility for delivering on our promises.

· Welcoming feedback and using it to improve.
Top managers produce a development plan which sets out they key measurable objectives which are intended to deliver the vision, these include:

· XX% of satisfaction with repairs.

· All voids turned around within xx days.

· Two stars in the Audit Commission review.

· XX% overall satisfaction from residents.

Top managers have monthly meetings with union representatives at which key elements of the development plant and current issues are discussed.  Union representatives confirm that they are involved in the planning process and feel that overall the relationship is constructive.

Every team produces their own ‘team plan’ which sets how they intend to support the achievement of Home for Haringey’s overall development plan.  Managers review key objectives regularly at team meetings as well as at regular away-days.

People have a strong clarity of their team’s objectives and those of Homes for Haringey, as a whole:-
“We are desperate to get two stars and if my team get more residents involved in discussion, this will be taken into consideration by the auditors.”

“If we get the repairs done quicker this would help our performance and in turn improve the residents’ satisfaction.”

2. Learning and development is planned to achieve the organisation’s objectives 

Top managers have a clear grasp of the resources necessary to meet the learning and development needs of the team.  The executive also understand the return on investment that is anticipated.  Key learning programmes include:-
· A programme of ‘multi trade’ training is to be rolled out to help ensure faster response times and improved efficiency.

· The Management Assessment and Development Programme is a major investment which is seen as a crucial tool in helping deliver greater performance management, and subsequently, better value for money.

Managers are equally adept at describing the development needs of their team and how they intend to address these needs, e.g:-

“We are working on cross-skilling the entire team so that if people are on holiday we have cover to ensure that no back log builds up.”

“The Housing Management Workshops are intended to improve the teams’ confidence, as well as ultimately deliver a better service for residents.”

Everyone interviewed has received an appraisal at which they confirm that they discussed with their manager what development activity would help them meet their objectives.

People are able to explain and describe how planned learning and development activity should help themselves, the team and Homes for Haringey as a whole, e.g:-

“I have requested a Locksmith’s course which has been approved.  This will add a string to my bow and will save a lot of time and money as it takes far less time changing a lock than changing a door and frame.”
3. Strategies for manging people are designed to promote equality of opportunity in the development of the organisation’s people

Top managers have been working hard to perpetuate an atmosphere of openness and suggestion making.  There are a variety of team meetings, upward appraisals and walkabouts by Directors and Board members that all encourage ideas from people on how to improve the way that Homes for Haringey works.
Top managers include all staff in communications and appraisals and have often constructed development activity in order to enable the attendance of part time employees, e.g:-

· The House Management Workshops have been split into fifteen 2-4 hour sessions.

Managers are able to describe the different learning needs identified for the team and how they have addressed these needs:-

“He has been on some IT courses and in order to improve his confidence I have partnered him with a colleague as he feels more comfortable asking questions on the job.”

“We regularly discuss with apprentices what work experience they need and send them on these type of jobs as soon as possible.”

People believe in the commitment of their managers and Homes for Haringey to ensure that they are given appropriate access to learning and development.

Interviewees feel that the delivery of learning and development has improved over the past year.  The majority of interviewees able to describe examples of how they have been encouraged to suggest ideas:-

“We are always being asked what we think would help us work better….My suggestions for a simpler payroll form have been adopted by the managers.”

“The away-days are a really good chance for us to suggest ideas for the team.”

“We are now able to get the jobs in advance so we can get the right materials for the job.  That came out of a request at the meeting.”
4. The capabilities managers need to lead, manage and develop people effectively, are clearly defined and understood

Top managers have initiated and participated in a comprehensive ‘Management Assessment and Development Programme’ which has explicitly set out the ‘People Management Benchmarks’.  These are effectively the behaviours and actions expected from Homes for Haringey people managers.
These benchmarks are the basis for the assessment of every people manager in Homes for Haringey which includes a comprehensive upward appraisal element to help inform effectiveness.

As a consequence of this thorough assessment,  managers are able to clearly articulate the expectations upon them.

“My performance as a manager has been thoroughly reviewed through the self assessment, upward appraisals, team meeting observations and loads of other elements.  It has been great in reassuring me what I am doing well and areas where I need to focus, for example – I am working on my time management.”
People are able to explain in detail what they can expect from their managers.

“My manager is very supportive to any of my queries.  She holds the team meetings one-to-ones and is good at ensuring I get varied jobs to keep me interested.”

“My manager is responsible for keeping me informed, giving me feedback and agreeing our objectives.”

“She is great at encouraging me to come up with my own suggestions but will happily muck in if it is necessary.”

Taking action to improve the performance of the organisation

 An Investor in People takes effective action to improve the performance of the organisation through its people

5. Managers are effective in leading, managing and developing people

Managers explain their effectiveness through a variety of examples of how they lead, manage and develop:-
“We use the away-days to agree the key focus of the year for the team.  It is then, at the team meetings, one-to-ones and appraisals where we discuss issues and agree solutions.  The improvement in my performance and my assessment ratings, in particular from the 180˚ feedback, are crucial in identifying my effectiveness.”

There are several examples of managers at all levels giving constructive feedback:-

“Following the management assessment we discussed where further improvements and evidence are needed for him to meet the People Management Benchmark.”

“We talked about his need to handle difficult customers and colleagues in a calmer and more considered way.  We sent x on some workshops and have regularly discussed how he has coped.”

People can readily explain how effective their manager is at leading, managing and developing them.  The formal processes of team meetings and one-to-ones are regularly mentioned.  In addition, people confirm a considerable amount of informal support and an atmosphere of team work.  There is a strong sense of mutual trust between managers and their direct reports which leads to regular and constructive feedback.

“I get regular feedback, good and bad.  We talk about what is going on all the time.  I would never hesitate to challenge anything I wasn’t happy about and I know she would listen.”

“I have become far quicker at organising priorities.  My manager pointed out that I would often be distracted by the most recent issue rather than the most important and urgent one.  By putting into practice some ideas we discussed I feel calmer and am definitely more productive.”

“We are far more focussed as a team now.  The updates from Steve (CEO) are followed up by our team meetings where our manager discusses how our performance contributed.  It makes for better suggestions when we understand better how we fit in.”
6. People’s contribution to the organisation is recognised and valued

Managers and their reports confirm that a culture of recognition and appreciation pervades throughout Homes for Haringey.  There are a variety of reward schemes such as ‘employee of the month’ and people confirm that managers regularly thank them for good work and pass on positive comments from residents and colleagues.

“We regularly discuss who and what has gone well at the team meeting.  It helps remind us what good looks like, especially as we often tend to focus on what has gone wrong.”

“I have nominated members of my team for ‘employee of the month’ and this really got their attention and that of their team mates.”

People are able to describe how they can contribute towards performance.

“My ability to remain calm when dealing with irate residents has made my job more enjoyable, quicker and has even resulted in people sending in compliments.”
“I have been nominated for ‘employee of the month’.  It was nice to be noticed and feel appreciated.  It adds to the feeling that we are all working together.”

“My manager is always saying thank you and noticing things I have done around the estate.  It just shows that people are paying attention.  We have also had Directors and Board members here which helps us feel important.”
“Steve rewarded us for successfully handling the test case.  This would have caused a lot of difficulties if we had not won.”
7. People are encouraged to take ownership and responsibility by being involved in decision-making

Managers describe a variety of methods used to encourage suggestions from people throughout Homes for Haringey, both individuals and representative groups i.e. unions.  These include team meetings, away days, a staff suggestion scheme and one-to-ones.

People confirm that these activities do deliver a sense of involvement in decision making which in turn impacts on performance:-
“We all discussed the problem of disputes about ’not met’ appointments. We agreed to phone the office and also take a description of the front door so that when they claimed we hadn’t called we could confirm details.  This has improved morale as we do not spend ages debating whether or not a resident had been in.”
“We have collectively agreed some measures to help resolve the issue of pirate radio stations being set up in the tower blocks.”
People also confirm the sense of ownership they have in their role.

“I am given my work schedule for the whole week which enables me to plan the materials and the best way of organising the work.”

“We have agreed to teach each other our own job so that there is greater cover when people are off, or if there is a sudden rush in a particular area.”
8. People learn and develop effectively

Managers describe how learning and development needs are picked up via:- appraisals, one-to-ones and general conversations.  The training team will often then ensure that an appropriate; course, workshop or coaching is organised.  
People confirm that this approach effectively delivers their learning and development needs and in turn how they put it into practice.

“I have been on a public speaking course which has really helped my confidence when representing Homes for Haringey at leaseholder meetings.”

“The tenancy management and estate management courses have been excellent and are very relevant to my day to day on the estate.” 
“The Access database course was very useful; especially as T use Access to record interaction with tenants which in turn can be referred to at a later date by me or other members of the team.”

New recruits and job changers within Homes for Haringey confirm that they receive a comprehensive induction to the organisation and their role.  They have a 4 week programme of meetings and there is a check list to ensure that key messages have been delivered.

“My induction involved a series of meetings with key people including area and repair managers.  I also had a session with Steve (CEO) and discussed key objectives and triggers.  I get regular one-to-ones, so far the experience has been excellent.”
“My change of job was really well handled.  We spent time clarifying my objectives and discussing what development activity I needed.  This was really positive as I was wary of admitting there were areas I was not sure of.  The ongoing one-to-ones have been great in helping me clarify things and build my confidence.” 

  Evaluating the impact on the performance of the organisation

An Investor in People can demonstrate the impact of its investment in people on the performance of the organisation

9. Investment in people improves the performance of the organisation

Top managers are able to confirm the overall investment in learning & development as well as being able to quantify the impact it has had on performance.  There is a comprehensive review of learning and development activity and evaluation of its impact on performance, these include:-

· The Housing Management Workshops – a series of internal workshops that have considerably increased the skills and knowledge of Housing Management staff.  Benefits include:- 
· cleaner blocks
· improved resident satisfaction

· greater consistency

· more staff suggestions

Top managers are also able to describe how they have modified their learning and development strategy to improve performance:-

· Following a review of past management development activity the senior team has introduced a comprehensive ‘Management Assessment and Development Programme’.  This a considerable scheme which is intended to set the standard for all people managers within the organisation and deliver an improved level of performance management.
Managers are able to give examples of how learning and development has improved the performance of their team and Homes for Haringey as a whole e.g.:-

“We have been working hard to train the team in each others roles; this has improved our efficiency and helped to bring down residents’ waiting times.”

“The workshops have had a fantastic impact on the team, they are far more likely to come to me with solutions than before and this can be seen in the number of compliments I am getting from tenants.”

“The (locksmith) course has been very popular as it gives their job more variety and saves us time and money.”

People are equally able to give examples of how their performance and therefore that of the team and Homes for Haringey as a whole has been improved thanks to learning and development activity.
“The system training has really helped me organise the work load more effectively which in turn improves the efficiency of the repair team.   This in turn means that tenants aren’t phoning up to chase work which saves even more of my time.”
“Me being able to handle difficult customers more calmly has reduced my stress levels which in turn has stopped me from adding to the problem.”
“The letter writing course has really helped me to do that part of my job and I get far fewer corrections and less repeat queries because I answered all their questions first time.”

10. Improvements are continually made to the way people are managed and developed

Top managers refer to the comprehensive Management Assessment and Development Programme as a key improvement in their strategy.  This has been agreed due to a review of the impact of past management development activity in particular the results of pre and post upward appraisals.
The decision to undertake a greater amount of internal learning activity after delivering a series of train the trainer courses is also due to evaluation of past externally delivered courses.

Managers are able to describe a variety of examples of how they have improved the way they manage and develop their direct reports e.g.:-
“I have worked hard at improve the regularity and interest of my team meetings and one-to-ones.   I have started to involve people from other departments to help people understand their perspectives.”

“I have made a conscious effort to improve; the way and the amount I delegate.  It came up in feedback from my team and my manager, it has taken time but now I feel far happier giving more complicated work to the team and they enjoy the challenge.”

People confirm that hey feel there have been numerous examples of improvements to the way that Homes for Haringey manages and develops its colleagues.
“They work really hard to keep us informed and this is matched by a real willingness to hear what we have got to say.  There are far more opportunities to make suggestions.”

“The delivery of training has got far better.  Not only are our requests met but our manager tries hard to make sure that we get a chance to put it into practice.”

“The culture has changed there is a real feeling that we can improve things and that we are in this together.  The team meetings and one-to-ones are more regular and more useful.”

( Recommendation and Next Steps
Having carried out the assessment process in accordance with the guidelines provided for Assessors by Investors in People UK, The Assessor is totally satisfied that Homes for Haringey meets the requirements of the Investors in People National Standard.
Subject to the Recognition Panel endorsing the Assessor’s recommendation, the Investors in People recognition is granted indefinitely, with a proviso that reviews take place no greater than 3 years apart.  The organisation should discuss the timing of the first review with the Adviser. 

( Options for your next review
Investors in People Profile

Investors in People Profile is an optional service for organisations where, instead of a conventional post recognition review or assessment, organisations can choose to be measured against the Standard and compare their performance with other Investor in People organisations. So, in addition to all of the usual benefits of Investor in People Recognition, a Profile Review will give clear guidelines for continuous development, provide an in depth look at your strengths and weaknesses and highlight areas of good practice. Profile is a premium product and the assessment requires a higher financial investment.  
Internal Review

Internal Review is a flexible review option available to all Investor in People organisations. It was introduced because recognised organisations identified that they wanted more involvement and ownership of their post recognition reviews. Internal Review works on selected principles of quality assured self-assessment and must be conducted with the full involvement of CQL. We develop your people to a nationally approved standard, providing you with an internal resource to enable you to monitor your own performance, target your resources appropriately and participate more fully in the review process.

Promoting continuous improvement

CQL offers an integrated advice and assessment support service, as well as workshops, surgeries and networking events to promote continuous improvement and maximize the benefits of working with the Standard.  Details of the support available to you can be found on CQL’s website www.cqlgroup.co.uk, or from Andra King, Client Services Director, at andra.king@capitalquality.co.uk  Tel 07767 623 972.
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