East North East Homes Leeds Planning and Performance Management frame work  

· making the Golden Thread come alive 
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  A company with a passion for communities
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Part 1  Guide to Performance Management.
What is Performance Management?

A performance management framework (PMF) is a systematic frame work for measuring the implementation of corporate business strategy and assist in its development. The strategies are cascaded to projects, plans, policies and indicators, both national and local that build a golden thread through the entire organisation key activities. Enables regular reporting in an open and transparent manner and, with our Service Improvement Plans (SIPs), also incorporate monitoring of actions identified resulting from customer involvement and feedback, the national inspection regime and the Audit Commissions Key Line of Enquiries.

This written framework is supported by a framework of improvement and action plans and accountability meetings scheduled across the calendar year to discuss performance and progress, the highlights and exceptions and what actions will be taken to risk manage where exceptions to improvement have occurred.  

Performance Management is not an end in itself; it is a way of working that helps us identify what needs doing, a means to deliver improvement and a way to maintain high quality services. It links and overlaps with other aspects of our company, such as leadership and culture, good governance, internal control, strategic risk and financial management. 

Why is Performance Management Important?

Effective performance management is a critical factor in our successful delivery of sustained improvements. It helps us demonstrate a track record of self improvement and the delivery of better services and positive outcomes to our customers. 

Performance management also assists to support effective decision making and management of staff and resources. It is not an option, but a necessity for the long term success of ENEHL and in response to the rising customer expectations for the highest quality services requiring us to embed a culture of sustained improvement so we can serve our communities better and fully demonstrate we are indeed
 ‘ a company with a passion for communities’.
How is performance measured? 

Monitoring performance is a vital part of any PMF and is measured through progress against Strategy & Action Plans, Service Improvement Plan delivery and Performance Indicators.

Performance indicators are simply measures of performance and describe how well a service is performing against its target or objective.

Previously our  indicators were a mix of national ‘Best Theme Performance Indicators’ and those that have been developed locally, however, in April 2008 a new suite of 198 National Indicators that the Government launched have replaced the former BVPI’s.
The new National Indicators represent a move away from measuring what may potentially have been of no theme to the customer, are much more outcome focused, customer ‘perception’ of quality of life measures, which are to be captured by means of a new Place Shaping survey undertaken by each local Authority .

The indicators are grouped within the following outcome bandings:

Outcome: Stronger Communities  

Outcome: Safer Communities
Outcome: Children and Young People – Be healthy
Outcome: Children and Young People – Make a positive contribution

Outcome: Adult Health and Wellbeing

Outcome: Tackling Exclusion and Promoting Equality
Outcome: Local Economy

Outcome: Environmental Sustainability

This has enabled more local, relevant to customer indicators to be adopted.
The theme of having performance indicators means that they allow us to 

· Provide reliable information about company performance;

· Allow weekly, monthly, quarterly, annual and year on year comparisons;

· Allow comparison with other ALMO’s leading to the identification of service improvements and best practice;

· Enable benchmarking and realistic, achievable but stretching target setting;

· Identify trends and inform the direction of improvement actions and service development;  

· Publicise and present information to customers in a clear manner thus increasing the accountability of the company in line with the latest reviews in Housing.   
Balanced Score Card (BSC)

 A Balanced Scorecard is a tool for explicitly linking performance in a balanced manner across an organisations main priorities or objectives. For East North East Homes our score card is balanced across the delivery of our Four Strategic Themes Decent Homes, Decent Places, Fair Access and Valuing Resources so the score card is linked to the delivery of these themes, company strategy and Service Improvement Plan framework.

                 Tips For Managers  for
· Communicate the overarching Strategic Themes of  ENEHL to your staff.

· Communicate the broad aims of your service to your staff.

· Agree work areas, priorities and targets with individual members of staff.

· Formally monitor progress of work targets with individual members of staff on a regular basis.

· Keep staff fully informed about  events/developments needs and solutions.

· Hold Employee Performance Review PADS interviews at least once a year, at which employees’ role in contributing to the Service Plan and ENEHL’s Strategic Themes is assessed.

Staff Awareness raising
· Ensure that staff understand and are trained in the use of performance indicators.

· Give frontline staff some responsibility for indicators and targets.

· Clearly identify who is responsible for achieving the performance target.

· Keep the language of performance management simple and avoid jargon.

· Reinforce the message with your staff by showing that performance measurement helps to improve the service.

Part Two - The Performance Management Framework -  Background 
East North East Homes Leeds vision is 

 ‘ it is our business to enrich lives, homes and communities’
Our short, medium and long term objectives reflect this vision:-

· By 2010 all of the homes that we manage for the Council and which are sustainable for the medium term, will meet the Decent Homes Standard;

· By 2015 all of the communities in which the homes we manage are located will be cohesive and cleaner, safer and greener;

· By 2020 all of the people living in the homes and communities we manage will contribute to, and benefit from, the economic prosperity of the city.

Production of effective performance measures and plans can only be undertaken with a clear understanding of what the company needs to do to deliver our vision and objectives.  

In order to ensure we are continuously improving, delivering our business plan objectives and meeting the needs of our communities effectively, ENEHL needs a robust performance management framework PMF in place. 

The recent Cave review in Housing have highlighted the need for Social Landlords  to achieve better outcomes for tenants and empower tenants to play a key role in assessing performance with a view to tenants holding landlords accountable for weaknesses in performance and even requesting landlord changes. 

The Tenant Services Authority (TSA)
Arising from the review the TSA came to be and since December 2008 have taken over the regulation role from the Housing Corporation for, Housing Associations. It is proposed to extend this to ALMO’s from April 2010. The TSA aims to raise standards and champion tenant’s interest.
To ensure Tenant’s views are fully represented The TSA camper van embarked on a nationwide tour as part of the largest tenant consultation ever to give tenants the opportunity to have their voice heard and tell the TSA what they think of their landlords, and what areas of service are most important to them.  This is referred to as the ‘national conversation.

The feedback gained from the national conversation will directly help to form the TSA's objectives for the new regulatory framework, which is expected to begin to come into effect at the end of 2009. 

Development 
The 2009 review of our PMF and development of our Business Score Card therefore integrates the TSA preliminary findings, planning, monitoring, performance and financial management and review and risk and improvement systems to enable officers at all levels to make informed decisions to improve services and deliver the right outcomes for our customers.

Overall Framework development involves 3 main stages

· Plan – to use the Business Plan, Strategic Service Improvement Plan, and company strategies to set overall aims and objectives, targets and priorities in service delivery. 

· Monitor - to regularly monitor progress against these plans at least quarterly or monthly in the case of financial monitoring. In the case of the best theme performance indicators this to be weekly, monthly and quarterly.

· Review – to use the review of the above plans, including analysis of feedback from Area Panels, tenant led inspections, Focus Groups, customer feedback and complaints, to revise targets and priorities at least annually, including reference to benchmark comparisons.  
Purpose
This is the 2009/10 revision of the ENEHL Performance Management Framework incorporating the draft Corporate BSC with the purpose of ensuring the company can demonstrate:

· Effective delivery of the company vision, aims and Strategic Themes, Decent Homes, Decent Places, Fair Access and Valuing Resources via effective Business and Service Improvement Plan delivery.

· Staff understand the framework and how their role fits in to delivering performance requirements at both an individual and team level.

· An effective PMF responsive to the findings of the recent reviews in housing by concentrating on delivering better outcomes for our communities, involving tenants in assessments of the quality of our services and publication of performance reports which include benchmarking information.   

	ENEHL Strategic Themes
	How we will deliver our Strategic Themes

	Decent Homes
	We will make sure all our sustainable homes meet the Decent Homes Standard by December 2010 and are then maintained to that standard as a minimum in future years.

	Decent Places 
	We will work proactively with partners and residents to make our estates cleaner, safer and greener and to develop cohesive communities in which people choose to live.

	Fair Access
	We will provide our services in an open and inclusive manner that meets the identified needs and aspirations of the diverse communities that live in the area.

	Valuing Resources
	We will be an employer of choice and provide high quality services through themed and empowered staff, and effective and efficient use of resources. 


There are links with the Council’s Strategic Landlord PMF and it is intended the ENEHL framework compliments this to enable us to meet our responsibilities and obligations within the Management Agreement and to contribute to the delivery of key corporate, city-wide and regional strategies, and national housing and regeneration initiatives. 

Part 3 ENEHL Performance Tools, Roles and Responsibilities

Service Improvement Plans.

There is an ENEHL Strategic Service Improvement Plan (SSIP) that sets out the high level activities required to effectively deliver our Business Plan and strategies.
Each team or Service Area has their own Service Improvement Plan (SIP which are grouped together by Directorate. They include actions deriving from customer feedback and support delivery of the strategic plan at an operational level.  Performance Indicators are also linked and owned in each team plan. 

Performance is monitored with quarterly and annual progress reports produced for ALMO Management Team (AMT) and with Performance sub Committee (PSC).This ensures planned improvement actions are delivered and performance against team targets is managed.
Performance Appraisal and Development Scheme (PADS)

Individual performance management to ensure effective delivery of team service plan and performance improvement is supported by performance appraisals carried out annually, with 6 monthly reviews and by regular one to one meetings to discuss progress and plan actions. 

This process aligns the individual’s actions to their team SIP therefore company priorities and service delivery, the Golden Thread. Performance on Annual PADS percentage completion is collated and reported annually.   

ENEHL Business Score Card
Our approach to Performance Management, reporting and existing score card has been reviewed in 2009 and we are developing and implementing  a Business Scorecard approach to managing our business with a Corporate Scorecard backed by Directorate Scorecards all linked to our Strategic Themes, the company Strategic Themes that drive our Performance Management and Service Planning Frameworks.  

The review has included review of company strategies and measures we need to ensure these are delivered with all the required elements addressed by a range of qualitative indicator’s and actions to ensure to our customer and community needs. 
See App 1 for the draft Business Score Card and App 2 for the BSC Strategy Map. 
Covalent Performance Management system
 We are introducing an IT solution (Covalent) to make performance management more efficient and accessible at all levels. The system will coordinate performance against targets, Strategy and Service Improvement actions and Risk to produce a Corporate Score Card of results linked to our company themes.
This enables greater transparency and accountability, is easy and convenient to use with all plans, PI’s and risks in one location which is quick, easy to access, efficient and saves time.  Levels of access and screen shots are tailored to the individual, providing the right information, to the right person at the right time. The system will chart trends and performance on the screen shots to make the performance information more meaningful and show at a glance which actions, PI’s and risks need most attention.
The system will eliminate the need for paper plans and numerous performance spreadsheets. Saving a lot of time and money. It will also, limit the need for paper reports as at Board or ALMO Management Team meetings the system can be accessed to demonstrate performance and  progress against improvement actions. Saving further staff time and printing costs.
Initially, the system will be rolled out to management but it is planned to roll out to everyone by early 2010.    
Using Performance Information  

Performance Management is not just about collection and reporting of performance information.  Performance information needs to be used routinely and consistently to improve the day to day services that we deliver.

Covalent enables immediate flag up of performance below predicted levels to be targeted so that early remedial actions can be taken, lessons learnt and improvements made. 

Benchmarking,  or comparison with other ALMO’s, locally and nationally, is used as an opportunity to identify services with better performance and that are ‘best in class’.  
Benchmarking activity on performance and costs is generally co-ordinated by HouseMark a national group of ALMO’s who share performance and costs information from which HouseMark produce externally verified reports.   

Once identified we can then make contact with ‘best in class’ to compare our processes and service and make improvements  based on what is learnt from others that is relevant and appropriate for our customers. 
Using customer feedback.

The annual over-arching STATUS survey (Standardised Tenant Satisfaction Survey), our regular service specific customer satisfaction survey feedback, Complaints and Compliments that we receive, Tenant inspections and our Service Focus Groups are the main feedback mechanisms we have from customers that we utilise to drive service improvements.

This information is analysed to identify if particular customer groups or specific areas are experiencing particular problems, customer comments are noted and responses and service improvements made. In 2008/09 98 customer led changes were reported as part of a HouseMark benchmarking exercise which made us top quartile.   
Achieving Theme For Money

Each Budget Holder has a target to achieve cashable efficiencies within their budget service area. This is monitored by monthly Budget Holders meetings held with designated Budget Managers from our Finance Team and service spends against budgets are discussed.

Managers also confirm potential areas of efficiency against targets and performance in areas linked to the management fee incentive and penalty scheme are discussed.

All actions contained within the Service Improvement Plan are impact assessed and state how each action is contributing to the improved service delivery and better VFM.
In addition there is a VFM working group for the sharing of ideas, best practice and access to alternative sources of funding for our services.

The role of Area Panels

One of the successes of the former ALMO’s has been the increase in tenant involvement in our decision making processes. In order to sustain involvement at strategic level following the merger, four Area Panels were introduced in the ENEHL which mirror the Council’s Area management structure. Area Panels are seen as a means to further improve tenant involvement and to enable a focus to be maintained on local issues. 

The Area Panels consist of one Board Director, (currently a tenant), two councillors from the Area Committee and six tenants. 

The four Area Panels have a wide range of delegated responsibility for local issues, including a financial allocation that includes a budget for support for tenants groups, support for community groups, local environmental works and local community safety. 

The ENEHL Area Panels have agreed of reference ( APP 4) which sets out the full range of their responsibilities regarding planning and performance management across our service provision.

From these each Area Panel has agreed their own key priorities, reflecting area concerns which the communities they represent wish them to focus on. 

They are provided with and utilise the regular performance reports for local information and comparison of ALMO’s within Leeds and National Metropolitan ALMO peer group quartile comparisons. 
The role of the ENEHL Performance Sub-Committee

The Performance Sub Committee comprises six Board Directors nominated by the ENEHL Board.  The Sub-Committee is made up of two Councillor Directors, two Independent Directors and two Tenant Directors.  The Sub-Committee has a Scheme of Delegation and a Freedom of Information Act Publication Scheme in place.  

Meetings are to be held bi-monthly on an alternate month cycle to the full ENEHL Board meetings.  Attached as (APP 5) is an extract from the Performance Sub-Committee terms of reference outlining the purpose & responsibilities of the committee.
The role of Tenants Focus groups 
ENEHL Tenants Focus Groups regularly appraise performance against objectives and targets.  Groups are part of our Continual Process Improvement (CPI) programme and undertake reviews of service as part of the Report and Review stage.  They are involved in changes arising as a result of adverse performance.  Service improvements proposed by Focus Groups move into Service Development Groups for implementation.
Staff Service Development Groups

Staff Service Development Groups pick up on outputs from Focus Groups as well as initiatives suggested by our performance monitoring processes, complaints and benchmarking of best practice.  Service Development Groups work up changes for implementation and then monitor effectiveness of delivery of outcomes intended. 
Tenant led inspections

Each year Area Panels commission a Tenant led service inspection.  These inspections focus on a specific service area and are undertaken by tenants supported by the Partnerships Team.  Recommendations from the Inspection are made and used to inform Tenant led service changes.
Risk Management 

ENEHL have a Statement on Internal Control and maintain systems which provide assurance on effectiveness in managing the organisation. To demonstrate this, ENEHL maintains a Risk Register of their key business risks. This is reviewed quarterly taking into account risks identified on the Council’s Risk Register. 
Our reviewed risk register is sent to the Council’s Risk Management Unit and / APPT on a quarterly basis. Any risks categorised as very high or ‘red’ on the ENEHL Risk Register are then submitted to the Corporate Risk Management Group (CRMG) for consideration. CRMG reviews all high level risks and makes recommendations on which risks should be escalated to the Corporate Risk Register, owned by Corporate Management Team. CRMG has a minimum of one ALMO representative. ENEHL Risk Register and the links to the LCC Risk Register is discussed at the Strategic Quarterly Review Meetings.
Progress on the performance against targets and SIP delivery is risk managed by means of quarterly progress and exception reports including the requirement to risk assess and produce a remedial action plan to address any slippage or failures in delivery. 
The new Covalent IT solution incorporates risks and risk management updating in real time for effective risk management. 
Data quality checks 
ENEHL are required to carry out regular quality checks of all data which is used to calculate performance of PIs to ensure that the data is accurate and that appropriate controls and clear audit trails are in place.
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ENEHL PMF Appendix 1

ENEHL PMF Appendix 2
ENEHL PMF APPENDIX 3 Area Panel Terms of Reference 
	Budget responsibility
· Manage Area Panel budget, approving expenditure relating to:

· Environmental schemes

· Community safety schemes

· Tenant Participation support

· Tenant consultation

· Be consulted on specifications for contracts such as grounds maintenance and repairs

· Provide nominees for inclusion in tender evaluation exercises

Business Plan and Delivery Plan
· Identify and recommend priorities for inclusion in the ENEHL Business Plan and Service Improvement Plan

· Agree local priorities for inclusion in annual local action plan, including actions for continuous improvement on BVKPIs

· Monitor performance on activities

· Monitor expenditure on activities

Tenant Inspection
· Lead an annual Tenant Inspection of local service

· Lead regular tenant input into service monitoring e.g. estate walkabouts

Performance
· Monitor performance of local service by receiving regular reports on:

· Lettings

· Empty property turnaround

· Repairs

· Rent Collection

· Complaints and feedback

Tenant Participation
· Support the development of Tenant and Resident Groups

· Manage the registration and audit process for registered tenant groups on behalf of the ALMO and in liaison with the Leeds Tenants Federation who will retain overall responsibility for the registration process.

· Consult with local T&R Groups and other representative groups on local service development

· Develop strategies to ensure inclusion of minority and hard to reach groups

· Negotiate local Compacts

· Operate small grants scheme from Area Panel budget
Tenancy Management
· Be involved in deciding how to enforce tenancy conditions in local area

· Receive regular reports on tenancy enforcement issues e.g. number of NISPs, ASBOs, details of targeted action

· Participate in relevant local partnerships e.g. community safety


	Repairs and Improvements
· Agree tenant choice items on improvement programmes

· Participate in Board development of overall capital programme priorities and monitor implementation within local area

· Monitor responsive repairs performance and cost

· Monitor tenant satisfaction with repairs and capital improvements and make recommendations for improvements

· Participate in contract evaluation

Lettings
· Produce and administer Tenant Welcome information and induction/welcome for new tenants

· Analyse lettings information, including reasons for refusal and take action or make recommendations arising from this

· Make recommendations for Local lettings Policies
Tenant Satisfaction
· Monitor tenant satisfaction levels by use of surveys, analysis of complaints and feedback sessions with representative groups

· Recommend changes in service delivery identified through tenant satisfaction analysis

Staffing issues
· Be involved in induction of new staff based in local area

· Recommend changes in staffing levels or staffing designation in support of local service needs

· Nominate representatives for inclusion on recruitment panels where requested

· Agree work plans for local staff where relevant e.g. caretaking teams

Service development

· Be consulted on all policy issues under consideration  by the Board

· Make recommendations to the Board for any changes to service policies




ENEHL PMF APP 4

Extract from the Performance Sub-Committee terms of reference
Purpose of the Performance Sub Committee

The purpose of the Performance Sub-Committee shall be to monitor the overall performance of the company including the Revenue Repair and Capital programme. The Performance Sub Committee shall give detailed consideration to performance reports, service delivery policies, review progress against agreed objectives and targets within the overall framework approved by Board, subject to the limits imposed by the scheme of delegation. To examine and make recommendations from Performance reports to ensure that the company is delivering/achieving it’s strategic Aim’s and organisational objectives, in line with the company’s business plan. 

Duties of the Performance Sub Committee
· To establish a range of key housing management performance indicators, standards and targets, both national and local and to monitor and evaluate performance against those targets, standards and targets and report back to Board on a periodic basis. 

· To monitor development and delivery of the East North East Homes Service Improvement Plan and to assist with the development of appropriate elements of the East North East Homes Business Plan.

· To consider the implementation of service delivery and recommendations arising from relevant Best Theme reviews, inspections and Key Lines Of Enquiry, or any other relevant form of service reviews and assessments. 

· To review and recommend local lettings schemes as required. 

· To consider all matters related to the Capital and Revenue Repair and Improvement Programmes of East North East Homes Leeds and to provide reports and make recommendations to the Board.

· To evaluate and consider reports from the Stock Condition Survey undertaken within the Board area and recommendation priorities for investment, disposal and demolition.

· To develop forward Programmes for Capital and Revenue works to be procured by East North East Homes Leeds for the period up to 2010 based on priorities established from the Stock Condition Survey.

· To receive reports on customer satisfaction and the performance of in house and external contractors in delivery of the responsive repairs service and Capital and Planned schemes of work for East North East Homes Leeds.

· To consider recommendations from the appropriate Focus Groups and Service Delivery Groups.

· To provide reports to the Board on progress in meeting the Decency target and to develop processes and standards for Decency Plus.

· To consider reports and agree recommendations to the Board on the integration of the East North East Homes Leeds Programmes with the broader regeneration agenda within this area (i.e. EASEL)

· To ensure that Tenants and Leaseholders are consulted and their views are taken into account in decisions about investment, demolition and/or improvement to properties recommendations to the Board.

.

· To recommend to approve work of an urgent nature by joint agreement of the Chair and Chief Executive.

· To recommend variations within the agreed annual revenue repairs and capital programme for approved by Finance.
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