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Executive Summary
North Star Housing is a social housing provider based in Stockton on Tees.
The organisation has been working with Investors in People for 17 years and at its previous
review, it attained the Gold Award under the previous version of the Standard. This is its first
review against Version 6, although it has spent some time understanding the new standard,
including a site visit to Brother UK.
The market in which North Star, and other housing associations, operate in is particularly
challenging and driven by a range of political, economic and social factors. The most
significant are government policy and in particular housing policy; that has imposed a 1%
reduction in rents and introduced reforms to welfare, that have particularly impacted on
tenants. Faced with such challenges many housing associations have been forced to reduce
overheads, that frequently involves redundancies, or merge with another housing
association.
North Star adopted a different strategy. Instead of imposing redundancies, it met staff and
asked them to work together to identify cost savings that would not impact on tenants
negatively but would save income. The result was the organisation saved more money than
it needed to and this contributed to a surplus.
This approach is reflective of a culture that believes in fully engaging staff to deliver its
objectives.
Driving this is strong leadership that constantly reflects on the future, so that North Star can
respond by adapting its current services or adopting new ones. There was evidence that the
organisation had sought to continually improve in this area; processes had been developed
and new approaches to business planning implemented; with the results of people surveys
indicating this was leading to continued improvement.
The review found that North Star was very much a values-driven organisation. Although
there was some slight variance in individual’s understanding of the values, there was a wide
understanding of what the values represented and how people should behave to support
them. Further clarity regarding values may help strengthen them further. There was
evidence of improvement in this area through the people surveys and business metrics used
by North Star.
Empowerment and involvement were found to be a central theme of the organisational
culture. It was seen in the approach to business planning as well as participation levels in a
wide range of project groups and how teams were managed. This was role modelled by
senior managers and the approach was found to bring strong tangible benefits to the
business. There was also evidence of improvement over several years as a result of new
approaches that have been developed as a result of evaluation. HR and survey metrics
support the view of continual improvement.
A performance management process was a key asset to the management of performance
within the organisation. This provided clarity in terms of objectives and an important
feedback loop with regard to performance against key objectives and KPIs. Although the
values were discussed and reviewed during the appraisal there was no real evidence of a
systematic analysis of behaviour data through the performance management system. There
was evidence of improvement and impact in the area of performance management from
people and business metrics.
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The organisation and its managers were found to have a good understanding of how to use
reward and recognition to motivate staff in both the short and long-term. In addition to
processes, such as the Staff Awards, there was an emphasis on managers using praise and
thanks to both motivate and acknowledge individual contribution. Survey and HR metrics
suggested this was an area that was continually improving as a cultural of recognition
became further embedded.
A series of functional reviews was undertaken by the organisation to reshape and
restructure, that enabled it to meet the current and future demands placed upon it. The
organisation itself is structured to support cross-team working and provide clarity in terms of
accountability. There were strong networks established both formally and informally, that
provided a supportive environment for individuals at North Star. People commented on
improvements in cross-team working and how the organisation had facilitated this
improvement. Metrics suggested that this approach was impactful and continually improved
over several years.
The future focus of the organisation also included consideration of capability building, with a
wide range of development activities that supported both individual and team development.
There was evidence of a strong, thoughtful approach to people development and supporting
the application of learning. Learning activities included learning circles, peer learning as well
as coaching and mentoring. There was evidence that the organisation was planning
succession and its overall resource planning activities (including recruitment) were viewed
positively by those who participated in the on-site review. Although there was evidence of
these activities having an impact there were few people metrics that indicated continued
improvement in this Indicator.
As referred to previously, there is a strong focus on the future and consideration of market
drivers and influences. The organisation strongly demonstrated that it involves people in
plans for the future, with activities such as Mission Possible and the Open Space approach,
demonstrating this at the highest level. The organisation had deliberately equipped its staff
and managers in terms of change management and demonstrated honesty and
empowerment in its change processes. North Star is strongly aware of its connection with
the local community – with staff describing it as not being linked to the community but rather
being part of the community. This manifested itself in several ways and at all levels – product
development, staff volunteering, the involvement of tenants and representation on local
economic panels. There was strong evidence of impact in this approach and that there had
been continued improvement in this area.
North Star demonstrated exemplary practice in many areas. This practice has been
continually developed over an extended period and the ambition to improve shows no sign of
waning.
The review process is very comprehensive and covers a wide range of people and businessrelated activities. As with all reviews, there are consequently areas to develop which is in line
with the aim of the Standard to encourage continuous improvement.
The heatmap on the following page summarises the findings against the 9 Indicators of the
Investors in People Standard and the award level gained.
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North Star Housing assessment outcome

North Star Housing final award outcome
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Introduction
North Star Housing sought re-assessment against the Investors in People standard in
April/May 2017, having been first accredited with Investors in People in 2000. At its previous
review, it attained the Gold Award. Leaders within the organisation spent some time
exploring version 6 of the standard and this involved attending transition training and a site
visit to Brother UK, who were one of the first organisations to achieve the Platinum award.
North Star is a registered social landlord that was established in 2006 and brought together,
Endeavour, Teesdale and Darlington Housing Associations, under a single organisation. In
total North Star own and manage over 3,500 properties in Teesside and East Durham. About
20% of its stock is for people with supported living needs. There are 94 employees within the
organisation; most working from the head office in Stockton but with a number of local
housing offices and supported living properties throughout the region.
In addition to the Investors in People Gold award, the organisation also holds the Investors
in Diversity award and was included in the Sunday Times Top 100 Best Company list in the
‘not-for-profit’ sector and is an accredited Living Wage employer.
As is the case for all housing associations, market conditions are difficult. Welfare reform
and government policy that forces rent reduction over consecutive years have placed
considerable financial pressures on the sector. As a result, many organisations in the sector
have merged and there has been widespread redundancy amongst similar organisations.
North Star Housing has managed to weather this storm better than others, by using staff
engagement activities which are explained further within the report. It has not needed to
make any redundancies and has managed to balance it’s diminishing budget without
impacting on its tenants.
As a forward-thinking organisation, which embraces high performance working across all its
activities, North Star Housing is seeking to apply the IIP framework as a key part of its
people strategy, which aims to maintain ‘tenant-focused’ delivery and building resilience in a
challenging marketplace.
Organisations that meet the world-recognised Investors in People Standard reflect the very
best in people management excellence. Underpinning the standard is the Investors in
People Framework. Based on 25 years of leading practice, the latest research and
workplace trends, the Investors in People Framework is organised around nine key
indicators of high performance each with three underpinning themes.
To achieve accreditation, organisations are assessed against these themes and indicators,
leading to an award level of standard, silver, gold or platinum, that represents the level of
performance achieved, or the level of ‘maturity’, from a fundamental ‘developed’ level to
‘high performing’. Assessment is carried out using surveys, interviews, meetings, analysis of
HR and performance metrics and observation. The approach taken in the assessment of
North Star Housing is summarised in a later section of the report. The accreditation
awarded represents the current level achieved and the standard can be used to facilitate
ongoing development of people management practices.
This report summarises the assessment of North Star Housing and the level achieved.
Following the Introduction, the analysis undertaken to provide insights into the organisation
for the IIP assessment, is summarised. Two ‘heat maps’ are included, showing North Star
Housing ’s own assessment against the standard, and the level that the organisation aspires
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to achieve. This is followed by a summary of the approach taken in the assessment process
and of the overall assessment findings. The assessment against each Indicator is then
given in turn, noting strengths and development needs. Finally, implications of the
assessment for North Star Housing are discussed, outlining development
recommendations.
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Organisational context
Since the last review, North Star Housing has continued to deliver a strategy which is based
on delivering excellence in the services it provides to tenants and internal customers.
Throughout this period the business has continued to embrace the principles of high
performance and ensuring its values are at the heart of everything it does. These values
align closely to those of the Investors in People standard. It has continued to invest in
learning and development, despite the demand on its financial resources; this is driven by an
understanding that the investment is bringing a tangible return.
In order to ensure the successful delivery of the organisation’s ambition, the senior
leadership team described how they had facilitated continuous improvement across all areas
of its people development and management. These include:
1.
2.
3.
4.

Revising the involvement of staff in developing its long-term strategy
Completing functional reviews of each department
Enhancing diversity, specifically targeting younger people
Increased involvement of tenants and other stakeholders in shaping strategic and
operational plans

The senior leadership team were very open about the organisational ambition and how this
was defined in terms of vision, mission and core values which underpin all of the
organisation’s activities. They also confirmed an ongoing process of planning and evaluation
aimed at ensuring North Star Housing realised its ambitions and navigated through a
challenging environment.
The information was included within an annual business strategy that was itself linked to a 5year strategy 2013 to 2018. The strategy included the following
1.
2.
3.
4.
5.
6.
7.
8.

Delivery a new five-year strategy/vision
Involving teams in the management of performance
Review the terms and conditions of all staff
Produced Whole Person – Whole Life Vision (in relation to tenants) to 2023
Deliver 50 new homes including 5 supported units
Further, develop mobile working and online delivery of services
Critically analyse overhead costs
Increase the level of underrepresented groups in the staff team

Staff
A key to the success of North Star Housing 's strategy is the development of its people in
two main ways: firstly, to develop its skill-base, and in particular technical and leadership
skills; secondly to build staff engagement through management and leadership practices.
It believes that improving skills and engagement staff is a fundamental requirement for
achieving its goals. It is also a strategy that is aligned to the IIP framework
North Star Housing ’s Self-diagnostic
Having carefully considered the IIP Framework, North Star Housing believe that they are at a
High Performing level with only Recognition and Reward not being at high performing. Its
aspirations are to meet all of the Indicators at the high performing level.
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The heat maps below summarise where North Star Housing believes it currently sits against
the each of the nine IIP indicators and where it aspires to be in order to achieve its
organisational ambition. The shaded cells represent the maturity level against each
indicator. The more cells shaded the more mature and embedded the practices are within
North Star Housing .
North Star Housing ‘As Is’ heat map

Aspiration or ‘To-be’ heat map
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Assessment Approach
Prior to the assessment, senior managers within North Star spent some time exploring the
new version of the Standard and reflecting on their own practices in comparison to the
framework. This included several meetings with the IIP Practitioner, attendance at an IIP
Transition workshop and a visit to Brother UK, who were one of the first recipients of the
Platinum Award.
Consequently, at the context discussion, senior managers were familiar with the
requirements of version 6 and the performance levels.
The context discussion was held with the Chief Executive, the Head of People Services and
the Assistant Director of People and Culture. The context discussion provided an
understanding of the market environment; including housing policy, the regulatory pressures
and more local housing needs. The Chief Executive has several links to local and national
housing policy organisations and this proved invaluable in assisting the IIP Practitioner to
understand the environment and ambition of North Star Housing.
Following the context discussion, the organisation was assessed primarily using the IIP40
survey and interviews. Staff were informed of the IIP assessment and accreditation process
through an email from the Head of People Services and invited to participate in the IIP40
survey. Those who were selected to be interviewed were also invited to a briefing to explain
the purpose of the interviews and to alleviate any anxiety they may have regarding them.
Staff were also informed of the IIP assessment and progress made, during monthly staff
meetings. These engagement activities were conducted over several months, allowing staff
to understand the process and have any questions or concerns answered. There were no
material issues reported by the organisation and staff were described as being happy to be
involved in the assessment.
The organisation elected to use specific groupings within the IIP40 survey that would provide
an insight into the performance of the organisation and teams. These groups were:






CEO
Finance and IT
General Needs Housing
Property Services
Supported Housing

Each group had the minimum 7 members of staff.
As an organisation of 92 members of staff, all staff were asked to complete the IIP40 survey.
There were 77 completed surveys which equated to a return rate of 84%. This indicates a
good level of engagement by staff in the assessment process. Returned surveys
represented all functions and levels of North Star Housing and there were at least 7
responses from each of the specific groupings. This enabled the review to report specific
findings within these groups.
Surveys were then analysed to determine key themes or issues and these were used as one
basis for which interviews were designed and administered. Semi-structured interviews
were carried out with 18 respondents, from all functions and levels, selected purposively
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because they were ideally placed to discuss IIP related issues. Each was interviewed on a
one-to-one and confidentiality was assured. Each interview lasted around 60 minutes but
there were two interview sessions held with some senior staff members. Respondents
appeared to willingly share and discuss their experiences and attitudes.
There were two key observation activities:
 A Stronger Together, staff consultation meeting
 A monthly all-staff meeting/management briefing
In addition, the assessor was able to observe the work environment and have informal
discussions with members of staff and management.
Data on which the assessment was based included that elicited from the survey and
interviews, observations and documents provided by North Star Housing . Documents were
freely provided and included North Star Housing ’s long-term business strategy, annual
plans, service details, HR procedures and key performance metrics.

How North Star Housing was assessed

The online assessment was deployed to 92 employees and we saw a
response of 77 This was above the Investors in People guidelines and
therefore the sample is considered statistically significant.

Based on the finding from the online assessment, we interviewed 18
employees from across the organisation.

Observations included:
- Stronger Together Meeting
- Whole staff meeting
- Observing the work environment.

Analysis and review of key documents including:
- Best Company survey data
- Own staff survey results
- Business and operational planning
- KPIs and analysis across time
- Staff presentation documents
- HR metrics and analysis across time
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Detailed Assessment Outcome
This section provides a detailed analysis of North Star Housing ’s assessment against the
IIP framework. The table in Annex 1 shows the assessed maturity level for each of the 27
themes within the IIP framework. For the purposes of establishing an industry benchmark,
data collected from the Real Estate Activities sector has been used as a benchmark. This is
the Standard Industry Classification (SIC) that includes housing associations. The results are
shown below.
North Star Housing industry benchmark
The alignment summary below shows the alignment scores from the survey in relation to
each of the 9 indicators and a set of four control questions. It also shows the average
alignment score for the appropriate sector. The maximum score that can be achieved is 7.
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Heat map summary of online assessment results
The overview below provides a summary of the survey results, shows a breakdown of
responses at an aggregate Indicator level. The strengths are indicated in green and
weaknesses in red; the darker the colour the more significant the result is.

Detailed information regarding the online assessment results is available in Annex 2
(separate PDF document). Each group has a minimum of 7 responses and therefore the
report is able to report on the alignment scores of each group.
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Indicator 1: Leading and Inspiring People

The above table summarises the views of those who participated in the survey, in relation to
how the leaders of North Star Housing provide clarity in terms of its strategy, how they
inspire and motivate people to deliver the objectives, as defined in its operational plan and
the Leading and Growing strategic plan.
The results show particular strength in communicating the vision and objectives and
motivating people to achieve exceptional results. There is broad agreement (from “strongly
agree” to “somewhat agree”) with all the statements in the survey relating to Indicator 1.
Over 90% of those responding to the survey agreed to some extent with the statements
presented.
These results are even more impressive in comparison to the alignment industry benchmark
scores. The average for the industry is an alignment score of 5.19, whereas for North Star
Housing the online assessment shows an alignment score of 5.98. The positive feedback is
seen throughout the whole of the organisation. In fact, as illustrated in the graph below, the
responses for all of the groups selected are also above the industry benchmark.

There are slightly less positive results in Property Services and Finance and ICT but the
results remain significantly above industry benchmark figures.
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It is also noted 36% ‘somewhat agreed’ the organisation develops great leaders. Data form
the BCC survey and recent Temperature Check, provides greater strength of opinion on
leadership capabilities:



Improved TT100 ranking re the effectiveness of the senior team form 34th (2012) in not
for profit sector to 9th (2015)
Agreement levels in 2016 were 94% (Temperature Check)

Additionally, the organisation confirmed that all managers have undergone the following
development activities:




Leadership development programme
Tools for Change
Mental Health Awareness

The onsite interviews also provided a stronger response to the view that the organisation
develops great leaders. Staff described leaders as ‘inspirational’ and ‘highly skilled’ –
demonstrated in how they communicated change and role modelled values. For example, it
was described how a manager supported staff to rehouse a pet dog (as the tenant could no
longer look after the dog) and arrange for the original owner to have a regular visit by her
pet.
The difference between the IIP40 response and the onsite responses to ‘My organisation
develops great leaders’ may also be explained by the comments of some interviews who
such as “I’m not entirely sure what management training managers get” – a comment on
their development and not capability. The senior manager for one of the largest teams was
relatively new but this may also have been a view that this manager had been recruited well,
rather than ‘developed’.
The on-site assessment also found strong evidence of consistent positive views in terms of
leadership and inspiration. This was seen in both interviews and observations. An analysis of
the 3 themes resulted in the following findings from the on-site assessment.
Creating transparency and trust
The organisation had defined its mission, vision and objectives within its Leading and
Growing, 3-year strategic plan. The mission was summarised in a statement “Creating
homes, building futures”, emphasising the focus on ‘homes’ and its critical social and
personal impact. The Vision was described as being growth focussed in terms of size,
reputation, service quality and leadership. The strategic plan informed a corporate plan that
included KPIs and annual objectives. Plans were available to all staff (who were also actively
involved in their development) and the mission and vision were included on the
organisation's intranet and were present in all staff meetings.
Interviewees were aware of the objectives, vision and mission; describing how they were
involved in the development of objectives and they used the vision and mission in the
development of the business strategy.
A commitment to two-way communication at all levels was both described and observed
during the on-site review. People commented frequently about the openness of
communication between staff and the organisation's leaders:
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"People can say anything. At the last one(team meeting), someone asked if there would be a
pay rise and you got the feeling they welcomed that question."
This was also observed during an all-staff briefing where senior managers prompted staff for
questions at several points and staff responded with questions on a wide range of topics from regional devolution to problems with heating boilers at a supported living
accommodation. It was noted that questions came from every level and area of the
organisation. Staff briefings were held quarterly. Additionally, people described consultation
processes and groups that facilitated two-way communication (these are explored in more
detail in Indicator 3).
The open and collaborative approach to the meeting was also described as being a feature
of team meetings and reflective of the organisation's culture.
“There’s no fear in speaking your mind even to the Chief Executive.”
Implicit in this culture was high levels of trust. This was also evidenced in how people
described how they had every confidence in the information communicated at the staff
briefing. People described how challenges wouldn’t be ‘glossed over’ and the information
given on regional economics or national housing policy was objective and credible. The
Chief Executive’s market knowledge and how this was delivered was commented on in
particular as supporting the credibility of the leaders and consequently support trust.
This was also described at a team level, with positive relationships and confidence in the
capabilities of staff, helping to create a trusting environment. Several also described how
they felt everyone shared the same goals and values; which also helped to build trusting
relationships:
"At the end of the day, we all want the same thing for tenants and service users. So that
stops you worrying too much that someone's going to do something wrong. They may make
a mistake but I don't think anyone here would do anything that would be harmful to the
tenants."
People also felt they were trusted by how they were involved and had ownership of some
important decisions; illustrated by the Open Space Business Planning event.
Key Process – Open Space Event
In March 2017 North Star opted to develop its strategy (2018 to 2023) by involving all staff
in an ‘Open Space event'. This methodology was developed from the Open Space
Technology approach used in the software industry but increasingly used in innovation
and business planning. It is still a very innovative approach.
All staff attended the event with no agenda and little detail on what would occur. Sitting in
circles they were asked to think of ideas that should be included in the 2018-2023
strategy. A pile of marker pens were placed in the middle of the circle and people were
asked to pick a pen up and write any ideas on a board. There was some strategic context
given to make sure the ideas aligned with strategy and values.
Interviewees described a clamour for the pens and everyone was adding ideas. These
ideas were then grouped on boards and volunteers nominated to each group. There was
free movement of all staff to move between groups to join in discussions and add detail to
ideas or challenge them. All described the event as ‘excellent’ and they left feeling
enthusiastic and empowered.
Each group of ideas was then developed by a group of 12 ‘Discoverers’ who did further
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research and then handed to ‘Visioneers’ who translated this research into key activities
that will form the basis of the strategy. Discoverers and Visioneers were from every part of
the business.

The leaders at North Star acknowledged their ability and responsibility to influence the
culture through role modelling behaviours. The fact that leader behaviours, in relation to
open two-way communication and building trust, have been mirrored throughout the
organisation, provides some evidence that this approach is successful.
There was also a specific element of this approach described. The senior managers
described how they had sought to encourage the use of ‘adult to adult conversations’
(originating in the theory of Transactional Analysis by Dr Eric Berne). This is linked to
openness and honest communication. Senior managers described how it was important they
role modelled this approach, as well as talking about it at staff meetings and briefings. The
review found that the idea of ‘adult to adult’ conversations was widely understood and
viewed positively by people at every level. The review would suggest this specific feature
was also being embedded, at least partly, due to role modelling.
Motivating people to deliver the organisation’s objectives
Within North Star’s Corporate Plan there were 5 identified objectives:
1. Culture - To ensure our organisational culture is conducive to keeping North Star strong.
This involves sustaining strong relationships, being agile and flexible and building resilience
to manage uncertainty and change.
2. Customers -We intend to provide the best possible local services that tenants want and
value and to grow and develop communities to keep them sustainable.
3. Growth -We aim to increase the homes we own and manage by an average of at least 50
homes a year until 2018.
4. Resources -We will create the financial capacity to achieve our ambitions by operating
efficiently and effectively, with strong Governance guiding and directing. We aim to be an
employer of choice. We also aim to develop cutting edge IT appropriate to the size and
nature of the business.
5. Identity and Communication -To have an instantly recognised brand that builds on the
strong reputation of the Group and to have effective and creative communication.
Underpinning these objectives were key performance indicators that were reported upon on
a monthly basis and in an annual Value for Money Report communicated to all stakeholders
and published on its website.
On-site reviews found high awareness and understanding of objectives with individuals
describing not only objectives but also performance against those objectives. For example,
an individual who was not directly involved in managing housing stock described how the
organisation was doing in terms of rent arrears and tenant satisfaction. Communication of
objectives and performance was also observed at the staff briefing meeting. During the
review, there were cakes available in the staff tea rooms and members of staff explained
how this was in recognition of good results in reducing rent arrears.
There was also considerable evidence of managers supporting people to deliver objectives;
although this was also described in collaborative terms. People at all levels were actively
Page 18 I © Investors in People

involved in the development of strategies and plans and managers were described as
‘keeping you focussed’ or ‘keeping you going’ through praise and support. For example, a
discussion with a housing officer about re-let times for homes (that are on track to exceed
targets) described how their manager had provided encouragement, supported them to
introduce new ideas and review progress on an on-going basis.
Managers described how they would use coaching, mentoring and interpersonal skills (which
formed part of the Tools for Change development programme) to support staff to deliver their
own and team/organisation objectives. One manager described how a member of staff who
was underperforming became one the highest performing by providing support that involved
some redesign of the role and coaching activities.
The on-site review also found evidence that leaders of the business were passionate about
delivering the organisation’s objectives. People described the leaders as inspirational, mainly
through their commitment to the broader values of the housing association.
"The Chief Executive is someone you want to follow, someone you'd want to pick up your
bags for and go with."
The above statement also expresses how the leaders of the organisation were inspirational.
This is not limited to the Chief Executive but included others within the senior management
team. People described how they felt they had genuine relationships with leaders (“feel
connected rather than them being distant powers”).
Several referred to the Open Space event, believing they would not have got involved in this
sort of activity in a previous job and this sort of approach encouraged them to go that extra
mile. As one person stated:
“They show they believe in you and you then believe in yourself and that breaks down
ceilings.”
The role that the senior team took in promoting housing issues outside of the organisation,
for example, the Chief Executive is the vice-chair of Place Shapers a network of housing
associations, also indicated commitment and passion for the objectives of this social housing
organisation.
Performance metrics indicated that there was evidence of exceeding expectations in most
performance areas. Metrics such as arrears, re-letting days, customer satisfaction and
surplus were all seen as above target, industry benchmark (‘Housemark’) and the previous
year’s performance.
Developing leadership capability
Managers referred to the 18 competencies when asked about the requirements of their role
within the organisation. They clearly could not recall all of them but felt they knew generally
what they were about and they described the process used to review them. In addition to
these competencies, there are also 5 shared characteristics that managers are expected to
role model. These included areas of skill (such as effective writing), knowledge (such as
health and safety responsibilities) and behaviours (such as leading the team and team
members). Those in a management role also had a clear understanding of their
responsibilities in terms of the processes that they needed to manage and where they fitted
into the organisational structure.
The management competencies were also accessible to all staff and were included on the
intranet.
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Those interviewed during the on-site assessment were clear as to the responsibilities of their
manager and described how they could leave feedback in a number of ways:
• informally, through the promotion of “adult to adult” conversations
• through the staff survey
• through the appraisal process that includes a question on how they would provide
feedback to their manager through the question: “As your Manager what do you need more
of/less of from me in order to work to your full potential?”
The appraisal documentation and staff survey were both reviewed during the on-site
assessment.
It was clear from the interviews that people had a general confidence in managers’
capabilities. This was supported by evidence from the Times Top 100 ranking for staff
satisfaction with their manager, which rated them in the top 10% nationally.
“Managers are pretty much on the ball here and although I rate my own manager very
highly, I would have no problem about working under any other of the managers here.“
The organisation had, however, continued to invest in the development of its managers in
areas such as change management and staff well-being. This demonstrated a commitment
to continuously improve in this area.
What the organisation requires in the future from its managers is included within the 5-year
strategy. In the 2015 – 2018 strategy this looks at the increasing role of the organisation
providing outsourced management (and the management skills required for this), the
increased use of "cutting-edge" IT and the developing expertise in managing uncertainty.
Senior managers could also describe these capabilities in terms of the defined values e.g.
ambition meant they needed to be prepared for change and uncertainty; and 'professional'
meant they needed to be at the cutting edge of IT.
Looking forward, it was described how this would be featured in the development of the 2018
– 2023 strategy but it was also a topic that was regularly discussed in the Future Group,
which was established to forecast and respond to future challenges. This group included
senior managers and those with particular insight into future challenges and opportunities.
Metrics
North Star provided several metrics as evidence that strategies relating to leading and
inspiring people were having an impact on the organisation:






The organisation moved from a 1 Star (2012) to a 3 Star (2015) in the Best Companies
survey
Times Top 100 ranking for staff satisfaction with managers moving from 27th to top 10%
nationally in the not-for-profit category
Times Top 100 ranking for use on the effectiveness of the senior team moved from 34th
to 9th in the not-for-profit category
Business metrics such as an increase in surplus from £811K in 2012 to £2.13M in 2015
and £3.6M in 2016
100% of managers have attended a management development programme – all
attended leading change programme and mental health awareness training.

Improvement Metrics
Page 20 I © Investors in People

The organisation used a Best Companies survey in 2012 and 2015. In 2016 the organisation
used its own staff survey that used several of the same questions used in the Best
Companies survey to enable comparisons to be made. This is referred to as the
Temperature Check.
Using this metric, the organisation was able to demonstrate improvements in relation to the
following questions:
“Confidence in the leadership skills of senior management”
Agreement levels in 2012 were 75% (Best Companies survey)
Agreement levels in 2015 were 85% (Best Companies survey)
Agreement levels in 2016 were 94% (Temperature Check)

“My manager shares a lot/great deal of info with me”
Agreement levels in 2012 were 81% (Best Companies survey)
Agreement levels in 2015 were 88% (Best Companies survey)
Agreement levels in 2016 were 90% (Temperature Check)
Other people metrics include:
2013/14

2014/15

2015/16

Grievances

0

0

0

Disciplinaries

1

0

1

Performance Level Summary
The collaborative culture within North Star extends very evidently to its business planning
and leadership approach. This has had the impact of not only communicating objectives but
also building ownership. Collaboration has not diminished the role of the manager, who
remains pivotal in supporting and inspiring people.
There is evidence this is resulting in a return on investment, indicated in improved business
performance and its people metrics such as the staff surveys. The conclusion, therefore, is
that this Indicator has been met at a High-Performance level.
Development Opportunities
The organisation should consider more formally and explicitly linking the values (or revised
values – see Indicator 2) to the future capabilities of managers. Senior managers could
explain these links but they were not defined in process documents.
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Indicator 2: Living the organisation’s values and behaviours

The above table summarises the views of those who participated in the online assessment in
relation to the four questions corresponding to Indicator 2: Living the organisation’s values
and behaviours. The results show a very positive view of people in relation to the
organisation’s values and how they influence behaviours within North Star. The questions
relating to whether people shared the values of the organisation and whether they reflected
their day-to-day behaviour, were particularly strongly expressed. But in all questions, there
was over 90% agreement to some extent with each of the statements.
The strength of the results is emphasised in comparison to the industry average. As
illustrated in the graph below, North Star has exceeded the industry average by a
considerable margin. Furthermore, every group has also exceeded the industry average
benchmark.

There is a 10% variance between the highest scoring group (CEO) and the lowest scoring
group (Property Services) but all are comfortably above the industry benchmark.
The on-site review also found strong indications that North Star and its people were strongly
driven by values and principles and that people generally believed personal and business
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values were aligned. The on-site reviews considered the feedback from interviewees in
relation to the 3 themes within this Indicator.
Operating in line with the values
North Star has defined its values as the following:






Collaboration
Flexibility
Integrity
Professionalism
Ambition

These were evident in the Corporate Plan and observed as graphic posters displayed within
the building. Within the Corporate Plan, the values are referred to in several areas as well as
a specific section on core values. Leaders also described how they would be referred to
frequently in team and staff meetings.
It was therefore not surprising, that general awareness about the core values was high. Most
of those interviewed struggled to recite precisely what the values were but demonstrated a
general understanding of the main principles. However, when asked a more general
question about what they thought was important to North Star, there were additional criteria
such as tenant focused, community advocate and thinking differently that were also
frequently referred to.
Responses from interviewees in relation to how they were managed in line with the values
provided some clear links between the management approach and the stated values. The
responses could be summarised in the following table:
Value

Management example

Collaboration

Teams collaborating on the 2023 strategy

Flexibility

Flexible working to support work-life balance

Integrity

Open, honest communication at staff meetings

Professionalism

Encouraging staff to pursue qualifications and CPD

Ambition

Setting and supporting the achievement of stretching targets

Although leaders could link decision-making to core values, in general, it was less clear that
they were consciously considering the values when making decisions. Some of the leaders
of the organisation were uncertain of all of the values and one suggested that they may
benefit from a review (believing they were potentially too generic). However, if the definition
of the values is broadened to the cultural values, that were fairly consistently expressed in
response to the question "what is important to North Star", then there was, in fact, stronger
evidence leaders were conscious of, for example, being tenant focused or acting as an
advocate for the community.
It was not the case that the awareness and understanding of the core values were
necessarily weak but perhaps they were not fully reflective of all of the cultural values that
were held within the organisation.
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This does not distract from the conclusion that North Star as an organisation is highly driven
by its values and principles and these are firmly embedded in the culture. But, it is suggested
that these cultural values are an important part of the value framework that influences
decision-making and that the defined core values are only part of the framework.
Adopting the values
When asked directly about the values of North Star, interviewees described them fairly
accurately and began to explain what they were and how they were applied to the
organisation. Of all the values, individuals referred most to the values of collaboration,
integrity and professionalism. They described how they were displayed throughout the
building and on the intranet site, as well as being referred to in management presentations.
People included the current core values in their understanding of the "value set" but also
included additional value statements such as acting as an advocate for the community or
being "different" or "quirky".
When individuals were asked "what motivates you" they invariably responded with valuebased statements such as going the extra mile for a tenant or seeing the impact of their work
on a family or vulnerable adult. These could be linked to values such as flexibility and
integrity. They also believed that their personal values were align with the organisation's
values and this consistency provided considerable job satisfaction.
“Everyone here has the same values. It’s what we are about.”
There were many examples of values being used to shape decision-making, even though
this may not have been the most convenient. For example, one interviewee described how
the re-housing of a vulnerable adult should have meant that she was unable to keep her pet
kitten but this was overruled and the decision supported by the Chief Executive (linked to
flexibility). There were other examples of individuals supporting tenants above and beyond
their normal responsibilities – negotiating the benefit system and liaising with family
members. The organisation’s values were generally seen as something that would overrule
almost any other influence.
Clearly, these examples show how the values played a central role in decision-making. It
was a position that was consistent with the views of the temperature check survey
completed in 2016 where 87% of respondents view the values and principles of North Star
as very or extremely strong. This was also evidenced from IIP 40 survey.
Living the values
When explaining the values, those involved in the on-site review described the behaviours
that supported the values. For example:
"Collaboration is when we solve problems together or get involved in the business strategy
like we did last week at the open space training."
Of all the core values, Integrity (and how this was differentiated from Professionalism) was
the one that some individuals struggled to explain but even here, they would explain
examples of how the right ethically choices have been made in line with the organisation's
values.
The values are not referred to directly within the appraisal for either managers or staff
(although there was evidence of value/behaviour based discussions occurring within
appraisals) and the staff awards scheme is not directly based on the organisation’s values
(although in reviewing the nominations it is clearly seen that they are rooted in the values of
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the organisation). However, the review found that the most effective way in which individuals
were encouraged to behave in a way that supported the values, was through the role
modelling of those behaviours by leaders within the business. It was noted, for example, that
many of the illustrations that individuals used as examples of the values and principles of
North Star, focused on the behaviours of senior managers and the decisions they made.
Individuals referred to the Savings Plan initiative that encouraged collaboration to solve
budgetary issues or how senior managers had highlighted examples of how individuals had
lived the values of the organisation.
Values and principles were referred to in the recruitment process and it was stressed that
recruitment should consider the alignment of personal and organisational values. The values
and principles listed in the recruitment process broadly reflected the core values but included
additional elements such as “innovation”.
A key activity undertaken by the organisation to improve understanding and influence of the
values was a Values in Practice Programme which was delivered between May and June
2016. It involved most of the staff and aimed to increase awareness of the values and
associated behaviours and introduce the concept of how the values could be used to resolve
“right versus right” dilemmas i.e. apparently conflicting choices that both had merit attributed
to them. The evaluation of the programme found that 94% felt that increased awareness of
the organisation’s values and Leading and Growing principles and 81% felt that improved
their ability to make decisions.
The Values in Practice was updated in November 2016 as part of the impact evaluation of
the project. This evaluation identified tangible impacts such as increases in business
performance (best in 4 years on re-lets) and reduction in escalated issues.
There was a strong expression from both leaders and individuals that there was a culture of
openness and trust. People frequently referred to the staff briefings and general
management communications which were described as both honest and informative. This
was also observed at the staff briefing where there was considerable encouragement of staff
to ask questions regardless of how “difficult” they may seem. The values seem to be firmly
embedded and influencing daily behaviours and decision-making.
The organisation also encouraged people to adopt “adult to adult” conversations and this
concept seemed to be widely understood and used. Together with the concept of “right
versus right” decision making that encouraged people to respect other views but also be firm
on their own views; there was a description of an environment in which respectful challenge
could exist. Discussions with those involved in the on-site review supported this perspective,
as they described how they would feel comfortable in challenging any behaviours that were
not in line with the values – even if this included their own manager.
“I don’t think this would ever happen but yes I’d be happy to tell my manager she was wrong
if I thought she was forgetting what we were all about.”
Key process – adult to adult
Using the principles of Transactional Analysis, North Star has actively encouraged adultto-adult communications. People are asked to be mindful that they should speak to each
other from an equal power position and avoid ‘game playing'. People at every level talked
about the adult-to-adult concept and how this enabled them to challenge and be
comfortable to be challenged.
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Metrics
The organisation included the following business metrics as evidence of impact in relation to
values:


Customer Excellence Award – Compliance Plus (highest level) attained - 2016
2014/15

2015/16

2016/17

Reduction in sickness absence:

4.85%

2.49%

1.49%

Levels of customer satisfaction with the overall service
provided

87%

88%

93%

Reduction in staff turnover

16.5%

20%

16%

Improvement metrics
Using the Best Companies survey and the organisation’s own Temperature Check the
following improvements were identified:
“The organisation is run on strong values/principles”
Agreement levels in 2012 were 81% (Best Companies survey)
Agreement levels in 2015 were 92% (Best Companies survey)
Agreement levels in 2016 were 98% (Temperature Check)

“I feel proud to work for North Star”
Agreement levels in 2012 were 88% (Best Companies survey)
Agreement levels in 2015 were 96% (Best Companies survey)
Agreement levels in 2016 were 100% (Temperature Check)

Performance Level Summary
The IIP 40 and the organisation's own survey results strongly confirm that people believe
they understand the organisation's values. These values are shaping decision-making,
motivating people and providing the context for change. The challenge is in understanding
exactly what people see as the "values". The review found that clearly this included all of the
core values, but also additional elements that related to being tenant and community
focused.
However, there are clear metrics that show that people believe the organisation's values and
behaviours are well communicated and understood. With 87% of people saying in the
temperature check, that the values were very or extremely strong and as this is a higher
percentage than on the previous year's Best Company survey, then this is evidence both of
impact and improvement.
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As the review found evidence of impact and continual improvement the conclusion of the
review is that this Indicator has been met at the High Performing Level.
Development opportunities
The organisation is likely to benefit from a further exploration of its full value framework i.e.
understanding both reflective values and aspirational values (mirrors and dynamos). This
requires an understanding of the current cultural values (reflective) and those that it aspires
to develop (aspirational). It is advisable to consult with staff with regard to values but the final
definition should also be a leadership function as they will be a significant influence on
decision-making and strategy development in the future.

Page 27 I © Investors in People

Indicator 3: Empowering and involving people

The above table illustrates a strong positive statement from respondents in relation to their
views on how they are empowered and involved in decision-making. There is broad
agreement from at least 90% of respondents to the four statements in the survey. The
strongest would seem to be the first statement about people feeling encouraged to take the
initiative in their role, with 96% broad agreement. But even the question with the fewest
number of those agreeing still has many 91% agreement. These are impressive results and
the on-site review also found strong examples that supported the positive views of those
participating in the survey.
This is further supported when the alignment score for the organisation is compared to the
industry average (see graph below). This shows an overall alignment score which is greater
than the industry benchmark by a margin of 7.5%.

The above graph also shows that for most of the groups, their alignment score exceeds that
of the industry average. The exception is Finance and ICT which is slightly below the
industry average. A further exploration of the results from this group shows that there were
only 7 respondents and for each statement, there was only one disagreement.
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The graph below shows the responses for the Finance and ICT team only, that explains
how only one disagreement in this group can impact on the overall alignment score:

The results also show a larger number of ‘somewhat agree’ to 3 of the statements within this
area of the survey. Further analysis of the data sees that this is particularly emphasised in
those groups that deal directly with the public – e.g. property services and supported
housing. This is likely to be linked to an attitude of risk and safeguarding, where there are
‘checks and balances’ for decision made (such as detailed record keeping when dealing with
vulnerable adults) that may make people caveat feelings of trust and decision making. This
is also reflected in Indicator 8 and the statement “I can experiment without being worried
about making mistakes”. Evidence from the onsite review uncovered a strong feeling of
being involved in organisational decision making but some also explained the safeguarding
that was in place in terms of operational decision making.
In addition to the IIP 40 survey, the review also considered the themes of this Indicator
during the on-site review.
Empowering people
All of those involved in the on-site review felt they had access to information and knowledge
that they needed to do their job. These included procedures, guiding principles and a range
of information and policies on the organisation’s intranet.
Key process – Continuous Improvement of Staff Engagement in Business Planning
2015 – Mission Possible – part of the planning process
In 2015, as part of the planning process, the organisation set up 10 groups from across
the organisation, each to identify areas of savings or income generation. Each group
identified 3 ideas and the end result was a saving of £30K in additional income/savings
2016 – Savings Plan – shaping financial elements of plan
Faced with an enforced rent reduction each year and the challenges of welfare
reform/housing benefit, North Star needed to achieve a 14% saving over 4 years. In
common with other housing associations North Star forecasted an operational loss over
the forthcoming years. All other housing associations in the region have been forced to
merge and/or introduce a redundancy programme. North Star opted for an alternative
approach of asking staff to help them to continue with existing service levels but also meet
the shortfall in budget. All departments worked with their staff to identify savings or
additional income. The net result was a saving of £1.3M for the current year which more
than met the required savings and enabled the organisation to record a surplus rather
than a forecasted deficit.
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2017 – Open Space – helping to shape the entire plan
Developing on from this is the Open Space event which involved all staff in developing the
organisational strategy for the next 5 years. This went beyond financial savings but looked
at service development and delivery. Trustees, tenants and senior managers will still take
a leadership role in defining the broad strategy but the plan itself is mainly shaped by staff
and the subsequent Discoverer and Visioneer roles.

There was also strong evidence that people were actively encouraged to look at ways in
which they could improve their job and perhaps the strongest example of this was the
Mission Possible initiative and Savings Plan.
On a smaller scale, individuals described how they had sufficient autonomy to make
modifications to how they deliver their role such as modifying their work routines are using
software to make tasks more efficient.
“They are always encouraging everyone to get involved in all sorts of decisions”
The review also found there were several cross-team groups that enabled people to take a
leadership role, even when this was not their normal role within the organisation. For
example, the most recent business strategy activity (which is also a collaborative project
involving all of the staff) led to the identification of “Discoverers” (volunteers who sought to
research ideas raised) and “Visioneers” (volunteers who were tasked to see how ideas could
be applied). There were 24 Discoverers or Visioneers who took a leadership role in their
task, regardless of their management position.
Both the Mission Possible, Savings Plan and the utilisation of Discoverers and Visioneers
empowered individuals to make decisions that were directly linked to the organisation’s
objectives and strategy. The Mission Possible initiative and Savings Plan activities were
major contributions to annual plans and the Discoverers and Visioneers were developing the
future strategy to 2023.
Other groups such as the Stronger Together Group and Values in Practice, also
demonstrated devolved leadership.
Discussions with the leaders of North Star indicated that they had a fundamental belief in
trusting and empowering staff, even though this was sometimes challenging and required
considerable confidence and courage.
“When you’re in a crisis situation, to let go and trust your staff to come up with solutions and
resist the temptation to have a tighter grip, is difficult but was clearly the right thing to do”
Participating and collaborating
The organisation had established a representative body “Stronger Together” that also acted
as a consultation body. However, consultation on decisions was also seen in the activity of
the staff briefing and in the development of the organisation strategy.
A strong example of the approach to collaboration was in the development of the most
recent organisational strategy. The approach was to invite all staff to an event that used
Harrison Owen’s Open Space Technology approach to look at the next 5-year strategy. The
event was described by one interviewee as follows:
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"No one really knew what to expect and we all turned up without any agenda or real clear
understanding of what was going to happen. The idea was explained and there was a pile of
marker pens for people to write their ideas on boards. Everyone began reaching for a marker
to write down their ideas. It sounds really strange but it was an amazing day with so much
coming out of it"
These ideas were then, after the event, allocated to Discoverers and Visioneers, who would
develop these ideas and present them to the board and tenant bodies.
This approach to collaboration (which is also a core value of North Star) extended beyond
these types of activities and included team consultations and participating in project groups
looking at a wide range of business issues.
The evidence would suggest that this was a core element of the culture at North Star and a
central part of the decision-making processes. It was described by a senior manager as a
deliberate cultural strategy but not necessarily an easy one to follow:
This approach could be clearly seen in the collaboration over the business strategy and the
use of ‘learning circles’ to collectively resolve problems or mistakes. The review found that
the initial reaction to planning and problem solving was to collaborate and work collectively.
Making decisions
Both the Mission Possible, Savings Plan and Open Space activities indicate that leaders
both encourage people to get involved in decision-making and consequently trust them to
come up with the right decisions. As a previous quote acknowledges, it is not necessarily an
easy approach and requires both trust and courage but the indications are that for North Star
this has been an approach that has been effective – seen in the tangible impacts in terms of
financial savings and then the development of a future business strategy.
People were comfortable with their understanding of their level of decision-making and they
described how this had been agreed with their manager or as part of the organisation’s
policies such as a budget sign off level appropriate to an individual’s role. However, there
was described also a flexible approach adopted, with one individual, for example, describing
how budget sign off had been modified to enable them to undertake their role effectively - in
essence they had agreed their level of budget sign off in consultation with their manager.
The sharing of information by leaders was strongly demonstrated during the review. As part
of the staff briefing the management team described in detail the external environment
(government policy, regional devolution, economy, housing market) and internal priorities
(cultural, process and strategic). One of those interviewed commented
“Have you heard the Chief Executive talk? It’s fascinating really she knows so much about
what’s happening in the government and housebuilding and just about everything – it’s really
interesting”
The organisation also shared its performance results with all staff on a monthly basis. This
was circulated via email and included on the organisation’s intranet.
The review found that encouraging people to be involved in decision-making was not just
enabled but actively encouraged. People at all levels were provided with information, advice
and support to help them make a central contribution to decision-making.
There was evidence of people being able to challenge the usual practice. People often used
the word ‘different' or ‘quirky' to describe the organisation; explaining that people would
challenge the way things were done – whether this was business planning or allowing pets in
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people's homes. The encouragement of ‘difficult' questions at staff briefings and the
empowerment of people to lead change, created a culture where questioning and
challenging practice, as one interviewee stated, "becomes the norm".
There were several quotes gathered from the review relating to this Indicator:
“You’re always encourage put forward your opinions and this makes you feel more confident
to put forward your views or challenge if you have something to say”
“There is a big emphasis on shared leadership”
“Where I was before I wouldn’t put my head above the parapet but here I get involved with
everything”
Metrics
The following metrics were provided to demonstrate both impact and improvement in the
area of Empowering and Involving people:




The Mission Possible savings of £30K
The results of the Savings Plan approach resulted in record surplus
The business Temperature Check found 88% agreed that “I feel that I have enough
freedom to deliver a good service”

Improvement metrics
The results of the Best Companies surveys in 2012 and 2015, and the Temperature Check
in 2016 provided the following evidence of improvement during this period, using the
following agreement levels with each question:

“I feel my manager talks openly and honestly with me”
Agreement levels in 2012 were 81% (Best Companies survey)
Agreement levels in 2015 were 88% (Best Companies survey)

“My manager shares a lot/great deal of info with me”
Agreement levels in 2012 were 81% (Best Companies survey)
Agreement levels in 2015 were 88% (Best Companies survey)
Agreement levels in 2016 were 90% (Temperature Check)

“I believe I can make a valuable contribution to the success of the organisation (I feel that I
have enough freedom to deliver a good service – Temperature Check)”
Agreement levels in 2012 were 83% (Best Companies survey)
Agreement levels in 2015 were 96% (Best Companies survey)
Agreement levels in 2016 were 88% (Temperature check with modified question)
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Improved TT100 ranking re staff views of their personal growth opportunities
2012 47th
2015 13th

2014/15
Increased Business Surplus (BS) enabling
reinvestment into services, communities and
properties

£811k

2015/16

2016/17

£2.1m

£3.6m

Performance Level Summary
There are some exceptional practices within this Indicator. It indicates a deep-rooted belief in
the effectiveness of strategies if they are based on the input of people within an organisation
and implemented on a basis of trust.
This is clearly having an impact culturally (leading to the very active involvement in the Open
Space event) and on a more tangible basis (such as the cost savings from the Mission
Possible programme). There is also evidence of improvement based on the Best Company
and Temperature check survey. The conclusion, therefore, is that this Indicator has been
met at the High Performing level.
Development opportunities
The organisation should consider promoting the concept of leadership throughout the whole
of the organisation. Although this was demonstrated and encouraged through participation in
strategy development, for example, people did not necessarily recognise this as ‘leadership'.
Enhancing understanding in this area encouraging people to see how, regardless of their
role, they can demonstrate leadership, is likely to be beneficial.
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Indicator 4: Managing performance

The table above shows a particularly positive reaction from those participating in the IIP 40
survey with regard to the questions on managing performance. In fact, this is one of the most
positive areas in the whole of the Standard according to the IIP 40 survey. Against all of the
questions, there is only one "somewhat disagree", with the vast majority (at least 97%) being
positive responses to the statements. The two highest responses relate to the questions: "I
am encouraged to achieve high performance" and "High performance is reviewed regularly",
a 99% agreement level and with around 60% of respondents strongly agreeing, confirmed
this is an exceptionally strong response from those completing the survey.
This is further emphasised by comparing results to the industry average. An industry
alignment average of 5.86 compares to North Star’s average of 6.41 and every group
exceeds the industry benchmark by a good margin.

The lowest alignment score is for Property Services but even here it is considerably higher
than industry benchmark and the differential between each of the groups is relatively small.
This would support the view that the areas covered in this element of the IIP 40 are
embedded consistently across the organisation.
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The on-site review explored the issues of managing performance against the evidence
statements and the three themes of the Indicator.
Setting objectives
People described how their objectives were set during the appraisal. The objectives
consisted of KPIs, personal development and technical training and it was the KPIs that
were described as most clearly linked to the organisation’s own objectives/KPIs. People
described how their KPIs were linked their team’s KPIs and ultimately how they aligned to
the business’s KPIs. For example, a housing officer’s KPIs included those relating to rent
arrears, that formed part of the team’s KPIs and North Star’s overall KPIs. In a relatively
small organisation, the linkage between individuals and the overall organisation’s
performance was relatively straightforward.
The appraisal system also enabled leaders to set objectives with people and these were
regularly reviewed through the appraisal and more frequent 1-2-1 meetings between staff
and their managers. Attitudes towards the appraisal were generally positive and objective
setting was viewed as fair and appropriate.
The KPIs were the thread that linked team objectives and organisational objectives and
there was monitoring of performance against these measures at every level. At the staff
briefing, a review of performance against KPIs was a central theme of the management
presentations.
People were prompted to review their own performance prior to appraisals and 1-2-1s but
people also described how KPIs were monitored on an ‘on-going basis’.
The collaborative approach to developing the organisation's strategy and plans (such as the
Mission Possible and Savings Plan programmes) enabled people at every level to be
involved in setting some strategic objectives for the forthcoming period. At an individual
level, the setting of objectives was described as a shared responsibility with equal input from
the manager and the appraised individual. One interviewee did frame this approach as being
driven by her ambitions for the role:
“our own objectives are based on what we want to do for the 2023 vision”
Others described how objectives were set based on the theme of “adult to adult”
conversations where there was an equal role between staff and managers in agreeing
stretching objectives. One manager stated:
“the adult to adult relationship is, in my view a fundamental of performance management in
North Star”
Objectives were generally viewed as stretching and individuals made statements such as
“everyone wants to do their bit” and “we’ll only get better if we all play our part” that
illustrated a collective ambition to improve where people understood their role in achieving
that ambition.
Encouraging high performance
There was considerable clarity amongst those interviewed with regard to the performance
management process. Although there have been modifications to the appraisal process over
the years, the actual mechanics of the process had remained fairly consistent and the
evidence suggested that this process was embedded and understood.
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Managers did explain how they would occasionally remind staff of the purpose of the
appraisal if they felt it was needed. For those new, to the organisation, the induction included
an outline of the appraisal process.
The promotion of adult to adult conversations was also described as being important in
having open and honest conversations with people about their performance. The appraisal
process was viewed positively by managers and staff.
There were several examples of how managers supported high performing individuals within
the organisation. They referred to approaches that acknowledged success, encouraged high
performers to share their practice with others and provide them with further stretch and
opportunities in management or technical areas. For those underperforming, the initial
response was described as giving support and an informal performance plan. As one line
manager described:
“If someone is underperforming we give them the support to get over any hurdles that may
be preventing them to perform at their best”
Personal ambition was discussed with those participating in the on-site review. Many of
those described how they were encouraged to enhance their personal ambition and achieve
the highest performance that they could. There were several examples of individuals who
had developed beyond their expectations. One interviewee stated:
“Leading and growing seems to be not just the strategy but also part of the culture that
applies not just to the business but to all of us as individuals”
People described how they were committed to the organisation (“I feel proud to be here”)
and an ambition for it to keep on improving. One interviewee (not in a management role)
stated “I don’t think we rest on our laurels”, before explaining how they had worked to
improve repair timeframes.
Measuring and assessing performance
Included in all management job descriptions was the following criteria: “Manage, monitor and
analyse performance and customer satisfaction. Drive forward improvements”. This
approach was confirmed by interviewees, who described how the appraisal and 1-2-1s
provided a method to assess performance and receive regular feedback.
There were questions around behaviours within the appraisal process (more evident in
managers appraisals). Most of these could be linked to one of the stated Values and in
describing their appraisal conversations, people would refer to issues related to
organisational values or their descriptors.
There was an extensive range of data gathering that was used to inform improvements. KPIs
were reported on a performance dashboard. This included data on satisfaction levels,
complaints, waiting times for appointments with housing officer, tenancy turnover, void loss
and staff sickness levels. This was seen to provide a focus for improvement activities such
as projects to improve re-let times (and improvements realised) and wellbeing initiatives that
saw a significant reduction in sickness levels. Behaviours were captured through staff and
tenant feedback and communicated throughout the organisation and used to reinforce
‘positive discretionary effort’ from staff – and seen in improvements in tenant satisfaction.
There was evidence of informal feedback and engaging in performance discussions on a
regular basis There were examples of coaching being applied and the Tools for Change
management programme did include “listening, questioning and understanding skills” which
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is an approximate description of coaching. However, there was limited evidence of this
approach been a core part of day-to-day activities.
Metrics
The following metrics were identified through the review that demonstrates impact:



Improved TT100 ranking re staff satisfaction re their Managers from 27th in the list for not
for profit organisation to top 10%
Temperature survey showed 91% “Feel their work is very or extremely meaningful”

Improvement Metrics
BC
survey
11/12

BC
survey
2014/15

Temp
Check
2016

My manager motivates me to give my best every day (% are
satisfied with their job – TC)

60%

70%

89%

My manager helps me to fulfil my potential (% satisfied with
their job - TC)

68%

81%

89%

State their line manager share a lot /great deal of info with
them

81%

88%

90%

I have confidence in the leadership skills of my manager

75%

86%

94%

2013/14

2014/15

2015/16

Surplus

£811K

1.2M

2.13M

Contribution per
employee

£7.5K

£11.5K

£22.4K

Performance level summary
Central to the performance management process is the appraisal system for both managers
and staff. In addition, other cultural aspects, encourage and support individuals to reach their
full potential. In these aspects, it is clearly seen that there are elements of high performance
demonstrated by North Star.
The metrics indicated that people activities are leading to sustains improvements in
performance. However, there is still more to be done to ensure coaching is a day-to-day
activity. As a consequence, the organisation has met the Advanced level for this Indicator.
Development opportunities
The recommendation is to apply a more analytical approach to the gathering of behavioural
evidence across the organisation rather than a more qualitative approach currently in
operation. This could be done in several ways. For example, during appraisal and the
behavioural responses could be analysed for trends that might indicate organisational
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behavioural development needs. This may have a particular role in looking at management
development – by analysing the self-assessment of managers against a behavioural
competency list, common areas may be identified and these could then inform future
management development activities.
Further promotion of coaching as a concept amongst managers and staff may help embed
this further in the management approach.

Page 38 I © Investors in People

Indicator 5: Recognising and rewarding high performance

The above table shows the results of the IIP 40 survey in relation to Indicator 5, Recognising
and rewarding high performance. In comparison to the other Indicators, the results are less
emphatically positive but still demonstrate an overall agreement with the statements made in
the IIP 40 survey. The most positive reaction was to the statement “My organisation has a
flexible approach to recognition and reward” with over 90% broad agreement. The least
positive reaction was to the statement “I/my team received high levels of recognition and
reward for high levels of performance” had around 66% broad agreement from those
participating in the survey.
However, this Indicator is traditionally a lower-scoring area of the IIP 40 survey. This is
illustrated if we compare the results to the industry benchmark. North Star's alignment score
is significantly higher than the industry average and this is a case for every grouping
identified by the organisation.
The IIP40 survey questions with regard to recognition and reward may also be impacted by
the ‘not-for-profit’ nature of the organisation and the feeling that ‘reward’ is often associated
with financial incentives, which are rarely appropriate in an organisation such as North Star.
This is likely to be the reason why “I/my team receive higher levels of recognition and reward
for higher levels of performance”. People were acutely aware of the financial challenges
faced by the organisation and had been actively involved in the identification of cost savings
– which in some cases meant reducing hours and consequently pay. More detailed analysis
during the onsite review uncovered a much more positive attitude to reward and recognition.
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The lowest scoring group is Finance and ICT, but as with previous results, an analysis of
responses shows it has been significantly affected due to it being the group with the smallest
number of responses.
The relatively low agreement levels for “I/my team received high levels of recognition and
reward for high levels of performance” (with 66% broad agreement and 26% neither
agreeing or disagreeing) was explored further on site. The responses fell into two categories:



They believed this question related mainly to a financial bonus
That although individual and team performance was recognised, very often the whole
organisation celebrated

This was also observed whilst on-site. A team that had hit a key performance target was
praised and as a celebration, all staff received a cup cake. So, although the team was
recognised it was felt all the organisation should celebrate. Senior managers described this
as a deliberate strategy to both recognise high performance and to build a collective spirit by
sharing in the celebration. One managers described this approach as a ‘cultural fit’.

The on-site review explored this Indicator, using the three themes and evidence statements.
Designing an approach to recognition and reward
Leaders within the organisation described how the way in which the organisation recognised
and rewarded its people was designed to fit the culture and the objectives of the
organisation. The focus was on using praise and recognition rather than financial incentives.
This met both cultural needs and financial demands on the organisation.
Senior leaders described how the strategy was defined in two ways:
1. By senior managers role modelling recognition and praise behaviours – for example
through regular praise emails and company celebrations of achievements
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2. Within the staff handbook – where benefits and reward are clearly defined. For example
long service awards, salary regrading, enhanced annual leave related to length of
service and a range of flexible working options
There was evidence of the approach to recognition and reward being regularly reviewed.
Leaders described how staff surveys and Best Company results would encourage reflection
on the effectiveness of reward and recognition strategies. It was also stated that the staff
handbook would be reviewed annually and elements within it more frequently – for example
flexible working arrangements are reviewed 6 monthly to ensure they meet “internal/external
customer and stakeholder demand” (extract from staff handbook. There was evidence of
changes to the staff awards and the development of motivational skills for line managers as
a result of reviewing reward and recognition. Additionally, one manager described how other
self-review processes, such as the functional review, would prompt discussions on how jobs
can be enriched and individuals motivated.
The emphasis on recognition, such as the use of praise, was described by managers as
being very flexible but there was also flexibility in terms of how individual managers used
recognition and reward to motivate their staff. Some managers would use gestures of
appreciation (such as cakes) and others described how they had used training opportunities
as a way of rewarding individual performance.
There were two main routes by which people were involved in the design of reward and
recognition. Firstly, through the development of the organisation's strategy, reward and
recognition processes were reviewed and secondly, the Stronger Together group would
consider areas of motivation, reward and recognition. The Stronger Together group would
also be involved in organising social and celebratory events. The group was made up of
members from across the organisation and its intention was to be representative.
Adopting a culture of recognition
The review found that individuals were clear as to the recognition and reward process and
felt the emphasis on recognition, was appropriate to the social nature of the organisation.
During the review, people spoke clearly about activities such as the Staff Award process or
how the achievement of KPIs would result in some form of recognition or celebration.
There were several examples provided of where individuals and team achievements have
been rewarded and celebrated. During the review itself, there were cakes distributed to all
teams to celebrate significant progress against an organisational objective. There were also
nominations for teams as well as individuals within the staff awards process and examples of
managers using gestures of appreciation to both individuals and teams.
The reward and recognition processes were viewed as fair and appropriate, including the
staff awards where the criteria for nomination was fairly broad. Although recognition and
reward tended to focus on performance (performance in terms of behaviours or the
achievement of KPIs) it was still generally viewed as informal and that individual team
recognition was often celebrated throughout the whole of the organisation. People seem to
value the informal nature of the recognition activities:
“Things they do to show appreciation don’t feel ‘corporate’ if you know what I mean. The feel
more personal and genuine – getting a cupcake or a thank you makes you feel better than a
few extra pounds”
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Many of those interviewed described a strong supportive culture, with several describing it
as having a “family feel”. Others described it as a strong “internal community” where
everyone appreciated and respected each other’s roles.
“I know it sounds a bit corny but it does feel that your family”
The question "do you think your work is appreciated" was asked several times during the
review to different people at different levels. Every occasion the answer was positive and
people described how they received statements of appreciation from their manager, senior
managers, colleagues, tenants or as several stated: "generally from the whole organisation".
Recognising and rewarding people
Interviewees found that people were clear as to the reasons for individuals and teams being
rewarded and recognised. They linked it to activities that supported the cultural ambitions
(seen for example in many of the staff awards nominations) or the achievement/progress
towards organisational objectives (such as the cupcakes distributed to staff on the
successful achievement of a key metric). There were some elements of the reward and
recognition strategy that were less defined but seem to be equally meaningful to staff and
fitted the culture of the organisation.
During the review, the nominations for staff awards were provided and this demonstrated
how behaviours as well as performance were recognised. For example, the staff awards
included nominations for staff who had been "always willing to help out and collaborate" or
teams who were “contributing to giving and tenants families best chance of a life that
includes all the benefits of being in employment”.
Discussions whilst on-site also demonstrated that there was widespread informal recognition
of behaviours. Most commonly this referred to behaviours in relation to supporting tenants –
people described how managers had praised them for not only outcomes in supporting
tenants but their behaviours and attitudes that contributed to the outcomes. At the observed
staff meeting all staff were praised for their ‘attitude and enthusiasm’ at the open space
planning day. A manager commented on how he’d been praised for a ‘positive approach’ in
covering an additional management role.
People also referred to personal emails from the senior managers and Chief Executive, in
particular, that recognised the contribution and praised their achievement.
All of those involved in the review described an ambition to perform at their best. The
emphasis on recognising behaviours that were linked to the cultural values of both the
organisation and individuals, provided an environment where individuals were highly
motivated and attained a great deal of job satisfaction. The impact they had on individual
tenants and local communities was particularly motivational. Some of those interviewed
described how it was "more than a job" describing how they were personally committed to
the work that they did.
The staff awards scheme, in particular, highlighted high performing individuals and teams,
provided them with public praise and celebrated their achievements. This also appeared to
fuel the ambition of individuals to perform at their best:
“You can see all the dedicated teams around you and rubs off on you. You don’t want to be
the person who let the team down”
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High performing teams and individuals were also recognised at the observed staff briefing
and several of those interviewed described how there would be frequent emails sent to all
members of staff highlighting a particular success of a team or individuals.
High performing teams would receive greater levels of recognition and praise. This was a
feature of staff meetings, celebrated frequently (e.g. cupcakes to all staff for a team meeting
targets) and examples promoted internally (email/intranet) as well as externally (tenant
newsletters/website).
High performing individuals were also described as receiving greater levels of recognition
and praise. They received individual emails from senior managers (frequently the Chief
Executive) and any positive tenant feedback for an individual was highlighted and
communicated throughout the organisation. During interviews, there were several examples
of individuals who had gone out of their way to support tenants (e.g. helping them navigate
the benefits system or supporting families of tenants) and they were recounted by individuals
in a range of departments and roles – which suggests that recognition of high performing
behaviours was communicated widely and potentially remain influential as cultural
narratives.

Metrics
The organisation provided the following metrics that supported the claim that the activities
undertaken in Indicator 5 were impactful and embedded. The metrics were




The organisation was placed second in the 2015 Best Company survey for employees
feeling they were fairly paid, in the small not-for-profit sector and fifth in the overall
survey
Improved TT100 ranking re getting a fair deal from 22nd (2014) to 4th (2015)
2016 Value for Money report shows all performance targets met or exceeded. These
included:
o £280K savings from current repair and voids (target £220K)
o £248K savings from procurement activity (target £150K)
o Overall 93.3% satisfaction rating with regard to value for money (tenants) – which
also puts it in the top quartile of housing associations in the UK according to the
Housemark benchmark (achieved against a backdrop of savings).

Improvement Metrics
BC

BC

2011

2015

My manager regularly expresses his/her appreciation when I do
a good job

77%

87%

I am happy with the pay and benefits I receive in this job

68%

87%

I am paid fairly for the work that I do relative to others within
this organisation

49%

71%
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Temp
Check
2016

-

97%

I am paid fairly for the work I do relative to people in similar
positions in similar organisations

62%

81%

I feel I receive fair pay for the responsibilities I have in my job

58%

76%

2012

2014

2016

85.5

90.4

93.3

Tenant satisfaction regarding value for money

Performance level summary
The approach to reward and recognition has been carefully designed to support the culture
of North Star and provide individuals and teams with a focus on supporting the
organisation’s objectives.
This approach seems to have influenced both organisational reward and recognition
strategies and individual behaviours. Individuals actively seek to improve and to be their
best. This was driven not by competition but by the desire to do the best by the tenants and
communities that North Star served.
There were impact metrics that show evidence of the approach having an impact on the
organisation and this been sustained over several years; which also suggests the approach
is embedded. However, most of these impact metrics focussed on pay issue rather than
wider recognition and reward perspective. Furthermore, the IIP40 survey did indicate a
significant number of neutral responses to some of the questions asked. The conclusion
was, therefore that the Advanced level had been met.
Development opportunities
Although there was strong evidence of the organisation recognising behaviours it may
benefit by having a more explicit link to values. For example, could the categories for the
staff awards be linked to organisational values i.e. recognising individuals who truly live the
values? This can reinforce the values and help people translate them into working practices.
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Indicator 6: Structuring work

The above table summarises the responses to the questions raised in relation to Indicator 6,
Structuring work. Those agreeing with the statements range from 89% to 95%, which is
again a very positive feedback score for the organisation. The strongest area appears to be
in response to the statement “my work is interesting and uses my skills and capabilities” and
the least strong response was to the statement “my role allows me to develop the skills
needed to progress”. But with scores around 90% agreement it is difficult to view these
results than anything else but very positive.
This is emphasised in comparison to the average alignment score for the industry, which for
this Indicator is 5.57. For North Star, however, the alignment score is 6.02. Once again, all of
the alignment scores for each individual grouping exceeds the industry average.
There is a degree of transience with regard to roles and team structure which may have
impacted on the larger number of ‘somewhat agrees’. There is a programme of ‘functional
reviews’ which is reviewing roles and reporting within each team. Several teams had been
through this but some were going through their review at the time of the assessment and
some had their review pending. There was no anxiety regarding these reviews but an
acknowledgement that there may well be changes.

Page 45 I © Investors in People

Although the CEO group is consistently higher than the others, there is not a significant
differential between the other groups, with the lowest alignment score being in Finance and
ICT.
In addition to the IIP 40 survey, the on-site review explored in further depth the evidence
statements relating to this Indicator and the three themes.
Designing roles
Those participating in the on-site review described how they were clear as to how their role
fitted into the whole organisation and how the appraisal process would frequently involve
conversations to verify whether roles had changed to ensure that job descriptions were still
relevant to the individual, team and the whole organisation.
People enjoy their work, with many describing the variety of tasks and roles that led to a
common goal of supporting tenants and local communities.
“My old job I used to dread coming into work but since I’ve started a North Star it’s been
unbelievable. I really enjoy coming to work”
Even those who were not directly involved in the delivery of services could still see the
connection of their work to tenants and communities, helping to maintain their interest and
enthusiasm for their role. Those with more routine work described how they had been given
the variety of work to do or the opportunity to be involved in development work – such as
participating in the project or representative groups.
Interviewees also described how continued development was often specified or implied
within their role and job description. In some areas, such as apprentices, this was more
evident but there was also examples of CPD in housing, finance, HR and other professions.
The manager's role was also designed to encourage the development of skills and
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capabilities by placing an emphasis (it is defined as a core competency) on "developing
others".
A good example of how roles had been designed to enable people to develop skills needed
to progress was in how those who wished to progress into leadership roles were given
development and experience of managing people. For example, one interviewee described
how his role had been changed to enable him to manage an apprentice with the support of
management training and mentoring from his manager.
Key process – Functional Reviews
This process involved a review of teams and operational areas to assess where structural
changes could be made to increase efficiency, improve tenant services or identify cost
savings. The review followed a systematic approach, facilitated an internal audit of a
functional area, the identification of efficiencies and savings and a plan to achieve those
outputs. The methodology is based on lean improvement techniques.
Functional review’s involved individual meetings with members of staff, questionnaire to
internal stakeholders, a review of performance metrics and evidence collated and
presented to the team and managers for discussion.
In one functional review savings of £15K were identified and 28 hours of staff time per
month.

The organisation had recently undertaken a functional review of several of its departments.
This was to be extended to cover all areas of North Star. One of the driving factors behind
the functional review was to respond to the changing environment in which social housing
organisation is operated. The functional review considered both individual roles and the
overall focus of each department.
There were smaller scale examples of roles being modified in response to external internal
changes. The growth in supported housing for the elderly, for example, had modified some
of the roles undertaken by staff and informed the development of capabilities accordingly.
The growth of supported housing (now 20% of North Star’s housing stock) was the most
evident way that roles had changed in response to changes in the market. People described
how as housing officers, their roles had taken on a wider ‘welfare’ and ‘safeguarding’ role –
which was supported by appropriate training activities.
Creating autonomy in roles
People confirmed that they had up-to-date job descriptions and objectives that facilitated
clear decision-making. The functional reviews for each department were described as
clarifying decision-making authority for each role.
In addition to job descriptions, the organisation developed policies in the form of “guiding
principles”. These provided a framework for decision-making but would deliberately be in the
form of guidance, to enable flexibility in response to a range of circumstances.
Personal objectives and KPIs were used to empowered individuals to make decisions that
support their achievement. This had an impact on improving the speed of decision-making
and responsiveness to change.
Linked to this was a feeling that people were trusted within the organisation and this enabled
people to have the confidence to make decisions in a timely and effective manner:
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“What helps is, I think we all have the same intentions at heart I think this means managers
are happy for you to make your own decisions because they know you’ll do the right thing for
the tenant”
The work that the organisation has done in relation to empowering individuals to work on the
organisational strategy, is likely to have built confidence in decision-making.
Managers described how “guiding principles” were regularly reviewed and highlighted the
functional reviews that were designed, in part, to enable more effective decision-making in
response to changes in the environment that the organisation operated in.
Senior managers described how there was a clear remit for each of the project groups
operating within the organisation and decision-making was mapped out to ensure such
groups did not create delays in decision-making but rather enabled it to happen in a timely
manner. Discussions with various individuals and groups during the review supported this
view with positive responses in terms of the speed of decision-making.
The cultural development of the business in terms of how it developed its business plan was
also an example of how practice has evolved to improve decision making. One senior
managers described these stages as follows:
- 2015 – organisation strategy outlined by senior managers and details added
- 2016 – Savings Plan – involved staff in identifying savings
- 2017 – Open Space empowered staff to make decisions on priorities
This enabled plans to be developed and decisions to be made at a quicker pace by
removing a tier of management control.

Enabling collaborative working
Several of those involved in the on-site review commented favourably on collaboration
between teams. Relationships seem to have been enhanced by the facilitation of several
cross team and all company projects such as the Stronger Together team or the whole of the
organisation working on the organisational strategy.
Although clearly there were specialisations and individuals worked most extensively in their
own team, roles are structured to enable them to participate in cross team and whole
company collaborative activities.
North Star had facilitated several forums that enabled people to work together and develop
cross team working relationships. This was role modelled by the senior management team
who met and worked together on projects that cut across the whole of the organisation.
Interviewees also commented on the open communication style. They described how the
senior managers would keep them informed of changes that were happening within the
organisation and in the wider market environment – even when this was not necessarily
positive news. This was also observed in the staff briefing where the Chief Executive
outlined the potential consequences of a new government and of regional devolution. It was
also observed, and confirmed during interviews, that managers actively encourage staff to
ask any question, no matter how contentious it may seem. Within the staff briefing the
opening statement from a senior manager was:
“We don’t want you to leave this meeting and to feel you haven’t asked a question that you
wish you had. No matter what it is just ask it as is no doubt others will be thinking the same
thing”
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It was also noted during the staff briefing that several individuals stayed behind to talk to
senior managers on an individual basis.
The organisational structure enabled and encouraged cross team working through project
groups that looked at specific areas. Often these groups had a limited life i.e. once the tasks
had been completed it was disbanded. Into this category would be a Values in Practice sub
group that looked at improving the working relationship between housing and technical
services teams. These groups were structured but there was no set remit or format and
individuals described how project groups would emerge from a review of performance
metrics or a discussion in a team meeting. For example, the Open Space strategy meeting
led to 12 cross-team projects that were managed by a team of "Discoverers" and
"Visioneers”.
People also described how some project groups would spin out other smaller and less
formal groups that would look at specific issues that adopted wide range of, largely informal,
methods. An example of this was the intranet group that spun out of the Stronger Together
group. One senior manager said, “we have a lot of project groups, people get together and
say ‘let’s form a project group to look at that’. Most are short lived but the longer-term ones
are probably mainly driven by managers”.
Metrics


Best Company survey question “people in my team go out of their way to help me”
had 89% agreement in 2014 and 95% agreement in 2015.

Improvement Metrics
2012 Best
Comp survey
I believe I can make a valuable contribution to
the success of the organisation

83%

2015 Best
Comp Survey

2016 Temp
Check

96%

I feel that I have enough freedom to deliver a
good service*

88%

*the question used in the temperature check was felt to be more stretching than the BC
question as it talks about ‘delivering a good service’ rather than a broader, less specific
phrase ‘contribution to success’. At 96% agreement, it would be challenging to measure
improvements and so a revised more stretching question was developed to be used as an
internal benchmark

Reduction in the costs of external change
consultants (homegrown internal mentors)
Levels of customer satisfaction with the overall
service provided

2014

2015

£130k

£70k

87%

88%

2016
£70K

Summary of performance levels
The review found there was both structure and flexibility in terms of how the organisation
structured work, encouraged effective decision-making and collaboration. The functional
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93%

reviews provided good evidence of how the organisation understood the relevance of work
structure to support high performance.
The metrics provided give an illustration of how practices are becoming embedded and
resulting in sustained outcomes over an extended period of time. As a consequence, the
review found this Indicator to be met at the High Performing level.
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Indicator 7: Building capability

The table above again shows a very positive response from those participating in the IIP 40
survey in relation to Indicator 7, Building capability. Those who broadly agree with the
statements made in the survey range from 87% to 96%, with no more than 2 respondents
disagreeing with any statements. The most positive response was in relation to the
statement "my organisation believes it is important that we all learn and develop capability"
with 96% broad agreement and 47% strongly agreeing with the statement. The lowest
agreement rate (although it was 87%) was in response to the statement "people are selected
for roles in my organisation based on their proven capability"; although there were no
disagreements only 13% who neither agreed nor disagreed.
20% of people ‘somewhat agreed’ that they had the opportunity to ‘grow my capabilities to
be the best I can be’ and this was explored on-site. Although almost all were positive about
their own opportunities, some acknowledged that being in a smaller organisation and in a
market with significant funding issues, is likely to have impacted on their outlook but a typical
statement was “they do the best they can to support you and where they can there are
opportunities but it’s a difficult market”. A further analysis of the results also shows this was
most prevalent in general housing needs and property services, where the age profile was
older and length of service longer – an issue the organisation is seeking to address (see
Indicator 9). During the review, some of those in these categories expressed they were
content with their skill levels and although they were happy to ‘join in’ organisational-wide
activities they had little interest in personal development – one interviewee expressed this
sentiment by saying “if you want training and to get on, its there for you, I just don’t have that
interest”.
22% stated that they ‘somewhat agreed’ that ‘people were selected for roles based on their
proven capability’. This was not reflected in the on-site review where people commented on
recruitment being robust and often involving team members in the process. There was also a
low level of recruitment, due to financial challenges, and this may also have impacted on
more passive views with regard to the statement “people are selected for roles in my
organisation based on the proven capability”.
In comparison to the industry average, the results are even more impressive with an overall
alignment score of 6.02 compared to an industry average of 5.31 (as illustrated below):
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The results for each of the groupings also remain comfortably above the industry average.
Responses from Property Services have the lowest alignment score but still above the
industry average by about 6%.
The IIP 40 survey was followed by the on-site review which used the 3 themes of Indicator 7
to explore in more depth, the issues of Building capability.
Understanding people’s potential
The appraisal system was the formal method by which development conversations were
facilitated. However, individuals also referred to other conversations prompted by learning
development needs that arose at other times. For example, an individual who began to work
with a tenant who had mental health issues discussed with her manager the opportunities to
learn more about supporting people with mental health.
There is a clear prompt within the appraisal system to ensure that any learning and
development activities that are identified and recorded, should be in line with the Leading
and Growing strategy. But people, in general, understood that their learning and
development requests needed to make sense for the organisation as well as themselves.
Individuals could describe how their learning development was linked to the organisational
strategy whether this was in supporting tenants or contributing to the organisations surplus,
that will enable further investment.
The inclusion of KPIs within the appraisal, that were required to link to team and
organisational KPIs, also provided a focus on business objectives that were described as
influencing discussions on development and learning.
The review found that there was a wide range of development activities frequently using an
innovative approach. For example, the organisation uses learning circles when mistakes
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have been made, with each individual focusing on improvement and sharing this with each
other. One manager described how this created "rich information" that was used not just by
that group but shared with others. Other innovative approaches included visits to other
organisations to learn about their practices, using self and peer assessments to facilitate
learning and using the organisation's intranet to share knowledge among staff.
During the on-site review, several individuals were asked who they felt was responsible for
their learning and development. In almost all cases the response was "me", although several
also mentioned that their manager had some responsibility as well. Leaders described this
as part of a strategy to build confidence and ownership of objectives and learning. They
referred to programs such as the 7 C's (a self-management programme) that aimed to
enhance self-awareness and consequently confidence. This confidence was described as
important in the ability of individuals to take ownership of their job, their objectives and their
learning. The review found no examples of individuals who felt that their personal learning
and development was imposed on them (apart from some mandatory training) but rather
individuals described how they were driving their development with the support of their
manager.
Supporting learning and development
There were several examples of individuals who made significant advances in their career
whilst at North Star. They described how they had received help and support from their
manager and amongst all of those interviewed, there was a consensus that career
development was discussed during the appraisal. It was noted that several of the questions
within the staff appraisal related to "the future" or considering "new ways of working" and it is
understandable how these led to discussions about longer-term development.
People described how they would have conversations with their manager immediately after
their learning and development activity. This conversation would include a discussion on
how they would utilise their skills and how their manager could provide them with the
opportunity to do so. For many, the opportunities to apply skills were straightforward and
they were able to use them almost immediately. Some of those interviewed described how
they were using the skills on a regular basis:
“Wouldn’t believe the amount of training done for years – drugs domestic violence, difficult
people, mental health they are all embedded into what you do on a daily basis”
Training and development records were recorded in a training database and the organisation
was able to draft reports that showed development activities and promotions/career
progression. These reports could be used by managers to evaluate the impact of people
development on careers and one manager described how this aided succession planning. A
copy of the report was reviewed during the on-site assessment.
In relation to continuous learning, one senior manager described this as being very much
linked to the approach of continuous improvement:
"We see learning and improvement as the same thing. The learning circles are a great
example of this – they create a learning opportunity and a focused improvement. If we want
to continually improve we need to continually learn"
In most cases, those interviewed described a personal ambition to continually learn – this
included those with a wide range of service lengths. Clearly, there were some of those
interviewed that felt less ambitious about personal learning but this was a minority view.
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There were examples of an ambition to learn from people at every level and in every role of
the organisation.
It was also described by a senior manager that the development of the future strategy
through appointed “Discoverers” was leading to the identification of future skills that would
further support continued learning and development. The longer term focus of the business
also enabled the identification of future development needs – for example, the organisation
had predicted the growth in supported housing and senior managers described how this
would influence people development now and in the future. The organisation constantly
considered the future and the changes within the market; the influence of the Chief
Executive in the Place Shapers Network provided an insight into policy and demographic
changes. This was described by senior managers as being useful in shaping North Star's
reaction and planning of future development activities.
Deploying the right people at the right time
The review included those who had been recently recruited by the organisation and in all
cases, they stated that the recruitment and selection process was fair and efficient. This was
described by managers as being enhanced recently by the use of a “vacancy filler” software
which rationalises the process without compromising on its robustness.
Resource planning was an element in the development of the strategy and involved the work
of the Discover and Visioneer Teams. It was also part of the output of the functional reviews
that were recently undertaken by the organisation. Most people were involved in resource
planning to some extent and therefore all of those who were asked about the effectiveness
of work in resource planning, answered favourably.
One area of the work for the functional review was to consider the future skills and
capabilities required by each area of the organisation. This identified skills gaps as did the
work by the Discoverers and Visioneers, and led to plans to address these gaps. This was a
by-product of both of these activities rather than a core purpose but managers and staff
believed them to be effective nonetheless.
As referred to previously the development of the 2023 strategy involved identification of
future skills, knowledge and behaviours that would be required by the organisation as a
whole. For example, this was identifying the need to increase the volume of capability in
areas of supported living – as demographic data indicated and an ageing population would
increase demand in this area.
Senior managers described how these future-facing activities (functional reviews,
Discoverers and Visioneers, the 2023 strategy) enabled them to develop succession plans
based on a forecast of the future capability requirements and an analysis (through the
functional reviews in particular) of forecasted skills gaps. There was also evidence of this
being addressed with management development activities defined not for current managers
but for future leaders and an arrangement with Teesside University to devise this program
underway.
Aside from considering the future through planning processes, leaders described how they
need to be constantly aware of the environment in which they operated and be ready to
respond to changes within it. Leaders and staff commented that the organisation had a
reputation for anticipating future changes and it could be seen how learning and
development had responded to these changes on an ongoing basis. For example,
developing the staff in mental health and drug related issues in response to changes in the
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local community. The organisation has also invested in staff development in skills for
change, again reflecting a future where change in the marketplace is inevitable.
Metrics
The following metrics were provided to show evidence of the impact and improvement of
activities that fall under Indicator 7:


Improved TT100 ranking re staff views of their personal growth opportunities from 47th
(2012) to 13th (2015).
Best
Comp
2012

Best
Comp
2015

Temp
Check
2016

This job is good for my personal growth (BC)/ This job
provides me with personal challenge (Temp Check)

74%

81%

97%

The training in this job is a great benefit to me personally

62%

82%

The experience I gain from this job is valuable for my
future

81%

84%

I have the freedom to deliver a great service to our
customers

-

-

I am very satisfied with my job

-

-

87%
89%

2014

2015

2016

Reductions in staff turnover
rates

16.5%

20%*

16%

% of posts filled by internal
candidates

1%

1%

3%

Leavers within 6 months

1%

1%

0%

Reduction in sickness absence

4.85%

2.49%

1.49%

Incidences of absence due to
work related stress

30%

0

Training expenditure per head

£1,952

£2,157

£1,743**

Total number of training staff
days (internal and external)

1190***

698

1043

0

*The 2015 figures were impacted by the outsourcing of the Direct Labour Organisation and
this also crossed over in the 2016 figures.
** Reduction in 2016 followed the development of in-house team to deliver training
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*** This figure has been inflated by a Tools for Change programme that was run across the
whole organisation (it accounts for more than ½ the training days that year)
Summary of performance level
As indicated in the IIP 40 survey this is a strong area for North Star. The approach is
perhaps best summarised by the quoted senior manager describing the link between
continuous improvement and continuous learning. The approach seems to have achieved a
balance between being planned and dynamic, which has helped achieve the necessary
impact. This approach appears to be embedded with sustained results, as evidenced in the
surveys and HR data. This means that the organisation has met this Indicator at the High
Performing level.
Development opportunities
It is acknowledged that the organisation is already planning a ‘talent management’ type
program with Teesside University and this recommendation is to encourage that approach.
North Star could also consider using the 9-box approach to talent assessment, which may
also aid further succession planning.
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Indicator 8: Delivering continuous improvement

The results for questions related to Indicator 8, Delivering continuous improvement are also
largely strongly positive. Broad agreement with the statements ranges from 76% to 96%.
The most positive response is to the statement “we are always seeking new ways to
improve” with a 96% broad agreement and 53% strongly agreeing with the statement. The
least positive response relates to the statement “I can experiment without feeling worried
about making mistakes” with 76% agreement but only 7% disagreement and 17% neither
agreeing or disagreeing. If we look further into this statement we will see that the response
rates are still above the industry average (see graph below):

A further explanation was the view expressed by many that the nature of the work meant risk
needed to be managed carefully. People did not think ‘experimenting’ in terms of the homes
of vulnerable people, for example, was appropriate – “that could be a safeguarding issue”. It
is likely that this issue impacted on the survey to provide a more neutral or passive view of
taking risk. The onsite review explored the broader meaning of people not being afraid to try
new things and it was demonstrated in several ways:
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-

Culturally the enthusiasm that people approached the Open Space event, which was a
radically different way of approaching business planning
The number of times interviewees described the organisation as ‘different’ or ‘quirky’
The development of services, such as welfare rights advice, that is different to any
neighbouring housing associations
All staff given ‘Skills for Change’ training which encourages an adaptive workforce

An explanation as to the why there was also a less emphatic response to the statement ‘I am
responsible for improving the way we do things’ was provided through the on-site interviews.
The organisation had placed considerable emphasis on working collaboratively – through
project groups or business planning – and this created a culture that was less about
individuals being responsible but rather whole teams. In fact during the staff briefing
attended there were several comments around “we are all responsible for a performance
target”
The alignment scores also show that the results of the IIP 40 survey were significantly above
the industry benchmark. The alignment score for Indicator 8 is 5.92 compared to an industry
average of 5.4. The alignment scores also show that once again, all of the groupings are
above the industry average and the variation between each group is relatively small (with the
exception of the chief executive office).

The results of the IIP 40 survey provided a useful evidential input that enabled the on-site
review to further explore the organisation against Indicator 8 and specifically consider the 3
themes and 12 evidence statements.
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Improving through internal and external sources
People development was evaluated in several ways. Firstly, there was reaction evaluation,
which assessed initial feedback to a development intervention, these were described as
being conducted routinely after internal or external development activities. Secondly, on an
individual basis, there were three and six-month impact evaluations of the same
development activity. For wider development strategies, such as the promotion of adult to
adult relationships, there were wider evaluations that considered impact and the extent to
which the development had been embedded. For example, the evaluation of the "Values in
Practice" program was discussed and the evaluation paper observed during the review; this
outlined impacts such as budget savings and the reduction in voids by helping people work
together and understand each other's perspectives.
The leaders of the organisation described having a large number metrics and a “focus on
measurement” and this was confirmed in the review by observing the number of metrics that
were available. This provided some internal measures that enabled it to assess the
effectiveness of its management and development activities and identify improvements. A
good example of this was the staff surveys which were conducted under the Best Company
survey and then the equivalent Temperature Check survey. However, there was also use of
external benchmarking such as the “Housemark” industry benchmark for social housing
performance and examples of how the organisation looked outside of its own market to learn
lessons. A good example of this was how the organisation visited Brother UK to view its
people development and management processes.
“We are really proud of what we’ve achieved but he can’t stand still, not in this environment.
If we do we go backwards.
There were several examples of the organisation looking beyond its current environment for
improvements. In addition to the Brother UK visit the organisation engages with local
business organisations on issues such as regional devolution, it uses OD consultants (Oasis
School of Human Relations) who have a wide experience of different sectors and it
benchmarks itself against non-housing specific benchmarks such as Investors in Diversity
and the Health at Work Award. These external influences have impacted on organisational
performance – e.g. the Bupa Wellbeing at Work Award can be linked to a significant
reduction in staff absence due to ill health or stress.
At manager and senior management level, it was clear that these individuals are committed
to continuous improvement. The number of developments and ideas that were presented
during the staff briefing, for example, that were driven by leaders was evidence of this. But
also discussions during the interviews found that managers set themselves stretching
objectives and were enthusiastic to achieve them.
This was also evident, however, for many other people who were not in management roles.
There are several references within the appraisal process that prompt individuals to consider
to "challenge what we do" and one of the guidance notes states:
“One of our objectives is that people are confident in trying new and different things and
everyone contributes to improvements”
The cultural impact of this was perhaps most evidently seen in the Open Space activity in
April 2017. Individuals described how they turned up to this event with no real understanding
or fixed agenda, there was a pile of marker pens in the centre of the room and people were
invited to pick a pen up and identify ideas and improvements that could be incorporated into
the 2023 strategy. Those interviewed described how after a very brief hesitation, everyone
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was grasping for pens to put their ideas for improvement forward. From this, 12 people have
been tasked with exploring how these ideas can be developed and 12 tasked with visioning
in more detail how they can be applied (basically developing a plan).
People acknowledged that the success of the Open Space event was largely due to the
culture within the organisation that people felt responsibility, empowerment and enthusiasm
for introducing improvements. Some made the point that the previous strategy development
exercise, where individuals were tasked with identifying budget savings (which resulted in
the organisation record surplus compared to a forecasted deficit and redundancies) as a key
event that built confidence and ownership for improving the organisation as a whole.
Creating a culture of continuous improvement
People were aware of performance measures for themselves, their team and the
organisation as a whole. The objective setting within the appraisal system was described by
many as being focused on improvements and the review of the documentation endorsed this
perspective, as previously stated.
When asked for some descriptive words in relation to North Star, several of those
interviewed use the word “different” and some even use the word “quirky”. When this is
explored further, they described how the organisation prided itself on doing things differently
to other similar organisations. This was perhaps most evident in the approach to the
development of the organisational strategy but also an introduction of subtle ideas such as
adult to adult conversations and right versus right decision making. People development is
also distinctive with activities focused on relationships (such as the 7 C ‘s programme) and
on change management (such as the Tools for Change development programme).
“I think we are proud to be different and to try things out that other housing organisations
wouldn’t consider”
It is reasonable to assume therefore that there was a culture of being prepared to try out new
things and learn from both mistakes and successes.
On an individual level, the learning circles that were used to translate mistakes to learning
also supported a culture where people were prepared to take reasonable risks without fear.
People frequently mentioned risk-taking in reference to the cultural values of the
organisation i.e. so long as the risk didn't have a negative impact on tenants.
The approach to innovation also manifested itself in several project groups that were set up
to explore different problems and opportunities. Projects set up around specific issues such
as maintenance and included both staff members and other stakeholders, most frequently
tenants.
During the staff briefing and in discussion with people at every level of the organisation,
there was an acute awareness of the external environment and potential changes within it
demonstrated. Several people commented on the organisation always being “ahead of the
game” and by anticipating changes and responding to them it has led to new ideas and
innovation. For example, the Open Space approach was developed from a software
development methodology that was translated into a business planning tool. Leaders
described how ideas would be nurtured through the encouragement of questions from staff
and this seemed to be a key strategy that was observed in the staff briefing – staff members
were repeatedly prompted to ask questions and not being afraid to ask “difficult” questions.
One senior manager described the approach as:
“Asking questions leads to ideas and ideas lead to improvements”
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People also indicated that this approach had been influential in team meetings and even
their appraisal, where prompts for ideas and innovation was central to these processes. The
organisation made several references in processes such as appraisal documentation and
recruitment and selection policy, to innovation and encouraging ideas.
Encouraging innovation
There was a strong opinion expressed by those interviewed that North Star encourages
people to come up with ideas. They referred mainly to the cultural environment as a source
of encouragement such as the accessibility and approachability of the organisation's leaders
and the encouragement to ask questions and to challenge. They also acknowledged the
idea and innovation processes such as the formation of project groups and involvement in
strategy development.
Almost all of the project groups involved people that work together from across the
organisation. For example, a project that was looking at the intranet consisted of people from
most areas of the organisation and tested options using a wider range of individuals. A
project that was looking at improving the work relationship and processes between technical
services and housing, involved individuals from both teams who worked together to agree on
new approaches and enhance understanding.
When interviewees were asked about the passion for innovation and ideas within the
organisation, most referred back to the Open Space event:
"We were told that if we had any ideas should pick up one of the marker pens. It was
unbelievable, there was a clamour for the pens with people really wanting to get involved"
Leaders also described how there was no difficulty in filling project groups with individuals
from across the organisation and in fact, volunteers to be Discoverers and Visioneers
exceeded the number required.
The Mission Possible activity in 2015 is likely to have played a pivotal role in the organisation
and individuals (both staff and managers) confidence in mass participation in idea
development and innovation implementation. This particular activity had a significant impact
on the organisation i.e. saving £30K but also acted as a catalyst to further activities that had
even greater impact. It is entirely believable that this activity acted as a prompt to further
activities and further shift in the culture.
There was further evidence of the outcomes of ideas that were generated from staff. This
included ideas that led to improvements in the intranet, that were seen to increase usage
and ideas around maintenance that improved repair metrics. There were ideas around staff
well-being that were seen to have an impact through the staff survey and ideas on
communication and engagement activities that saw improvements in staff engagement
scores. Ideas discussed in the technical services/housing project led to reduction in voids
and a range of other performance improvements. A team that considered new ideas to
reduce re-let times also saw the positive impact on re-let metrics.
Metrics
The following metrics were provided to support evidence of the impact of activities covered
in Indicator 8 and to demonstrate practices and outcomes or embedded.



Ideas from Mission Possible generated savings of £30K
Ideas from the savings plan generated a surplus of £1.3M from a forecasted loss

Page 61 I © Investors in People



Idea on changing energy supplier saves company £10-12K in man hours and £10-15K
due to Smart meters

Improvement Metrics

Levels of customer satisfaction with the overall service
provided
Reduction in sickness absence*

2014

2015

87%

88%

4.85%

2.49%

30%

0

Incidences of absence due to work related stress*

2016
93%

1.49%
0

*as a result of engagement in the Wellbeing at Work Award (external influence)

2010

2011

2015

BC survey staff engagement

671.5

678.5

742

I can make a valuable contribution to the success of this
organisation

83%

83%

96%

2015

2016

2017

0

30

78

Suggestions from staff as part of business planning
process

Impacts of staff engagement:
Mission Possible (2015) – savings of £30K
Savings Plan (2016) - savings of £1.3M

Summary performance level
There is a close alignment between this Indicator and Indicator 3 ‘Empowering and involving
people’. The experiences of the organisation and its people seem to have proven that
actively pursuing new ideas and innovation together, can result in real positive outcomes for
everyone. Perhaps the 2015 Mission Possible activities were the catalyst that built particular
confidence in this approach and fuelled advancement at both the organisation and team
level.
The metrics applied also provide evidence that activities in relation to continuous
improvement have had a tangible impact on the organisation and there are also metrics to
show this has been sustained over several years. For these reasons, the organisation has
met this Indicator at the High Performing level.
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Indicator 9: Creating sustainable success

According to the results of the IIP 40 survey, Indicator 9, Creating sustainable success is the
most positive area for the organisation. Broad agreement levels range from 92% to 99% and
the strength of opinion is also impressive – 69% to 43% strong agreement on the statements
made. The most positive responses came from a statement "My organisation has a plan for
the future to ensure continued success" within 99% overall agreement and 69% strongly
agreeing with that statement. Even the least positive response still has a 92% agreement"my organisation is a great place to work and has a bright future". This latter response rate
has to be put in the context of an increasingly challenging environment within the social
housing sector.
The alignment scores further emphasise the strength of North Star within this Indicator. Its
overall alignment score of 6.41 compares to an industry average of 5.71 and as illustrated in
the table below this is consistently demonstrated across all groupings - with all groups
having an alignment score that exceeds 6.
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In addition to the IIP 40 survey, the on-site review considered the evidence statements
across the 3 themes for Indicator 9.
Focusing on the future
Interviewees commented on company communication that outlined future scenarios for the
housing sector based on an analysis undertaken by the senior managers and in particular
the Chief Executive. This was also observed during the staff briefing where the Chief
Executive outlined political, economic and social changes that would need to be considered
by the organisation in the future. This included analysis of the changing political landscape,
the growth of regional devolution and wage inflation within the construction sector.
Future priorities were broadly defined in the three-year strategy 2015 to 2018, and the
organisation was working collaboratively on the 2018 to 2023 strategy. Senior managers
described key activities that were shaped by the market in which they operated – such as
the growth in supported housing and demographic changes that wouldn’t influence the type
of housing required.
The involvement of people at every level in the development of short and long-term planning
was clearly evident. Although senior managers and board members set the broad strategic
direction, the strategy that was developed was broadly the result of staff engagement
activity. In 2015 this was Mission Possible, in 2016 the Savings Plan and in 2017 this was
the Open Space event. At an operational level, and in terms of short-term planning, there
was an equal level of engagement described by interviewees.
There was also a ‘Future Group’ who were tasked with horizon scanning within North Star’s
market environment.
People did think North Star was a great place to work. None of the interviewees involved in
the review expressed any negative feelings towards the organisation and most described
North Star as a great place to work.
“The job I was in before was a nightmare and I remember thinking of all the possibilities that
could happen on my way to work that would mean I didn’t have to go there. But here, I really
can’t wait to get in – it’s that different”
Leaders were consciously aware of their own capabilities and how these needed to respond
to the changes in environment. In fact, all senior managers were involved in a Tools for
Change programme that equip them with skills to manage and deliver change. The Chief
Executive was an active member of the Place Shapers network that shared knowledge and
insight and enabled members to anticipate future changes. Leaders also subscribed to
housing market trade media that contributed to them being able to forecast skills needs for
themselves and for the remainder of the business. For example, the growth in supported
living led to the development of all staff (including leaders) on mental health issues (although
this was also geared towards supporting staff on mental health issues as well).
Embracing change
Both staff and managers had undertaken training in relation to change and change
management. The stated objective as described by one senior manager was to create “an
adaptive workforce to cope with the huge amount of change that impacting on the sector”.
To this end, one of the key strategies was not only to communicate change but to involve
staff in change. People described how they would be involved in project groups or how
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change was a remit of the Stronger Together group or how the whole approach to
developing the business strategy was focused on involving people in the change process.
It was also observed during the staff briefing that changes in the external environment and
what they meant internally across the organisation, were communicated by senior
managers.
The reports that accompanied the staff briefing (and were presented during the briefing)
included areas where things went well and those where results had not been as expected. A
good example was the evaluation of the Values in Practice program where the positive
impacts were recorded as well as areas that needed to be worked upon. With a
comprehensive list of KPIs and balanced scorecard, the organisation was able to measure
the impact of change and report on it. This included the impact of changing staff wellbeing
approaches on staff absence levels, or the financial impact of the changes introduced the
Savings Plan. A data driven approach enabled change to be communicated objectively and
the balance score card is communicated to all (performance metrics are available on North
Stars web site for public scrutiny) and staff can therefore gain an accurate understanding of
changes that have impacted or otherwise. Within the appraisal, members of staff were asked
to recall what went well and where things could be improved within their job or team
activities . Interviewees described an open approach to discussing successes and failures
and treating the latter as a learning opportunity – demonstrated in the use of ‘Learning
Circles’.
The review found that most of those involved in the interviews were optimistic and positive.
Those involved in project groups or selected as Discoverers or Visioneers were particularly
positive about the future and one senior manager described how this was part of the
selection criteria in choosing people to fulfil those roles:
"I think we knew already but that was one of the things that were taught on the change
management programme – that to create change, leadership needed to be positive and
ambitious. And leadership in this definition can mean anyone at any level"
As referred to previously, there was no shortage of volunteers to get involved in project
groups. The review included the observation of a Stronger to Together meeting where the
individuals involved in group described with enthusiasm the projects they had been involved
in, including the functional and visual redesign of the intranet site.
The observed staff briefing and copies of presentations from previous staff briefings
demonstrated that the organisation was regularly analysing and communicating changes
within the marketplace. The message was clear – change was inevitable and the
organisation needed to both respond and anticipate changes. It was noted that many of the
changes impacting on the sector appeared to be anticipated and acted upon earlier by North
Star than others in the market. The obvious example of this was the Savings Plan activities
that anticipated reductions in revenues and was able to put in place changes that mitigated
the impact of these. Senior managers described how other social housing organisations had
not been so "quick off the mark" and this is led into having to make redundancies, merge or
reduce services.
Interviewees also accepted that change within the organisation and the sector were normal
and expected. Even those who had been with the organisation for a considerable length of
time described changes in a ‘matter of fact‘ manner:
“I think we’re used to it now and I don’t think that change is inevitably a bad thing. I think
we’re just a bit more confident now that we can cope with whatever is thrown at us”
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Understanding the external context
The leaders at North Star were acutely aware of the stakeholders in the sector and
communities it operated within. The CEO is the vice-chair of Place Shapers, a national
network of community-based housing associations. This enables the organisation to have
useful insight into policy, technology and demographic changes.
At a local level, several of those interviewed (both managers and staff) described how the
organisation had the community at its heart. This was described as being evident in the
involvement of tenants in shaping plans and policies within the organisation. There was, for
example, a tenant scrutiny group; there were tenants represented on the board and tenant
survey.
The organisation monitored its diversity match to the community closely. Senior managers
described how they had taken steps in terms of how they recruited, to ensure they receive
the benefits of a diverse workforce. The recruitment software used (Vacancy Filler) provided
diversity statistics and identified any underrepresented areas. It had recently, for example,
identified that its age distribution was not diverse and they were underrepresented in terms
of younger employees. This arose as staff turnover decreased and the organisation has
introduced several steps to address this issue – including student placements and a closer
relationship with Teesside University. This was also discussed during the staff briefing,
attended as part of the review.
All of those interviewed were strongly aware of the relationship between the organisation
and the community. In fact, several described North Star as a “community organisation”:
“We don’t just serve the community, we are very much part of it”
Interviewees described a range of community engagement activities. Most of these refer to
work-related engagement activities but some also volunteering opportunities for staff.
Engagement activities include:
-

Tenant Scrutiny Panel – that participates in review and planning activities
Tenant Link – a feedback forum for tenants
Tenant survey
Mystery shopping by tenants
CX engagement with local public and private sector on regional devolution
Staff volunteer days to work on community projects

The organisation can clearly demonstrate this has had a positive impact on the communities
it serves. During the review, people referred to individual instances, where the work that staff
had done had changed the lives of tenants or tenant families. But there was also a more
analytical approach, with the organisation assessing its social value using the Treasury
proved Social Value Bank that allocates a financial measure to the additional communitybased activities such as the welfare rights service.
Metrics
The following metrics provide evidence of impact and the embedding of practices and
processes that support Indicator 9.





Achievement of the Investors in Diversity Award (last assessed in 2016)
Investors in Diversity ranked 18th in top 100 accredited companies in 2016
Business in the Community National Wellbeing Award 2016
No of volunteer hours for staff – 185 pa equating to £2963 investment
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Community Investment program £530K, supporting 18, 721 people in local community
Company metrics
Increase in levels of staff volunteering in the
communities in which we work
Social return on investment * Formal measurement
began in 2013/14. For every £1 invested we delivered x
£ in social value
Welfare Benefits Officer generated additional income for
disadvantaged people **
More investment into properties to improve people’s lives

2014

2015

2016

0

30%

40%

n/a

£2.62

£16.39

£125k

£352k

£362k

£1.67m

£2.1m

£2.1m

Best company survey

2012

2015

My organisation encourages charitable activities

-

97%

My organisation genuinely cares about the environment

-

92%

This organisation has a strong social conscience

-

95%

I believe this organisation protects the environment

57%

75%

Profit/budget concerns do not drive this organisation

65%

82%

Summary performance level
The review found that North Star was acutely aware of the forces that would shape its future
and sought to develop plans that mitigate risks and prepared them for opportunities. This
required an attitude and approach to change that enabled it to be light-footed and
responsive. The organisation is strongly linked to the local community and in fact, sees itself
as being part of the community.
The review found that there was evidence that the approach it has taken to creating
sustainable success was impactful and embedded. Several metrics demonstrated sustained
and improving outcomes and consequently, it is met this Indicator at the High Performing
level.
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Implications and Recommendations
The following recommendations for the leadership team are based on the professional
judgement and assessment of North Star Housing undertaken by Graeme Mills. This
judgement is itself informed by the contributions made by all of those who participated in the
review; through interviews, completing the online assessment and particularly those who
coordinated the review within the business.
It is hoped that the following recommendations support the organisation in its ongoing
journey to develop culturally and further raise its performance, through an investment in
people learning, development and management.
This is the organisations first review under Version 6 of the Standard. Achieving the standard
at the Platinum level should be seen and celebrated as a significant achievement. But it is
also a milestone in a longer journey with the Standard. Using the review and the framework
of Investors in People, organisations can continue to develop practices as it faces and
responds to future challenges.
The sector in which North Star operated is subject to several market forces that can have
dramatic effect on operational and strategic issues. The elements of the standard that deal
with future challenges, such as Indicators 1, 8, and 9, may be particularly useful in helping
the organisation navigate these changes.
The opportunities for improvement or outlined below:
Opportunities for Improvement
The organisation should consider more
formally and explicitly linking the values (or
revised values – see Indicator 2) to the future
capabilities of managers. Senior managers
could explain these links but they were not
defined in process documents.

Benefits leading to high performance
This will strengthen the values and
increase their influence within the
organisation. In an organisation that has
people who were strongly driven by
values, this will also have an impact on
motivation and building the sense of
purpose for employees.
The organisation is likely to benefit from a
This is a value driven organisation. The
further exploration of its full value framework
values attract like-minded people to join
i.e. understanding both reflective values and
your organisation, to stay the organisation
aspirational values. This requires an
and to perform at their best. Periodically,
understanding of the current cultural values
reviewing the stated values to ensure they
(reflective) and those that it aspires to
still fully reflect the value framework of the
develop (aspirational). It is advisable to
organisation will ensure that the values
consult with staff with regard to values but the remain relevant and consequently
definition should also be a leadership function influential on planning and decisionas they will be a significant influence on
making activities.
decision-making and strategy development in
the future.
The organisation should consider promoting
Raising awareness of the concept of
the concept of leadership throughout the
leadership will further heighten individuals
whole of the organisation. Although this was
understanding of how they can take
demonstrated and encouraged through
ownership of improvements and
participation in strategy development, for
performance delivery. This can be both
example, people did not necessarily
empowering and motivational.
recognise this as ‘leadership'. Enhancing
understanding in this area and encouraging
people to see how, regardless of their role,
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they can demonstrate leadership, is likely to
be beneficial.
The recommendation is to apply a more
analytical approach to the gathering of
behavioural evidence across the
organisation. This could be done in several
ways. For example, during appraisal
behavioural responses could be analysed for
trends that might indicate organisational
behavioural development needs. This may
have a particular role in looking at
management development – by analysing the
self-assessment of managers against a
behavioural competency list, common areas
may be identified and these could then inform
future management development activities.
The organisation could consider linking its
values more directly to the reward and
recognition strategy. For example, could the
categories for the staff awards be linked to
organisational values i.e. recognising
individuals who truly living the values? This
can reinforce the values and help people
translate them into working practices.
It is acknowledged that the organisation is
already planning a ‘talent management’ type
program with Teesside University and this
recommendation is to encourage that
approach. North Star could also consider
using the 9-box approach to talent
assessment, which may also aid further
succession planning.
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Behavioural development needs can be
more difficult to assess and more likely to
be subject to change. Behaviours are,
however, key to achieving high
performance. By regularly assessing and
monitoring behaviours, this can inform
behavioural development and
consequently enhance progress towards
high performing.

This recommendation is also about
strengthening the values within the
organisation and enabling individuals to
see what the values actually mean in
practice. Anything that strengthens values
will enhance their influence and enable
the organisation to effectively deliver high
performance which is in part defined by
the values of the organisation.
A talent management program will assist
the organisation to sustain its culture and
capabilities that will also support and
sustain high performance.

Next Steps and Key Dates
North Star Housing
Accreditation date
03/05/2017

North Star Housing
12-Month Review

North Star
Housing 24-Month
Review

North Star Housing
Accreditation
Expiry

03/05/2018

03/05/2019

03/05/2020
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1. Leading and inspiring
people
2. Living the organisation’s
values and behaviours
3. Empowering and involving
people
4. Managing performance
5. Recognising and
rewarding high performance
6. Structuring work

7. Building capability
8. Delivering continuous
improvement
9. Creating sustainable
success

Creating transparency and trust
Motivating people to deliver the organisation’s objectives
Developing leadership capability
Operating in line with the values
Adopting the values
Living the values
Empowering people
Participating and collaborating
Making decisions
Setting objectives
Encouraging high performance
Measuring and assessing performance
Designing an approach to recognition and reward
Adopting a culture of recognition
Recognising and rewarding people
Designing roles
Creating autonomy in roles
Enabling collaborative working
Understanding people’s potential
Supporting learning and development
Deploying the right people at the right time
Improving through internal and external sources
Creating a culture of continuous improvements
Encouraging innovation
Focusing on the future
Embracing change
Understanding the external context
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High Performing

Advanced

Note: Lowest theme level dictates final indicator outcome

Established

North Star Housing final outcome against 27 themes

Developed

Annex 1: Assessment outcome table
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