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1 Introduction

Preston’s Community Gateway Association (CGA), as the first organisation to be set up using the co-operative movement’s Community Gateway Model, has trod an innovative path that has involved considerable and ongoing thinking about how to embed community empowerment into all areas of its operations and thinking.  

This thinking has placed it at the forefront of national and Government-led debates about user involvement in the delivery of services, and the CGA’s first year has seen:

· Preston’s CGA approach being part of the catalyst that has led to the development of the National Housing Federation’s Tenant Involvement Commission

· the CGA’s Chief Executive, Diane Bellinger, being a member of the Tenant Involvement Commission, leading to parts of the Gateway model becoming part of the Commission’s blueprint for housing association community empowerment.  It should be particularly noted that the CGA already has in place all parts of the Tenant Involvement Commission’s three options for housing association accountability.

· CGA tenant representatives and Diane Bellinger speaking at various national and regional events about the CGA’s work 

· visits to the CGA from numerous organisations and the CGA’s pioneering work in community empowerment inspiring tenants and officers from other local authorities

· the Communities Minister, Ruth Kelly MP and the Housing Corporation Chief Executive, Jon Rouse, referring to Preston’s CGA as a model of best practice in community engagement

BCHS worked with tenants and officers of Preston City Council from 2003 to 2005 to assist in the establishment of the CGA, leading to the transfer of Preston’s homes to the CGA at the end of 2005.   

As a tenant membership organisation, with an emphasis on developing new ways to encourage and support tenants and communities to get involved in decision-making, the CGA’s Community Empowerment Strategy forms a fundamental part of the organisation’s activities.  

In September 2006, BCHS were commissioned by the CGA to audit progress of its Community Empowerment Strategy in its first year.  BCHS agreed with the CGA that the key overarching questions, as key questions that underpin the approach in the Community Empowerment Strategy, that needed to be explored in the audit were:
· are activities developing or leading to the development of community?

· are activities enabling greater numbers of tenants to become involved in decision-making and what is the quality of that involvement?

· is or will the CGA’s community empowerment approach improve the quality of life for tenants and communities?

Our answers to these questions are shown in the conclusions at the end of this report.  However, our overall conclusions, based on the evidence presented to us, is that the CGA’s first year has been a positive one.  Inevitably there is a need to adjust and develop the Community Empowerment Strategy.   But the first year has seen tenants and staff working together well to deliver the Community Empowerment Strategy, and all stakeholders have considered that the strategy is the right approach and will lead to the anticipated outcomes.  
It is important to note that the remit we were given in the review was to identify any problems with the way that the Community Empowerment Strategy was developing.  It is testament to the developing culture of the CGA and its support for its Community Empowerment Strategy that it did not want a report that pulled its punches where problems may have existed.  The comments in this report should be seen in that light.
It is important to note the audit was based on information and interviews with tenants involved with the CGA and CGA staff.  The audit was not an assessment of the wider tenant population’s views of the Community Empowerment Strategy.  The wider view will be important for future audits, but it was agreed that it would be inappropriate to incorporate a wider view after only one year of CGA operations
.
2 Methodology
Our approach to the audit consisted of a desktop review of information followed by a series of interviews with:
· the Gateway Tenant Committee

· the Tenants Umbrella Group

· Karen Perry - the Head of Community Empowerment

· the Community Empowerment Team

· Diane Bellinger – Chief Executive Officer

· Bill Shannon – CGA Board Member (interviewed by phone)

· Ian Lucas – Director of Property Services (interviewed by e-mail)

· Dave Warlow – Director of Operations (interviewed by e-mail)

· Paul Atkinson – Director of Resources (interviewed by e-mail)

Questions asked in the interviews are shown at Appendix One.  

Two subsequent meetings were also held with the Gateway Tenant Committee (the second attended also by Diane Bellinger and Karen Perry) to discuss issues raised in their initial interview and we have had various informal discussions with Diane Bellinger and Karen Perry during the course of the audit process.

BCHS would like to record our thanks to all those who have taken part in the interview process, and particularly to Karen Perry and the Community Empowerment Team who did considerable work to compile the information we had requested as part of the audit process.
3 Detailed analysis – local Community Empowerment Strategy
3.1
Community Options Studies

Community Options Studies are short (around 6 months) focussed programmes carried out in local communities intended to:

· generate and develop community activity at a level at which tenants and communities are more likely to engage

· help local communities identify issues that are important to them and their strategies for dealing with those issues (potentially housing and/or wider issues)

· bring local people together with service providers (including the CGA itself) to tackle issues

It is intended that during the CGA’s first five years, it will carry out community options studies in all of the 50 “sub-areas” identified as being appropriate for community identification.  During the first year, six community options studies have been carried out (although none are fully completed yet).  In a separate piece of work, BCHS have been asked to provide advice to the Community Empowerment Team on carrying out the community options studies, and to validate that they have been carried out satisfactorily.  
There has been some delay in the programme due to it taking longer than anticipated to recruit the Community Empowerment Team, and due to the team needing time to develop their approaches to options studies.  The team are of the view that they may need to adjust and give greater flexibility to the community options study programme.

The emerging picture from the Community Option Study process is overwhelmingly positive.  The three tenant quotes shown below illustrate this:

	“Doing an option study has greatly helped this area. We are seeing real benefits; it’s cleaner and quieter around here, all because we’ve worked together.”
“Brilliant. It’s brought people together that might not have done so before. People are now happy to come forward and say what they think without fear of ridicule, being put down or reprisals. It feels like a proper community. We still have some way to go but we’ve got solid foundations to work from now.”
“It’s worked very well indeed. It’s gone very smoothly from start to finish. I was part of the presentation group (referring to a presentation made by the tenant group to the Gateway Tenant Committee) and it felt great when we’d done it. It’s an achievement because none of us had done anything like that before. It was worthwhile and achieved its aim. Let it continue.”



Interviewees have told us that options studies:

· are amongst the most positive things that the CGA has been doing
· put community’s views at the forefront of the CGA’s strategic thinking
· reach out to people who are not traditionally involved

· get the CGA down to the street corner level

· have led to large numbers of people wanting to be involved

· are leading to local people developing their own vision

· is a good base to build CGA membership from
The success of the initial Community Options Studies have largely been due to the enthusiasm, dedication and commitment of the Community Empowerment Team, together with a willingness in communities to engage (where prior to transfer there had been a reluctance to get involved due to negative perceptions about whether tenant and community involvement would be taken seriously).

The ongoing and long term success of Option Studies will be dependent on how well community expectations are met, and ensuring that action points from Options Studies are implemented.

It should be noted that the Board, the Gateway Tenant Committee and the Tenants Umbrella Group were unaware of the progress of Community Options Studies.  Given the importance of Community Options Studies to the Community Gateway model, we would recommend that information on the programme is provided to the key stakeholders, particularly to the Tenants Umbrella Group as the tenant body responsible for overseeing the local Community Empowerment Strategy.

3.2 Local Community Area Task Forces

In setting up the CGA, Preston City Council’s desire to have no more than 12 Local Community Areas conflicted with the Community Gateway aspiration that Local Community Areas should reflect community identity.  Therefore Local Community Area Task Forces were always an imperfect solution to how to build a bridge between:

· the smaller sub area level at which communities would be more likely to engage (ie. the level at which Community Options Studies are being carried out) and

· the wider Local Community Area level below which it was anticipated it would be difficult to get service providers to operate

Unfortunately it would appear that this imperfect solution has led to some understandable confusion about the role and purpose of Local Community Area Task Forces, and a mixed picture regarding their effectiveness.  In an attempt to give the Task Forces focus, each of them have been given £5,000 of funding to spend on environmental issues, and this has been their focus during the first year.
Interviewees have spoken of some Task Forces functioning better than others.  Some particular issues raised have included:

· confusion regarding the Task Force role has led to few or no tenants attending Task Force meetings
· Task Forces have been established at a much wider level than tenants will relate to

· some tenants are perceiving Task Force meetings as an extra set of meetings with little purpose

· consequently, some decisions about spending the £5,000 have been taken with little tenant involvement
· there is little or no relationship between Task Forces and the Community Options Studies that have been carried out

· staff facilitating Task Forces have not had the time needed to make them work


The following roles have been suggested as the role of Task Forces during the interviews:

	· to support service delivery and meet local expectations by identifying local priorities 
· the means by which the Community Option Studies are implemented
· to monitor the effectiveness of the CGA in Local Community Areas
· to be the CGA’s eyes and ears
· to be local Community Gateway champions
· to assess the desirability of the Local Community Area
· to develop long term sustainable solutions
· to identify problems and priorities in Local Community Areas
· to disseminate information
· to have an overarching monitoring role
· to bring local communities together
· to monitor housing services
· to generate community vision

· to direct Community Option Studies

· to monitor service providers




We would make the following points at this stage:

· unfortunately there is no right or wrong answer as to what the role and purpose of Local Community Area Task Forces should be
· the real deal in terms of community engagement is at the sub area level, where Community Options Studies are being carried out.  This suggests that Task Forces need to be shaped to facilitate sub area community engagement – not the other way around

· changing the inherited housing service to provide better standards of customer care and a more effective service has understandably taken precedence over the development of Task Forces in the first year.  If a mistake has been made, it was to set up Task Forces in the first year at a time when other more important changes needed to be made.
· it is not possible to fully assess the role and potential success of Task Forces until the Housing Services Plan is developed.  The Housing Services Plan will develop the housing service so that Local Community Areas (and possibly sub areas in the future) will be able to monitor services locally and if necessary make local changes to the service.  The Housing Services Plan is also intended to enable service provision (or elements of it) to be devolved to local community organisations, if that is what communities want
· the CGA’s refreshment process will hopefully free up more staff time to facilitate the development of Task Forces

· different Task Forces may end up with different roles and purposes, dependent on the nature of community activity in the Local Community Area.  The CGA should perhaps let Task Forces develop over time, whilst ensuring that a primary purpose is to facilitate sub area level community engagement.  Task Forces may not need to be permanent bodies (as community engagement develops in sub areas, the role of Task Forces should diminish)

· as the tenant body that was set up to monitor the local Community Empowerment Strategy, it would seem sensible that the progress of Task Forces should be reported on and discussed with the Tenant Umbrella Group
3.3 Local community group progress

The CGA inherited a network of local community groups from Preston City Council, who continue to demonstrate mixed levels of success.  At one end of the spectrum, several groups continue to provide a strong community focus and operate a range of community activities.  At the other end, some groups would not continue to function without considerable staff support.  

Concern has also been expressed to us about the lack of accountability in some cases for the comparatively generous funding and support community groups receive, or more importantly to the people they represent.  Some interviewees also spoke of gatekeepers and personality issues making it more complicated to implement community option studies, of some groups continuing to hold to an us and them approach, and the general ups and downs of community group dynamics.
Support arrangements for the community group network were inherited from Preston City Council.  During the first year, the CGA has worked with the Tenants Umbrella Group and the Gateway Tenant Committee to develop formal community group recognition criteria placing expectations on groups for the funding they receive (such as producing newsletters for tenants in their areas and attending Tenant Umbrella Group meetings).  
Whilst the Community Empowerment Team is providing support to groups to help them adapt to the new criteria, it is anticipated that the criteria may lead to the loss of some community groups.  Nonetheless it is important for tenants that the CGA’s community empowerment resources are not wasted in supporting groups that are unsustainable.  
It is to be hoped that the systematic and more rigorous approach to community option studies will gradually strengthen and lead to the development of local community groups.
3.4 Tenant management

The CGA’s experience in relation to tenant management in its first year has not been fortunate.  Whilst the CGA has developed a generic management agreement for tenant management organisations, progress for the two potential TMO groups has been difficult:  
· one group that entered exploration of tenant management following a successful test of opinion just prior to transfer has suffered from fluctuating tenant involvement during the year.  
· difficulties inherited from Preston City Council in its relationship with the other TMO group, the pre-existing Moor Nook Estate Management Board, have meant that progress on developing its role under the CGA has been slow.  Set up several years ago to bring in Estate Action funding, Preston City Council never enabled the proper establishment of Moor Nook EMB as a tenant management organisation, leading to long term tenant frustration and confusion about the EMB’s role and staffing accountability.  The CGA has acknowledged that it is disappointing that these issues have not been resolved during the first year.
Unfortunately the Moor Nook confusion may have coloured perceptions of tenant management generally of some CGA staff.  We have recommended that there is a need for study visits to effective tenant management organisations for both CGA staff and tenants to gain an understanding about what could be achieved through tenant management.

3.5 Tenants Umbrella Group
The Tenants Umbrella Group (TUG) was previously the tenant representative body under Preston City Council, a purpose it was intended to fulfil through representation from local community groups.  However, the fragmentary nature of community group representation always meant that attendance at TUG meetings fluctuated, making it hard for it to fulfil its role.  

The establishment of the Gateway Tenant Committee meant that it was intended that TUG, as a body set up to represent local community groups, would be developed to oversee the CGA’s local Community Empowerment Strategy.

Whilst progress in this role has been limited in the first year, TUG continues to have a clear vision of its role to provide an informal networking facility between community groups, and this role could be usefully built upon.  It is hoped that the local group recognition criteria and more focused TUG agendas will gradually improve attendance at TUG meetings.
We would recommend that:

· TUG could have useful topic based meetings aimed at attracting community group representatives sharing good practice and exploring options and possibilities that might be available for local community groups to pursue

· TUG could be used to arrange study visits to strong community groups in Preston and elsewhere

· TUG could discuss community options studies and the Local Community Area Task Forces

· the relationship between TUG and the Gateway Tenant Committee needs to be developed

3.6 Involvement in local improvements programme

The CGA made a commitment to develop Local Scheme Panels in each area where significant improvements work was being carried out.  These panels bring tenants affected by the improvements programme together with staff from CGA property services and contractors to consider the local implementation programme, make some choices about colours and styles, iron out problems and disseminate information to tenants.  
6 Local Scheme Panels have been established in the first year, with good tenant attendance levels at most of them (although one further panel failed to generate any tenant interest).  We have been told that most of these groups have been “very positive and very vocal”, with some deciding to split groups down into smaller sub-areas to develop greater tenant engagement.  Early concerns that some tenants were using panels as conduits for complaints have now been ironed out.  

4 Detailed analysis – overall Community Empowerment Strategy

4.1 Membership
Over 900 tenants and residents have now become CGA members (over 14% of tenants), which marks steady progress.  

It was suggested that the CGA’s local community empowerment strategy is most likely to bring in greater membership levels and the sense of ownership inherent to membership.  This has been shown through the Community Empowerment Team’s gazebo days held as part of community options studies, and through consultation held at the recent AGM.
Membership engagement during the year has consisted of:

	Event
	Views expressed

	The CGA launch event 
	Generally considered effective

	4 membership newsletters
	Generally good feedback.  The GTC want to consider how the membership newsletters can be improved and this will be discussed at the GTC’s Communications Group

	A business improvement questionnaire
	Generally considered to be too dry, but did get some useful responses

	A policy development workshop on complaints & rent arrears
	Generally considered to have been an effective and useful event

	A policy workshop on voids
	The event was satisfactory but had been poorly publicised leading to a low turnout

	A policy workshop on performance management 
	Concern was expressed that presentations were too technical and not tenant orientated 

	The GTC election process
	Good in that it was a contested election, and the GTC now has a full complement (including some younger representatives).  The GTC expressed concern that it wished to be more involved in supervising the electoral process.

	The CGA AGM 
	Generally considered to be a good event, with a number of new tenants/members attending for the first time, and feedback indicating that attendees enjoyed the event and felt involved.  The GTC was concerned that there could have been more time for debate.


A low percentage of Black & Minority Ethnic tenants compared to the ethnic population of Preston had been a particular issue of concern inherited from Preston City Council.  The CGA has formed an Equality & Diversity Group (with GTC representatives on it) to consider this issue, but an encouraging note is that the Community Empowerment Team have found that Black & Minority Ethnic tenants have been signing up as members, particularly through community options study work.
The general view would appear to be that the CGA’s approach to membership has “served its purpose up to now”, but that there is more work needed:
· to encourage membership through Local Community Areas

· to increase the membership’s sense of ownership of the CGA

· to increase the GTC’s “ownership” of the CGA’s membership engagement process to ensure that they are accountable to the membership

4.2 Gateway Tenant Committee development

As the membership’s representative body, the Gateway Tenant Committee is a key part of the CGA.  It informally plays the role that an operations sub-group would normally play in a traditional housing association, and GTC members are involved in a variety of sub-groups and working groups considering aspects of the CGA’s work.  The following points were made about the GTC:

· there was a recognition of the high levels of commitment in the GTC and the effective CGA ambassadorial role played by GTC members.  In particular, the Community Empowerment Team considered the input by the GTC to be a “fantastic achievement”
· it was considered that the GTC is becoming increasingly effective and that the respective roles of the Board and the GTC are gradually become clearer

· the GTC has worked well to support the business decisions that have had to be taken in the CGA

During the course of the review, the GTC identified that, working with the Community Empowerment Team, it needed to strengthen its effectiveness to:
· help all of its members, particularly new ones, participate in debates and sub-groups
· develop structures and reporting mechanisms to encourage greater participation and a wider awareness of key issues

· take a greater ownership of the Community Empowerment Strategy, budget 
· strengthen its accountability to the membership

· develop its relationship with the Board and with the Tenants Umbrella Group

During the course of the review, a specific list of actions were agreed between the Gateway Tenant Committee and the Head of Community Empowerment to tackle these issues.
4.3 Gateway Tenant Committee influence over issues

During the first year, GTC members have had some involvement with all of the following (some through sub-groups and working groups):
	Event
	Comments

	The recruitment of the Community Empowerment Team
	GTC representatives involved in developing job descriptions and person specifications; shortlisting and interview panel.  All GTC met potential candidates prior to interview and fed in their views as part of the interview process.

	Monitoring Community Empowerment Strategy
	The GTC monitors monthly progress reports, and a GTC Local Community Area Group considers progress on the local strategy.  It is anticipated that this process will develop further following the refreshment process

	CGA finances
	The GTC is involved in setting and monitoring the Community Empowerment budget at quarterly meetings.  Well received sessions have been held by the Resources Director with a GTC group on various aspects of the CGA’s finances.

	Governance issues
	The GTC has requested consideration of some rule changes.

	Directing how membership recruitment is pursued
	The GTC monitors membership recruitment and have directed staff to consider particular approaches to encourage membership from under-represented groups 

	Improvement programme
	GTC representatives have played leading roles on an Improvements & Procurement Group looking at all aspects of the improvements programme.  Through this group, GTC representatives have also been involved in selecting contractors and suppliers.

	Repairs performance
	The Improvements & Procurement Group has also monitored repairs performance during the year and it has recently been decided to set up a separate GTC repairs group

	Service review programme
	A joint GTC/Board meeting discussed service review priorities at the beginning of the year, and following further discussions, an ongoing programme has been agreed by the GTC and the Board

	Refreshment process
	The GTC has participated in a debate and various sub-groups relating to the “refreshment” of service delivery (see below)

	Supported housing review
	GTC representatives have been involved in a review of supported housing and proposals have been discussed with the GTC

	Play areas
	A GTC sub-group has considered the future of play areas

	Rent recovery
	A GTC Rent Recovery sub-group has considered issues relating to rent arrears, leading particularly to changes to the standard rent arrears letters and to other procedural changes

	Communications Group
	GTC representatives lead CGA communications process through this sub-group, that has editorial control of the CGA’s tenant and membership newsletters, and which considers various other promotional and branding issues


The GTC expressed some concerns about its level of involvement.  Following discussions, it was apparent that the reasons for this were:

· the GTC’s own structural and other difficulties referred to above.  Many areas listed in the table above had been discussed in sub-groups and not reported back effectively to the GTC
· the volume of issues under consideration in the CGA’s first year

· the volume of problems inherited from Preston City Council meaning that the CGA had had to concentrate on developing basic customer services during its first year

· the CGA not having the time to clearly identify how the GTC and tenants in general had been involved in decision-making

· the need to make cultural changes in the first year
During the review, there was extensive discussion of the CGA’s refreshment process.  As the transfer to the CGA took place, it became apparent that the CGA had inherited more fundamental service problems from Preston City Council than originally anticipated, particularly in relation to tackling anti-social behaviour, regeneration issues and basic front line services.  In response to tenant requests to tackle these issues, the CGA embarked on a consultation process to consider how to refresh these services.  The GTC participated in a range of sub-groups to consider anti-social behaviour, tenancy enforcement, office provision, new tenancies and regeneration issues which then met with the Board to consider the way forward.
The CGA was concerned that these problems were primarily caused by staffing and other resources available being distributed ineffectively in local neighbourhood offices.  Therefore consultation took place with local tenants regarding changing the use of two local offices.  At the GTC’s request a further wider consultation was held in one of these areas.  The conclusion of the consultation was that tenants were barely using the office facilities.  
The conclusions to this process have been that:

· neighbourhood offices will be closed as housing offices (with one to be used as neighbourhood police base), but housing surgeries will be held locally 
· staff relocated from the neighbourhood offices will form central specialist teams to tackle particular issues

· in response to GTC requests to increase the visibility of CGA staff on estates, 9 community caretakers will be increased to 22

· again in response to GTC requests, all front line and back room CGA staff will participate in developing particular Local Community Areas

During the review, the GTC expressed concern that the refreshment consultation had not been as extensive as it might have been, and the CGA agreed that it needed to learn lessons from the process.  Nonetheless, the work done with the GTC and the consultation process was much more rigorous than that done by Preston City Council two years before transfer when much more sweeping changes were brought in without any engagement with tenants.
5 Staffing
Most stock transfer processes usually require cultural change amongst staff, and this is particularly the case in a Community Gateway, which requires the dismantling of the traditional us and them approach between staff and tenants, as well as a commitment amongst all staff towards the Community Empowerment Strategy.
The general feeling of the responses received was that a good start has been made to generate this cultural change amongst staff, but that more work remains to be done.  With strong commitment to the Community Empowerment Strategy and cultural change being promoted from the Board, Chief Executive and Senior Management Team, the majority of staff have worked hard to understand and support the Community Empowerment Strategy, but the following points were made to us:

· there was considerable cultural shock at the outset, where some teams had to work hard to adjust to the community empowerment environment.  In particular the Property Services Department has progressed well to develop good relationships with tenants.

· with the pace of change, it is still the case that some staff are not aware of their roles with the Community Empowerment Strategy.  The refreshment process and the intention of assigning all staff to Local Community Areas will start to address this problem.

· in some cases staff continued to handle complaints from tenants in a defensive way, blaming others for problems, and not appreciating that tenant complaints can be used to improve the service

· there have been some particular difficulties with contractors working with the CGA primarily due to staff turnover and this issue is being monitored

· there is a need for more work to develop the Community Gateway induction process for new staff
· a planned review of the CGA culture will further address any continuing problems 

There was universal support from tenants and other staff for the enthusiasm and commitment of the Community Empowerment Team.  Other staff spoke of how the Community Empowerment Team had been a positive influence to encourage other staff to support the Community Empowerment Strategy.   There was also universal acknowledgment that community empowerment needs to be supported by all staff and not just the Community Empowerment Team.

Similarly, there was even more universal support for the work of Karen Perry as the Head of Community Empowerment.  The GTC spoke of the hard work done by Karen, and of her being available to do what the GTC wants, whilst staff spoke of Karen playing an effective diplomatic role to ensure the CGA’s community empowerment principles within the Senior Management Team and throughout the organisation.

6
Future reviews of the Community Empowerment Strategy


During this review, we have discussed how to develop the CGA’s approach to reviewing the Community Empowerment Strategy with the Head of Community Empowerment, and most of the points made here were already under consideration in the CGA.  

As noted above, this first year review was a limited review commensurate to progress after one year.  In particular, future reviews will need to take account of the views of the wider CGA tenant membership and the wider CGA non-member tenant population.


Impact assessments – the CGA will need to develop impact assessments for its community empowerment activities, considering:

· the purpose and aims of community empowerment activities

· the staffing and other resources designated to particular activities

· the immediate and longer term outcomes of activities

· the relationship between resources and outcomes

It is important that the CGA considers the use of its community empowerment resources against the outcomes delivered.  Whilst traditional impact assessments may tend to concentrate on specific housing related outcomes, the wider community focus in a Community Gateway Association would suggest that outcomes in the CGA’s impact assessments should not be restricted solely to housing related outcomes.  We would suggest that the three questions posed in this review should be pertinent to CGA impact assessments. 
We have also recommended that the Community Empowerment Team needs to record staff time spent on particular activities to be able to assess resources devoted to activities. 

Resident Involvement Quality – a useful tool that the CGA may want to consider using as a basis for assessing its community empowerment performance is TPAS’s self-assessment toolkit for landlords
.
This approach suggests that a landlord should self-assess against the following 7 themes:
1. The Landlord demonstrates clear strategic commitment to resident involvement

2. The Landlord knows its residents and their aspirations

3. The Landlord has clear aims, measures and feeds back outcomes

4. The Landlord has a partnership ethos which delivers broader than housing outcomes

5. The Landlord has effectively embedded resident involvement

6. The Landlord is committed to training, development and resource support of resident involvement

7. Residents are involved in the governance of the Landlord

These themes are further divided into a number of units, with the intention that a Landlord should pass or partially pass a set number of units in order to be accredited in relation to the standards set in the guide.  
The TPAS process consists of:

· a desk-top review of paperwork relating to community empowerment

· interviews with a variety of staff, board members and involved tenants

· focus groups with front line staff

· focus groups with tenants active at a local level
· focus groups with tenants not currently involved

· a scrutiny panel consisting of representatives from various national bodies

We would suggest that this process might be useful for the CGA, but the need to adapt the process to make it suitable for a Community Gateway Association may mean that the accreditation suggested in the TPAS may not be appropriate for the CGA.  In particular, to make the process suitable, it would need to be adapted to ensure that:

· consideration is given to the key Community Gateway elements (membership, Gateway Tenant Committee, Local Community Areas, community option studies)

· the performance of tenant representatives is also assessed (given that a key aim of Community Gateway is to break down the us and them factor)
· interviews with tenant bodies are also included (as opposed to the three tenants suggested in the TPAS guide)
· an appropriate Scrutiny Panel, with knowledge of Community Gateway issues, would need to be developed.  
Overseeing review processes – given the mutual nature of the CGA, the CGA could develop an innovative approach to its future review processes by establishing a working group consisting of Gateway Tenant Committee, staff and board member representatives to:

· oversee the review process
· recruit consultants to carry out the review

· agree the methodology and interviewees

· discuss preliminary findings

· agree the final report
7 Conclusions and summary of findings

Using the three questions considered, the overall summary of the review is as follows:
Are activities developing or leading to the development of community?

Due to residents identifying in Local Community Areas and the enthusiasm and commitment of the Community Empowerment Team, the community options study process is beginning to achieve its aim of generating community activity.  The ongoing community options study programme, alongside further work to be done to develop complimentary local engagement activity through Local Community Area Task Forces, and work to rationalise the inherited network of community groups, looks set to help the CGA achieve its aims of developing community.

Are activities enabling greater numbers of tenants to become involved in decision-making and what is the quality of that involvement?

The growth of the CGA membership, the Gateway Tenant Committee and residents becoming involved through community options studies show that greater numbers of tenants are getting involved, although there is a need to develop these activities further.  The quality of involvement has been mixed.  The volume of inherited problems that the CGA had to address in the first year has meant that in some cases, interaction with tenants has not always been of the quality that the CGA would have wanted, and there is a need to consider how to increase the effectiveness of the Gateway Tenant Committee, and the CGA’s engagement with it.   Nonetheless, tenant involvement in a wide variety of activities has been a very significant improvement on the inherited framework of tenant engagement.

Is or will the CGA’s community empowerment approach improve the quality of life for tenants and communities?

Whilst this question is perhaps the most vital question to consider, it is too early to give a definitive answer to it.  Given that Preston CGA is prototyping the Community Gateway model, pioneering a tenant-led approach that has not been attempted on such a scale previously, most interviewees considered that the first year has been about laying foundations for the Community Empowerment Strategy.   Good progress has been made, but the inherited us and them culture continues to affect some tenants and staff, and the CGA’s workload has meant that there has not been as much focus on membership related issues as might have been desirable.  


There have been two particular conclusions drawn by all parties interviewed during the review:

· the CGA’s community empowerment strategy and structure is right.  It needs to be developed, enhanced and “moved up to the next level”.

· there has been universal support for the role and positive influence of Karen Perry and the Community Empowerment Team.
Given that this is the case, our final conclusion has to be that the tenants, staff and board members of Preston’s CGA should be rightly proud of their achievements in the first year, and we look forward to the further development of the Community Empowerment Strategy.
Nic Bliss – Birmingham Co-operative Housing Services

December 2006
Appendix One – questions asked in the interview process

A
Gateway Tenant Committee (GTC)

1 Tell me about how you think the GTC has developed over the first year.

2 The GTC is elected by CGA members and then the GTC elects tenant board members.  This approach has been controversial in other developing Gateways, where officers and councillors sometimes consider that all tenants should be able to stand and vote for tenant board members and tenant representatives.  What are the GTC’s views of the CGA’s democratic structures?  Are the structures right?  Are they effective?  Are they excluding tenants from participating in the process?

3 How effectively has the GTC been able to influence CGA issues and board decision-making during the year?  Give me examples of strategic issues that the GTC has particularly raised with the Board, and how have these issues been addressed?  

4 What does the GTC consider to have been the key business or strategic issues facing the CGA during the year?   How has the GTC been involved in discussing these issues?

5 How effective do you consider discussions you have had with the CGA during the year on the CGA’s financial progress and business plan?

6 How would the GTC describe its relationship with CGA staff?  Are there any areas of concern in relation to CGA staff working with the GTC?  Do CGA staff pro-actively seek to engage with the GTC to improve the way that the CGA operates?

7 What sub-groups and working groups does the GTC have or is it represented on?  How effective are these groups for engaging GTC views?

8 Is the CGA’s membership recruitment approach effective?  Are there any particular groups of people who are not becoming CGA members?  How is the CGA dealing with any issues?

9 In the information I have received, I have come across the following methods of membership engagement during the year:

· the CGA launch event

· 4 membership newsletters

· a business improvement questionnaire

· a policy development workshop on Complaints and Rent Arrears

· policy workshops on Voids and Performance Monitoring

· the GTC election process

· the CGA AGM

Has there been anything else in relation to membership engagement, and how effective do you think each of these elements has been?

10 We described the GTC, the membership and the Board as the “3 pillars of governance” in the CGA.  Is there anything more that the GTC wants to say about whether the relationships between these three areas are working effectively?

11 TUG was envisaged as the primary body to oversee the CGA’s local community empowerment work.  How effectively is the work being done with TUG enabling them to carry out this role?  

12 What is the GTC’s view on what the role of Local Community Area Task Forces is?  Are they achieving that role?

13 Does the GTC have any views on the developing community options studies?

14 Does the GTC have any views on the development of local groups and Tenant Management Organisations?

15 It was envisaged that the GTC would be the primary body overseeing the overall Community Empowerment Strategy.  How effective do you think that the GTC has been at doing that?  

16 Are the joint accountability arrangements of the Head of Community Empowerment to the GTC and the Chief Executive working effectively?  

17 Does the GTC feel that it has the levels of control it wants over the Community Empowerment budget?  Have you given any thought as yet to the cost effectiveness of parts of the Community Empowerment budget?

18 How successful does the GTC think the Community Empowerment Strategy has been during the first year (consider the 3 questions)?  What has been positive?  Are there things that you would want to see changed?  Did we get anything wrong?

Tenants Umbrella Group

1 The tenant representative structure for the Community Gateway was defined that the GTC would have an overarching responsibility for CGA wide strategic issues, and that TUG would oversee local groups and the local delivery of the Community Empowerment Strategy.  Is this how things have worked during the first year?  Have these arrangements been effective?

2 How well is TUG developing?  Are more representatives attending meetings?

3 How are local groups progressing? 

4 During the year Local Groups Recognition Criteria have been produced.  How effective was the process to produce these criteria?  Does TUG anticipate that they will produce positive results?

5 What do TUG see as the purpose of the LCA Task Forces?  Are they effective?

6 Are TUG happy with the progress on community options studies?

7 Are there other issues that TUG wish to raise in the review (consider the 3 questions)?

Chief Executive

1 As part of the CGA development process, we identified the Board, the GTC and the membership as the three parts of the CGA’s governance structure?  How well has the relationship between these three parts worked during the year?

2 What do consider to have been the key business or strategic issues facing the CGA during the year?   

3 Have you considered it necessary that the CGA membership should have been involved in discussing any of these issues?

4 How has the GTC been involved in discussing these issues?  

5 How effective has it been to make the GTC the board’s operations sub-group?

6 How effective do you consider the joint accountability arrangements (ie. between the GTC, the Head of Community Empowerment and yourself) for the Community Empowerment Strategy to have been?

7 How effective do you consider the Head of Community Empowerment’s personal joint accountability arrangements to yourself and the GTC?

8 What do you think are the purposes of the LCA Task Forces?  Are they achieving their purposes?

9 What do you think are the purposes of Community Options Studies?  Are they achieving their purposes?

10 It was identified that setting up a CGA would require a significant cultural change amongst staff and tenants.  How successful do you think the cultural change has been?  

11 How successful do you think the Community Empowerment Strategy has been in the first year?  What has been positive?  What do you think needs changing?

12 As the Chief Executive of a Community Gateway Association, how has your job been different to a Chief Executive of a “traditional” housing association?

Head of Community Empowerment

1 Tell me about how you think the GTC has developed over the first year.

2 The GTC is elected by CGA members and then the GTC elects tenant board members.  This approach has been controversial in other developing Gateways, where officers and councillors sometimes consider that all tenants should be able to stand and vote for tenant board members and tenant representatives.  What are your views of the CGA’s democratic structures?  Are the structures right?  Are they effective?  Are they excluding tenants from participating in the process?

3 How effectively has the GTC been able to influence CGA issues and board decision-making during the year?  Give me examples of strategic issues that the GTC has particularly raised with the Board, and how have these issues been addressed?  

4 What does you consider to have been the key business or strategic issues facing the CGA during the year?   How has the GTC been involved in discussing these issues?

5 How effective do you consider discussions the GTC has had with the CGA during the year on the CGA’s financial progress and business plan?

6 It was identified that setting up a CGA would require a significant cultural change amongst staff and tenants.  How successful do you think the cultural change has been?  Are there particular staff who have found it difficult to adapt to working with tenants and what the CGA done to facilitate better relationships where necessary?

7 Is the CGA’s membership recruitment approach effective?  Are there any particular groups of people who are not becoming CGA members?  How is the CGA dealing with any issues?

8 In the information I have received, I have come across the following methods of membership engagement during the year:

· the CGA launch event

· 4 membership newsletters

· a business improvement questionnaire

· a policy development workshop on Complaints and Rent Arrears

· policy workshops on Voids and Performance Monitoring

· the GTC election process

· the CGA AGM

Has there been anything else in relation to membership engagement, and how effective do you think each of these elements has been?

9 We described the GTC, the membership and the Board as the “3 pillars of governance” in the CGA.  Is there anything more that you want to say about whether the relationships between these three areas are working effectively?

10 TUG was envisaged as the primary body to oversee the CGA’s local community empowerment work.  How effectively is the work being done with TUG enabling them to carry out this role?  

11 What do you think are the purposes of the LCA Task Forces?  Are they achieving their purposes?

12 What do you think are the purposes of Community Options Studies?  Are they achieving their purposes?

13 How would you define the relationship between LCA Task Forces and Community Options Studies?

14 What are your views on the development of local groups (including TMOs but not exclusively so) during the last year?  

15 What are your views on the engagement of other service providers?

16 How do you see the LCA Housing Services Plan developing?

17 How effective do you consider the joint accountability arrangements (ie. between the GTC, yourself and the CEO) for the Community Empowerment Strategy and the Community Empowerment budget to have been?

18 How effective do you consider your personal joint accountability arrangements to the CEO and GTC?

19 How effective is the level of control that the GTC has over the Community Empowerment budget?  Have you and/or they given any thought as yet to the cost effectiveness of any parts of the budget?

20 How successful does the GTC think the Community Empowerment Strategy has been during the first year (consider the 3 questions)?  What has been positive?  Are there things that you would want to see changed?  Did we get anything wrong?

Community Development Officers

1 What do you think are the purposes of Community Options Studies?  

2 Are they achieving their purposes?

3 What do you think are the purposes of the LCA Task Forces?  Are they achieving their purposes?

4 How would you define the relationship between LCA Task Forces and Community Options Studies?

5 The Community Options Study programme is behind the schedule originally anticipated.  What do you think have been the main obstacles to implementing the options study programme?

6 What are your views on the development of local groups (including TMOs but not exclusively so) during the last year?  

7 What are your views on the engagement of other service providers?

8 TUG was envisaged as the primary body to oversee the CGA’s local community empowerment work.  How effectively is the work being done with TUG enabling them to carry out this role?  

9 Is the CGA’s membership recruitment approach effective?  Are there any particular groups of people who are not becoming CGA members?  How is the CGA dealing with any issues?

10 In the information I have received, I have come across the following methods of membership engagement during the year:

· the CGA launch event

· 4 membership newsletters

· a business improvement questionnaire

· a policy development workshop on Complaints and Rent Arrears

· policy workshops on Voids and Performance Monitoring

· the GTC election process

· the CGA AGM

Has there been anything else in relation to membership engagement, and how effective do you think each of these elements has been?  

11 Tell me about how you think the GTC has developed over the first year.

12 We described the GTC, the membership and the Board as the “3 pillars of governance” in the CGA.  Is there anything you want to say about whether the relationships between these three areas are working effectively?

13 It was identified that setting up a CGA would require a significant cultural change amongst staff and tenants.  How successful do you think the cultural change has been?  Are there particular staff who have found it difficult to adapt to working with tenants and what the CGA done to facilitate better relationships where necessary?

14 How successful does you think the Community Empowerment Strategy has been during the first year (consider the 3 questions)?  What has been positive?  Are there things that you would want to see changed?  Did we get anything wrong?

Property Services Director questions

1. In what ways do you consider that the CGA’s Community Empowerment Strategy has affected your work for the association?  What is your understanding of your directorate’s role in the Community Empowerment Strategy?

2. Do you consider that staff in your directorate have responded well to the Community Empowerment Strategy?  Have there been any particular difficulties?  Have staff clearly understood their roles within the Community Empowerment Strategy?

3. Do you consider that contractors employed through your directorate have responded well to the Community Empowerment Strategy?  Have there been any particular difficulties?

4. Has the CGA’s Community Empowerment Team provided the support that you would have wished for in helping your directorate understand and deliver your community empowerment commitments?  What has been successful and what have been the difficulties?

5. Has the Improvements Steering Group been an effective means of enabling tenant representatives to work in partnership with yourself and contractors in determining how the improvements programme will be delivered?  What specific impact has the Improvements Steering Group had?  What difficulties have there been?

6. Have Local Scheme Panels been an effective means of enabling local tenant and community representatives to work in partnership with the CGA to deliver local improvements programmes?  What specific impact have Local Scheme Panels had?  What difficulties have there been?

7. How has tenant involvement impacted on the delivery of the day to day repairs service in the CGA?

8. Do you consider that the impact of the Community Empowerment Strategy on your directorate’s responsibilities will lead to positive outcomes for tenants and communities?

9. How successful do you think the Community Empowerment Strategy has been during the first year (possibly considering the three overarching review questions)?  What has been positive?  Are there things that you would want to see changed?  

Operations Director questions

1. In what ways do you consider that the CGA’s Community Empowerment Strategy has affected your work for the association?  What is your understanding of your directorate’s role in the Community Empowerment Strategy?

2. Do you consider that staff in your directorate have responded well to the Community Empowerment Strategy?  Have there been any particular difficulties?  Have staff clearly understood their roles within the Community Empowerment Strategy?

3. Has the CGA’s Community Empowerment Team provided the support that you would have wished for in helping your directorate understand and deliver your community empowerment commitments?  What has been successful and what have been the difficulties?

4. What do you think are the purposes of the LCA Task Forces?  Are they achieving their purposes?

5. What do you think are the purposes of Community Options Studies?  Are they achieving their purposes?

6. What have been the impacts of local tenant and community groups on the delivery of the housing service?

7. How would you define the relationship between LCA Task Forces and Community Options Studies?

8. What do you see as the purpose of the LCA Housing Services Plan, and how do you see it developing?

9. What have been the impacts of policy (or procedure) development (if any) work done through the Gateway Tenant Committee and/or the CGA membership on the work of your directorate?

10. Do you consider that the impact of the Community Empowerment Strategy on your directorate’s responsibilities will lead to positive outcomes for tenants and communities?

11. How successful do you think the Community Empowerment Strategy has been during the first year (possibly considering the three overarching review questions)?  What has been positive?  Are there things that you would want to see changed?  

Resources Director

1. In what ways do you consider that the CGA’s Community Empowerment Strategy has affected your work for the association?  What is your understanding of your directorate’s role in the Community Empowerment Strategy?

2. Do you consider that staff in your directorate have responded well to the Community Empowerment Strategy?  Have there been any particular difficulties?  Have staff clearly understood their roles within the Community Empowerment Strategy?

3. Has the CGA’s Community Empowerment Team provided the support that you would have wished for in helping your directorate understand and deliver your community empowerment commitments?  What has been successful and what have been the difficulties?

4. How has your directorate worked with the Gateway Tenant Committee (or the wider CGA membership) in discussing first year progress on the CGA’s business plan and CGA financial issues?  Have there been any particular difficult financial issues to explain and if so, how well do you consider the GTC has understood these issues?  Do you consider that the GTC feel a sense of ownership of the CGA’s finances and business plan?

5. In your role as Company Secretary, have there been any particular issues that may have arisen due to the CGA’s unique legal structure, particularly in relation to membership issues?

6. What have been the impacts of policy (or procedure) development work (if any) done through the Gateway Tenant Committee and/or the CGA membership on the work of your directorate?

7. Do you consider that the impact of the Community Empowerment Strategy on your directorate’s responsibilities will lead to positive outcomes for tenants and communities?

8. How successful do you think the Community Empowerment Strategy has been during the first year (possibly considering the three overarching review questions)?  What has been positive?  Are there things that you would want to see changed?  

Board representative

1 As part of the CGA development process, we identified the Board, the GTC and the membership as the three parts of the CGA’s governance structure?  How well has the relationship between these three parts worked during the year?

2 What do consider to have been the key business or strategic issues facing the CGA during the year?   

3 What engagement has the Board had with the membership over any of these key business or strategic issues?

4 Is the Board satisfied with the CGA’s progress in relation to membership recruitment?

5 To your knowledge how has the GTC been involved in discussing key business or strategic issues?  How effective has been the engagement between the Board and the GTC?  How effective do you think the GTC has been at performing its role?

6 What do you think are the purposes of the LCA Task Forces?  Are they achieving their purposes?

7 What do you think are the purposes of Community Options Studies?  Are they achieving their purposes?

8 It was identified that setting up a CGA would require a significant cultural change amongst staff and tenants.  How successful do you think the cultural change has been?  

9 Has the Board been satisfied that it has been provided the information it needs to strategically assess progress in relation to the Community Empowerment Strategy?

10 How successful do you think the Community Empowerment Strategy has been in the first year?  What has been positive?  What do you think needs changing?

� 	It should be particularly noted that the CGA will receive the results of its STATUS survey in January 2007, which will include basic information on the wider tenant opinion.


� 	Resident Involvement Quality – TPAS 2005 – supported by Innovation Into Action and the Office for the Deputy Prime Minister 





