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Executive summary 
 
The brief 
 
HQN was engaged to undertake a review of the Tenant and Leaseholder Agreement 
delivered and funded by Harlow Council (HC) through the Housing Revenue Account 
(HRA), and to develop options for tenant participation model structures for the future. 
 
The brief stated that the review should: 
 
 Identify what the available options were – which would be the most appropriate for 

the future delivery of the engagement activity, and why? 

 Provide advice on the possible approaches/structures, together with relative 
advantages and disadvantages (including approaches to remuneration) 

 Explain how different approaches compare in terms of the governance 
arrangements, alignment with the Council's approach to community engagement 
and organisational structure. Specifically: 

a Resources required and value for money 
b Effectiveness of engagement. 
c Widening involvement. 
d Increasing representation.  

 
The brief also required HQN to: 
 
 Explore best practice across a range of providers when developing the proposed 

model innovation and the opportunities afforded by new methods of engagement 

 Identify any good practice that needs to be developed and built on. 

The background 
 
Harlow Council funds tenant and leaseholder participation through the HRA and this 
service activity is delivered within the housing service. Broader community engagement 
activity is also financially supported by Harlow Council, through a number of different 
routes and teams. This review looked at the tenant participation services delivered by 
housing services and also considered the Community Engagement services delivered by 
the Council's Community Engagement Team. 
 
This review is important to Harlow Council, as it will provide a springboard to support the 
delivery of significant change in how tenant and leaseholder participation is seen and 
delivered. The review and its outcomes aim to support the Council in establishing a more 
integrated and modern tenant and leaseholder participation service, demonstrate value for 
money and at the same time link in closely to Harlow Council's Scrutiny Review of 
Community Engagement.  
 
The key business drivers for a remodelling of this service include: 
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 The requirement for a new approach from public sector organisations, ie, Local 
Authorities, which is recognised by customers, meets requirements set by the 
Housing Regulator and delivers improved customer satisfaction 

 An ability for Harlow to demonstrate services which deliver value for money both for 
the organisation and for customers 

 A structure, which targets resources to, identified customer needs and preferences 
so that best use is made of all available resources. 

What the review found 
 
The review was undertaken during the period February to June 2015. A range of 
information gathered from both primary and secondary sources informed the findings. A 
range of activities was carried out such as document reviews, interviews and focus groups 
with staff, committee members, Harlow's Councillors and service users. 
 
The following key issues were identified: 
 
 Although the current engagement structure meets the requirements of the 'Tenant 

Involvement and Empowerment Standard' set by the Housing Regulator and is 
demonstrated in the way Harlow Council engages with its Tenants and 
Leaseholders by providing a range of opportunities to be involved, it is clear the 
current model of engagement is no longer working effectively for the Council, 
officers or customers 

 There is a genuine shared commitment to embrace tenant participation and work 
with tenants and residents to shape and improve services 

 There is a significant commitment from Harlow's tenant and leaseholder volunteers 
who put in countless hours of their own time to ensure that the current formal 
involvement structure keeps running 

 Involved Tenants and Leaseholders showed a clear focus on wanting to improve 
services for customers and dedicate themselves to this task 

 Staff are capable and enthusiastic with evidence of strong specialist knowledge 

 Staff interviews identified that there is staff support for change 

 Strategic planning, leadership and direction for engagement all need to be 
strengthened 

 The culture of involvement is often adversarial in nature with a mistrust of the 
Council amongst many involved customers 

 Behaviour of customers is often focused on negatives and not acceptable 

 Relationships between involved customers and staff at times are fractured 
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 Involved Tenants and Leaseholders are not always focusing on the issues most 
important to customers and are at times getting involved with operational decisions 
and acting outside set parameters  

 There are different perceptions of co-regulation operating within this structure 

 The existing engagement structure is traditional in nature 

 Modern engagement/information sharing techniques to further encourage 
participation, are not systematically used and the approach to them is 
underdeveloped  

 Limited use is made customer insight information to develop and target activities, ie, 
Equality Impact Assessments, Customer Profiling 

 There is limited evidence of clearly demonstrated outcomes linked to defined 
priorities.  

 The service approach to performance management is developing, however, there 
are few measures and metrics for the involvement service 

 Opportunities exist to further integrate the service with community engagement and 
housing services and these need to be developed. 

The way forward 
 
In order to address the review findings the following high-level actions are suggested: 
 
 Dissolve the existing engagement structure and agree a new structure linked to a 

clear strategy for service development, which should link to the outcomes of the 
review of Community Engagement 

 Introduce short-term measures to support the introduction of the new structure, 
which include Involvement Panels being chaired by Officers in the short term. This 
will allow Officers to suspend activity if the Code of Conduct is being breached. 
Councillors should not attend Tenant and Leaseholder Panels in order to de-
politicise them and to allow independent customer activity at the panel level. Ensure 
tangible protocols are in place to demonstrate Harlow Council's responsibility for 
'duty of care' towards Officers and the handling of any complaints 

 Restructure tenant and leaseholder involvement service delivery and customer 
involvement routes 

 Improve strategic partnership working through the development of an integrated 
approach to the strategic direction with clearer priorities for the service 

 Establish more effective and robust performance management across tenant 
participation activity 

 Increase staff capacity within the tenant and leaseholder involvement team 
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 Ensure that clear terms of reference and codes of practice are in place to address a 
change in culture and behaviours of involved customers 

  Further develop joint working opportunities between the Council and other services 

 Develop and widen the range of opportunities for engagement and participation. 

A number of recommendations, in addition to the proposed model structures, are 
contained at the end of this report. 
 
 
1 The scope and methodology 
 
1.1 The scope of this review 
 
HQN was commissioned to undertake the triennial review of the tenant and leaseholder 
engagement service and the participation agreement. The review focused primarily on 
general needs Tenants and Leaseholders but it also looked at involvement arrangements 
in sheltered housing. 
 
The review considered the tenant involvement activity funded through the Housing 
Revenue account (HRA) as well as broader related activity delivered through the Council. 
 
The review looked at both the opportunities and barriers to involvement at Harlow. The 
Council was particularly keen to understand how it can widen representation and 
encourage new tenants to get involved as well as ensure it is getting value for money from 
its arrangements. 
 
The specific objectives of the review were: 
 
 To identify what the available options were – which would be the most appropriate 

for the future delivery of the engagement activity, and why? 

 To provide advice on the possible approaches/structures, together with relative 
advantages and disadvantages (including approaches to remuneration) 

 To explain how different approaches compare in terms of the governance 
arrangements, alignment with the Council's approach to community engagement 
and organisational structure. Specifically: 

a Resources required and value for money. 
b Effectiveness of engagement. 
c Widening involvement. 
d Increasing representation. 
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1.2 The approach and methodology 
 
The review was undertaken by Elaine Upton during February and March 2015 in an open, 
inclusive and transparent way, working closely with staff, Councillors and involved Tenants 
and Leaseholders. 
 
The work, as set out in HQN's proposal, consisted of: 
 
Stage one – fact finding. Clarifying the exact position at Harlow 
 
During this stage we gathered and collated all the relevant information (quantitative and 
qualitative) and data, undertook a desktop review to familiarise ourselves with Harlow's 
position as well as held on-site interviews and meetings: 
 
 Elaine spent four days carrying out face-to-face interviews with 14 people, including 

operational, senior and managerial staff; Councillors and involved customers. She 
also held a focus group with involved Tenants and Leaseholders. This ensured that 
we had access to a good cross section of views. A structured approach was taken 
to each of the interviews 

 An email consultation facility was offered and publicised on the Council website to 
anyone who was unable to take part in the interviews so that they could still provide 
their views and comments. Unfortunately no responses were received but one 
written submission was submitted. This has been taken into consideration 

 A working group, made up of a small number of randomly selected Tenants and 
Leaseholders, together with key staff members, was used to explore wider 
customer views and as a sounding board to help shape the report's 
recommendations 

 We also considered the peer review (2014) report which was provided by Harlow 
Council. It should be noted that this was not considered until the draft of the report 
had been developed so that our findings were not directly influenced by it. Where 
appropriate extracts from the peer review have been incorporated in this report in 
order to further illustrate the key points. 

Confidentiality was guaranteed to all participants involved in the review. 
 
Stage two – developing solutions and examining best practice 
 
During this stage we: 
 
 Pulled together all the information from the previous stage. All the feedback was 

triangulated and analysed to highlight the key issues and themes. This was based 
on audit principles. This information was then used to inform this report and develop 
alternative models for consideration 

 Considered current best practice – a number of different models of engagement 
were explored and the good practice and learning points identified 
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 Developed our ideas, options and recommendations in response to your brief.  

This included setting out: 
 
 A description of the options, how they work in practice including their pros and cons 

 Our overall assessment of the effectiveness/appropriateness for Harlow. 

Stage three – presentation of findings and finalising the report 
 
This draft report sets out the findings and makes suggestions on the way forward subject 
to further feedback and comment from Harlow. 
 
 
2 The context and the current arrangements 
 
2.1 The national context: the expectations 
 
Resident involvement has long been a core principle within social housing. As far back as 
the 1960s, many traditional housing associations were formed by local residents. In the 
1980s, consecutive Housing Acts finally gave tenants the right in law to be informed and 
consulted about matters of housing management, driven by a shift in the political and 
social climate towards consumer rights. Over the next two decades, this evolved into a set 
of regulatory requirements. Involving tenants in running their homes became the accepted 
ideal in social housing. 
 
Since 2010 there has been a shift away from the prescriptive regulation of resident 
involvement towards co-regulation. In 2012 the Homes and Communities Agency (HCA) 
introduced its revised regulatory framework with the explicit expectation of 'robust self 
regulation' by the boards and Councillors who govern the delivery of housing services. In 
other words, while the requirement for tenant involvement still stands, it's up to each social 
housing provider to determine how this involvement should be realised in practice. The 
HCA's expectations are clear 'While we set consumer standards, the primary responsibility 
for resolving issues with these is between landlords and tenants at a local level. We will 
only intervene in cases of serious detriment that have caused or are likely to cause, harm.' 
 
This does not signal an end for resident involvement but does offer a new flexibility for 
landlords, to develop arrangements which better reflect their increasingly complex 
structures, customer's preferences and the changing external environment. 
 
There are two elements to the HCA's Regulatory standard1; the economic standard and 
the consumer standard. As a local authority Harlow Council is not regulated on the 
economic standard but the consumer standards apply. The consumer standards cover the 
full range of housing services provided by Harlow Council. The standards are: 
 
 Tenant involvement and empowerment standard 

                                            
1
  Regulatory standards can be seen in full on HCA website 



 
 
 

 
 
Rockingham House | St Maurice's Road  Telephone | 0845 4747 004 Internet | www.hqnetwork.co.uk 
York | YO31 7JA    Fax | 0845 4747 006 Email | hqn@hqnetwork.co.uk 
 
HQN Limited Registered in England Reg No. 3087930 

7 

 Home standard 

 Tenancy standard 

 Neighbourhood and community standard. 

The underlying principle of enabling resident scrutiny and co-regulation applies across all 
of the standards. In addition to these standards, providers must also undertake 
'meaningful engagement' with tenants on the development of local offers, as well as 
produce an annual report for tenants on how it meets the national standards. 
 
The tenant involvement and empowerment standard is clearly most relevant to this review. 
It states that registered providers should: 
 
 Provide tenants with a range of opportunities to influence how providers meet all the 

HCA standards and to scrutinise performance against all standards and in the 
development of the annual report 

 Provide support to tenants to build their capacity to be more effectively involved.  

The detailed standards state that: 
 
 Arrangements should be in place for involvement and scrutiny 

 Tenants should be afforded opportunities to scrutinise the effectiveness of landlord 
policies in relation to tenant involvement 

 Registered providers should consult tenants at least once every three years on the 
best way of involving tenants in the governance and scrutiny of the organisation's 
housing management service. They shall ensure that any changes to tenant 
involvement in governance and scrutiny lead to an enhancement of the overall 
effectiveness of their approach. 

In practice this means that registered providers are expected to offer a diverse range of 
opportunities for involvement, which provide residents with a menu of options with a 
varying scale of commitment. In addition, providers must also 'meaningfully engage' with 
tenants on the development of local offers, as well as produce an annual report for tenants 
about performance and compliance with the full range of regulatory standards. This range 
of opportunities for involvement is illustrated in the diagrams below: 
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HQN's accreditation for co-regulation – HQN Accredit: Co-regulation – assesses 
organisations' approaches to co-regulation. The accreditation considers a variety of 
aspects to do with resident involvement, governance and scrutiny. It explores and tests the 
relationship between residents and governance and the contribution that resident 
involvement activity makes to service improvement. This includes an assessment of 
outcomes and value for money as well as structures. 
 
The base line things that we would expect to see in a successful service would include: 
 
 A clearly articulated strategic direction 

 A strategy, linked to the corporate mission and objectives, for involving residents in 
shaping services, monitoring performance and holding the landlord to account 

Information Engagement Consultation Participation 
Active 

Involvement 
Empowerment/ 

scrutiny 
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 A range of techniques and routes to engagement and empowerment, including 
more innovative approaches and the wider use of technology and social media as 
part of involvement options 

 A menu of formal and informal involvement opportunities offered to residents 

 Engagement representation reflects the community 

 Effective monitoring of service delivery linked to service standards/impact 
assessment 

 Moving towards/development of an Independent housing scrutiny role 

 Involvement service performance monitoring, including impact assessments. 

2.2 The local context 
 
Harlow is a new town located in West Essex. It has a young population with those aged 
under 10 accounting for over 13% of the population. An estimated 16% of the population 
are from black or minority ethnic groups many of whom are economic migrants from 
Eastern Europe, Africa and South-Asia. There are some pockets of deprivation. These are 
located around the town centre and south west of Harlow. 
 
The Council has a gross revenue expenditure of nearly £22m and has a retained housing 
stock of approximately 10,000 homes for rent and 2,353 leasehold properties.2 Housing 
services is the responsibility of the Head of Housing. 
 
The Council's Corporate Plan 2013-16 indicates that its values are: 
 
Integrity Clear, meaningful and honest two-way communication with 

staff, customers and partners 
 
Value people Treating everyone fairly, equally and with mutual respect. 

Investing in staff and recognising individual and team 
contributions to achieve success 

 
Inspirational Support and encourage accountability, creativity and innovation 

amongst our staff, key stakeholders and partners. 
 
The Corporate Plan highlights seven priorities for the next three years of which housing is 
a key priority. The priorities are: 
 
1 More and better housing. 

2 Regenerating the town and supporting a thriving economy. 

3 A clean, green and sustainable environment. 

                                            
2
  Figures are taken from the 2013-16 corporate plan 
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4 Successful young people and improving citizenship. 

5 Promoting social inclusion. 

6 Providing community leadership and good governance. 

7 Sound resource management. 

Harlow Council's housing services has recently reviewed the way in which it delivers its 
services, agreeing and putting in place a property and people structure, which better 
supports the delivery of services to its customers in the future. 
 
Harlow Council is keen to develop an involvement framework that not only meets 
regulatory and best practice guidelines, but also: 
 
 Has a focus on involving more difficult-to-engage tenants 

 Is innovative in the use of new media (such as IT and social networking sites) 

 Meets the future needs and expectations of tenants 

 Is developing an integrated approach to customer engagement 

2.3 Harlow's engagement arrangements 
 
The current tenant and leaseholder engagement framework was developed and agreed 
with Tenants and Leaseholders. A Tenant and Leaseholder Participation Agreement 
document dated 2012 informs the structure of involvement and sets out the Harlow 
ambition with regard to tenant participation activity. This includes triennial reviews of the 
agreement. 
 
Tenant and leaseholder involvement is delivered through the housing service within the 
Council. The service has a dedicated budget and currently has one full time staff member 
who operates as a Tenant Initiative Officer providing support to all the tenant and 
leaseholder panels and the Housing Standards Board (HSB). This person reports to a 
Senior Housing Manager. The service aims to address the regulatory requirements of the 
HCA consumer standards. 
 
The involvement structure has links into the Council's governance structure. A number of 
tenant and leaseholder panels, aligned to regulatory standards, are in place. These in turn 
link into a Housing Standards Board, which feeds into the Council's Cabinet governance 
structure (as shown in the diagram below). In addition there are two tenant and 
leaseholder forums and a tenant and leaseholder conference, which is held annually. Task 
and finish groups and focus groups also operate to inform specific projects from a tenant 
and leaseholder perspective, feeding into appropriate panels as required. 
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Tenant and leaseholder participation in Harlow offers Tenants and Leaseholders a number 
of ways to be involved including: 
 
 Tenant and resident panels 

 Forums and annual conference 

 Harlow Homes/editorial panel 

 Ward inspections 

 Topic-specific task and finish and focus groups 

 Tenant inspectors. 

2.4 Community engagement team 
 
The community engagement service reports to the head of community wellbeing and has 
no direct links to housing's tenant and leaseholder involvement service. It is responsible for 
running a number of activities, which could help housing to further develop its engagement 
activity. Examples of these include: 
 
 Resident associations 

 Youth Council 
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 Consultations and surveys 

 Sam's Place – youth club 

 Age Concern links. 

In addition there may be opportunities to link wider community engagement and 
regeneration more closely to housing services and the involvement structure. In particular, 
linking into aspects of financial inclusion and worklessness activity, where housing 
services may already be involved. 
 
2.5 Harlow Council tenant and leaseholder involvement costs 
 
The breakdown of the operating costs for the Harlow Council tenant and leaseholder 
involvement service, which is funded by Harlow Council through the HRA, are set out in 
the following table: 
 

Operating costs 2012/13 Approved budget 

Salaries 59,945 

Contract and agency staff 0 

National insurance 4,994 

Superannuation 8,752 

Training course personal expenditure – travel, etc 10,000 

Equipment materials and maintenance 1,500 

Hospitality 3,000 

Consultancy fees and consultation costs 10,000 

 

Operating costs 2012/13 Approved budget 

Subsistence claims for staff including parking 200 

Subscriptions to periodicals and organisations 3,000 

Advertising, marketing, publicity and printing 2,000 

Tenant and leaseholder newsletters 40,000 

Tenant expenses and sundries 1,500 

Parking permits 0 

Cost of room hire/bookings 1,500 

Cost of building rent 0 

Total budget £146,391 
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In addition community engagement activity is also undertaken by the Council. This review 
does not have access to the figures for this activity. 
 
The above figures also do not take into account any other Council services or support from 
other teams, as there is no record of what they provide in terms of input into this service. 
 
The following table shows an estimated cost per property of the current tenant and 
leaseholder involvement service: 
 

Cost of tenant and leaseholder participation 
service 

Cost per property (tenant and leaseholder based 
on 12,600 properties) 

£146,391 £11.59 pp per year 

 
 
3 What we found 
 
We adapted the standards set out in HQN Accredit: Co-regulation and used them as the 
basis for assessing Harlow's current approach. The accreditation considers a variety of 
aspects to do with resident involvement, governance and scrutiny. It explores and tests the 
relationship between residents and governance and the contribution that resident 
involvement activity makes to service improvement. This includes an assessment of 
outcomes and value for money as well as structures. Our key findings are summarised 
below under each of the six modules of the accreditation. They are all issues that based 
on our experience and our knowledge of best practice are worthy of note. We have 
wherever possible provided examples to illustrate the points. 
 
The review work produced a substantial amount of evidence which we used to develop 
and support our findings and recommendations. The review was based on robust audit 
principles. Comments and observations were noted and triangulated in order to draw out 
conclusions. 
 
3.1 Strategic leadership and challenge 
 

A provider is able to demonstrate effective governance structures with the board 
members or Councillors (depending on the type of provider) and the executive 
team providing strategic leadership to the housing service. 

 
Councillors we spoke to demonstrated both an understanding and a commitment to co- 
regulation and its implications. Councillor involvement in the tenant and leaseholder panels 
is via nomination by the Lead Member of the Council. A list of selected Councillors is 
provided to the Tenant Initiative Officer for information. We found evidence of some active 
input from Councillors who attended the panel meetings, which we observed. However, we 
also noted that not all nominated Councillors regularly attend the appointed panel 
meetings and that at times Councillors not specifically nominated for an allocated panel 
are attending meetings. This can result in a lack of consistency and accountability. 
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The Tenant and Leaseholder Participation Agreement was drawn up and agreed by the 
Council and residents in 2012. An involvement structure was established as part of this 
agreement, which determines how this fits into within the Council's governance structure. 
This provides a route for Tenants and Leaseholders to input into decision-making through 
the Council's Cabinet structure. 
 
The Tenant and Leaseholder Participation Agreement has been agreed with all 
stakeholders but the document no longer meets the needs of the Council and its 
customers going forward. A number of detailed aspects of the agreement are no longer 
being delivered and the focus on a formal framework may be acting as a barrier to 
widening involvement. 
 
The involvement panels lack clearly defined terms of reference and this is having an 
impact on the effectiveness of tenant and leaseholder activity, which in turn can cause 
frustration for both staff and involved Tenants and Leaseholders. The Tenant and 
Leaseholder Participation Agreement provides limited information about the remit of the 
panels and the role of officers. While this current model has provided a good way forward 
lead by Tenant and Leaseholder Representatives. The Involvement Standards Panel lacks 
clear Terms of Reference. This lack of clear direction and clear roles and responsibilities is 
leading to frustration and at times conflict between involved customers and staff. 
Comments from involved customers and staff demonstrated this: 
 

'Council establishment do not like involvement when cannot get their own way' 
 
'No recognition of our input' 
 
'Nothing works well – very little output' 
 

 ‘Boundaries are blurred’ 
 
 ‘Criticisms’ are bland, no facts’ 
  
 Need to have decision where control lies – needs to be balanced’ 
 
The expectations of involved customers, from their involvement activity are varied and 
differing and as a result need to be managed well. This links to the lack of clear 
understanding, direction, and remit for customer involvement. As a result a joint working 
approach, linked to mutual respect between staff and involved customers, to improve 
services to customers, is not always evident.  
 
The customer role of 'critical friend' has at times become very challenging, resulting in the 
display of a negative approach and an adversarial nature in panel meetings. Both staff and 
involved Tenants and Leaseholders we spoke to agreed that this was the case and that 
this was impacting on the effectiveness of many panel meetings. 
 
Involved Tenants and Leaseholders we spoke to also indicated that they felt decisions 
were made before they were consulted which further added to their frustration. The 
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perceptions from the Harlow Council Peer Review (2014) support this view as 
demonstrated in the following extract from the review document: 
 

'Furthermore the current governance structure outside of the Council, Cabinet and 
the statutory committees could be perceived in respect of some activities as 
inhibiting the Council's ambition to be a transparent and open organisation. Certain 
partners expressed the view that in some cases decisions are made behind closed 
doors and consultation appears to take place after the event.' 

 
Overall staff and involved Tenants and Leaseholders felt that the panel approach and 
governance structure worked well for some specific panels, with examples of productive 
and effective outcomes from, for example, in the leaseholder and repairs panels. The 
leaseholder panel works well with increased numbers of active members and a well-
developed work plan. A clearly agreed direction and clear parameters, which are 
understood by involved customers, alongside a focus on customer issues and mutual 
respect from all participants within the panel, supports its effective working. Involved 
customers determine priorities for activity and there was evidence of constructive 
challenge and discussion at the meeting we attended. 
 
However, there are too many panels in operation, the activity of the panels is not always 
focused on service standards and there is some duplication. Panel meetings are often too 
long, are too frequent and have in some cases lost their sense of direction and purpose. 
This all makes it difficult to assess their effectiveness. Coupled with this there are only a 
few active Tenants and Leaseholders involved in these panels. As a result, many of the 
panels have the same people sitting on them, further impacting on their effectiveness. 
 
The Harlow Council peer review (2014) also supported the need to clarify the role of tenant 
and leaseholder representatives and the arrangements as indicated in the extract below: 
 

'The Council is giving consideration to how it improves the relationship with tenant 
representatives. It needs to clarify expectations, be clear about what it wants from 
tenant representatives and to simplify and clarify consultative arrangements. There 
is a good opportunity to build on the active learning demonstrated by improved 
relationship with leaseholders.' 

 
Governance at panel level is not well defined. Housing panel members are self-selecting 
with no restrictions on either the number of panels each involved resident can sit on or the 
length of time that people can remain on these panels. As a result there is no succession 
planning or refresh mechanism in place to drive new recruitment. 
 
The sheltered housing standards panel and the environmental services improvement team 
are not operating in an inclusion or effective way within the current structure: 
 
 The sheltered housing standards panel no longer functions as such as involved 

customers do not wish to be involved in formal structures, and there are no 
volunteers who wish to report into the Housing Standards Board (HSB). Older 
person forums are working effectively at a local level and are addressing the issues 
that are important to sheltered service tenants. Minutes from older person forum 
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meetings are provided to HSB; however, we were informed that the sheltered 
housing standards panel does not currently receive minutes from the HSB so they 
don't get any feedback 

 The environmental services improvement team operates outside the housing 
involvement framework. Environmental services cover a raft of activities including 
some housing related activity. Its engagement is through an elected person on the 
panel who then feeds into and out from HSB. Involved tenants, leaseholders and 
staff indicated that in their view this route is not very effective. The environmental 
services improvement team covers issues, which are important to housing 
customers, such as estate services and grounds maintenance, so it is vital that 
there is a clear channel of communication in this area. 

The involvement panels include elected members. Whilst this is positive in terms of 
bringing in a wider Council perspective, in reality it does not appear to work well. Time can 
be wasted in meetings on political sub texts and comments, which add nothing to the 
panels' work the focus of which should be on monitoring the service provided to 
customers. Comments from officers and involved customers about this, included: 
 

'Can become very political' 
 
'Should be non political' 
 
'Members of panels are often aligned to political parties and this is demonstrated' 

 
The involvement of elected members on panels also creates a lack of stability, as there is 
the potential for members to change frequently due to political changes within the Council. 
The Harlow Council peer review (2014) supports this sense of 'uncertainty' as a result of 
changes in political control, as indicated below: 
 

'Harlow is a place where political administration has changed frequently and this 
creates challenges to long-term planning and sustaining relationships with key 
players.' 
 
'Political control has changed frequently over recent years and annual elections by 
thirds has created uncertainty – the inevitability of a 'one-year horizon' was frequently 
raised during the challenge particularly in relation to long term initiatives and effective 
budgetary planning. This has led to some staff and partners voicing concern that this 
has resulted in too many priorities and insufficient focus.' 

 
Harlow's involvement staff presented themselves as highly motivated and enthusiastic with 
a real passion for their work. They have good local knowledge, are aware of their 
contribution in meeting Council priorities and have developed strong working relationships. 
Senior staff demonstrated a commitment towards co-regulation and customer involvement. 
Significant resources in terms of time are given to support the involvement structures, from 
senior officers. Given the number of panels that exist this can be onerous and very 
resource intensive. 
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There is a significant commitment from Harlow's tenant and leaseholder volunteers who 
put in countless hours of their own time to ensure that the current formal involvement 
structure keeps running. They showed a clear focus on wanting to improve services for 
customers and dedicated themselves to this task. With only small numbers of involved 
Tenants and Leaseholders, this means that many of these volunteers are spending 
significant amounts of time on these activities. However, the impact and social value of this 
has not been captured or measured. Linked to this there is no evaluation undertaken of 
what works and what does not work in terms of the current involvement structure. 
 
The lack of clarity in relation to tenant and leaseholder involved customer roles impacts on 
the interaction with the Council and its officers. The atmosphere in some panels gives the 
impression at times of being adversarial with a 'them and us' approach. This is contrary to 
the spirit of co-regulation. The meetings we observed appeared to focus on the negative 
aspects of service delivery rather than adopting a positive, solution focused approach. 
Some of the comments we received from staff and involved customers appear to confirm 
this: 
 

'Dynamic is awful – some people think they control the Council' 
 
'Always negative' 
 
'Them and us attitude' 
 
'Aggressiveness stifles debate' 

 
There is a limited understanding of the customer base and no use is made of tenant 
profiling to support and determine how services are tailored to meet the needs of 
customers with regard to involvement and engagement activities. 
 
Tenant and leaseholder involvement needs to be able to demonstrate that it represents the 
community it serves. The numbers of active participants in Harlow are low and many 
community groups are underrepresented – they aren't reflective of the wider age and 
ethnic profile. We found that the methods of engagement could potentially act as a barrier 
to engagement for harder to reach groups with current traditional and formal involvement 
options potentially putting some people off. There has been very little progress made on 
developing a wider selection of options, which would be more appealing to, for example, 
younger people. 
 
There is no formal reward or incentive scheme in place for involvement and engagement. 
However, involved customers receive a £50 gift voucher annually and a 'thank you' 
reception is also held each year as a way to recognise the work of involved customers. 
Officers and some involved customers we spoke to said that the 'thank you' reception did 
not work well and often felt 'forced'. There may be an opportunity for an alternative 
approach to be considered which can be linked to the level of involvement activity, for 
example by a 'rewards' scale. 
 
There is a lack of clear strategic direction for tenant and leaseholder involvement and 
there appears to be no formal way of establishing tenant participation priority activities. 
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Although there is an annual conference it does not appear to draw together the priorities 
for the coming year and there is limited horizon scanning taking place. There is no written 
Housing Tenant and Leaseholder Involvement Strategy, although a Community 
Engagement strategy is in place. The strategic approach should be reviewed under the 
Council's approach to Community Engagement. The service therefore remains traditional 
in its options for engagement and lacks innovation. 
 
3.2 Resident engagement and empowerment 
 

An organisation will demonstrate a strong commitment to resident engagement 
and empowerment at all levels. There will be a range of opportunities for residents 
to influence service design and delivery and to hold their landlord to account. 
There will be a structured approach to capacity building and providing 
information. 

  
It is our view that the current structure of tenant and leaseholder involvement is no longer  
effective or efficient, for the Council, its officers and involved Tenants and Leaseholders. 
Tensions are evident between involved customers and officers; there are too few involved 
customers and only limited innovative engagement opportunities. 
 
There is no tenant and leaseholder engagement strategy to provide a clear vision for the 
service and link it to corporate objectives. As a result the service lacks direction in terms of 
where it is going and how it will get there. The lack of this strategic direction has impacted 
on the work and development of the panels in so much as some tenants would like to have 
greater involvement but have no indication of a strategic approach for growing and 
developing their role. 
 
Tenant and leaseholder engagement activity within Harlow has a bias towards formal 
involvement structures. It fails to recognise and maximise the opportunities offered by less 
formal methods. Tenant inspectors are a positive addition to the range of engagement 
options and there are a number of other engagement opportunities on offer such as 
involvement in newsletters; forums; the annual conference; editorial panel and task and 
finish groups. However we found that there has been limited promotion of these 
opportunities to attract new Tenants and Leaseholders and that the majority of people 
taking part in these activities are the same ones who are on the panels and already 
engaged. 
 
There is currently no publicised menu of engagement to promote both formal and informal 
options. Whilst a variety of options were agreed when the participation agreement was 
developed, a number of these have stalled. Previous databases such as the 'sounding 
board' have not been maintained or used and opportunities to develop specific 
involvement activity, for example for younger people; disabled people or other specific 
groups have not been progressed. As a result there are few opportunities for customers to 
see how they could become involved at different levels and in different ways to suit their 
commitment needs.  
 



 
 
 

 
 
Rockingham House | St Maurice's Road  Telephone | 0845 4747 004 Internet | www.hqnetwork.co.uk 
York | YO31 7JA    Fax | 0845 4747 006 Email | hqn@hqnetwork.co.uk 
 
HQN Limited Registered in England Reg No. 3087930 

19 

The lack of staff capacity and the significant staff resources that are required to service the 
numerous panels, groups and training programmes has meant that the Tenant Initiative 
Officer is focused on day-to-day operations and administrative support leaving no time for 
innovation and new initiatives. As a result both officers and involved customers are 
frustrated about the lack of developmental work that has been possible. There is no 
evidence of a pro-active approach being taken and no targets have been set up for 
growing and developing the service. 
 
There is no specialist resident-led housing scrutiny panel in place. Customer panels 
currently undertake an informal scrutiny role but this means that panels, officers and 
Councillors may be confused about their remit and authority. In fact there are no formal 
terms of reference in relation to the scrutiny role of panels, which further limits the potential 
effectiveness of such a role within the governance structure. 
 
Service standards are in place for the housing service. We were advised that these were 
developed with customers (they are not dated) and include the following standards: 
 
 Sheltered housing – what you can expect from us 

 The community safety team – what you can expect from us 

 The estates management service – what you can expect from us 

 The homelessness team – what you can expect from us 

 Home ownership – what you can expect from us 

 The empty homes team – what you can expect from us. 

Although the standards have not been formally reviewed, some elements of the standards 
may be reviewed within the panel structure and resident inspectors undertake some 
service standard monitoring, reporting back into the service. However, the panels are not 
routinely monitoring service delivery against them. We found that, for example, last year's 
annual report refers to Council promises but these were not the service standards. It was 
difficult to see how customers had developed these promises. As a result it is hard to show 
a clear link between the housing service plans, the panels' work plans and service 
improvement. This lack of a joined up approach has the potential to frustrate both panel 
members and staff. 
 
There is a well-funded training programme in place for Tenants and Leaseholders; 
however, it is unclear whether this programme is delivering the right things in terms of 
building the knowledge and capacity of involved customers. Tenants and Leaseholders 
determine the topics for their training on an annual basis. However, these topics are often 
a repeat of previous training topics with limited input from other sources, e.g, officers, to 
ensure that training is better focused on the areas of knowledge and skills that are 
required. The lack of a formal training needs assessment and an agreed induction-training 
programme does not support a clear direction for involved customer's training and 
development, or demonstrate a value for money approach. In addition most training 
sessions are held during the day, which restricts attendance. For example, leaseholders 
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told us that they felt training was not inclusive and that they perceive that they have little 
influence on the topics, which are covered. 
 
There is a structured approach to providing panels with regular comprehensive quarterly 
performance information. The information provided includes detail on performance, costs 
and VfM but does not compare Harlow's performance with that of other organisations 
(although we understand that benchmarking information has regularly been offered by 
officers but rejected by involved customers). So although the panels can see information 
about Harlow they cannot put this into perspective and compare it to others to ensure that 
they are aiming to be a high performing organisation. Although the information provided to 
panels is comprehensive we observed that areas for challenge were not always picked up. 
For example we saw trends around repairs complaints upheld but these were not followed 
through or challenged by the panel. This may indicate that the panel members need 
further training/development in this area. 
 
Tenant and leaseholder involvement in some activities may be impacting adversely on 
day-to-day operations and service delivery. We understand that the editorial panel has a 
remit to review and amend all communication that goes out to Tenants and Leaseholders if 
more than 50 letters are being sent out. In addition, we understand that the panel suggests 
changes not just to quality assurance/plain English aspects but also makes revisions to the 
actual content. For example in its review of rent arrears letters and the content of the rent 
statement the panel felt that a statement about not parking on the grass should be 
included on the rent statements. In our view this exceeds the panel's authority. This 
approach also has an impact on the day-to-day operations by causing delays in issuing 
letters, etc. 
 
Opportunities for alternative options and methods of engagement are not systematically 
progressed and in particular there is limited use made of IT/technology to enhance 
involvement activity. For example we found that there was no systematic use of emails, 
texts, social media, Apps and online channels of communication. The Council website has 
limited information about involvement and it is not easy to find. There are no interactive 
services available on the housing section of the website3 so customers are not 
encouraged to use this website which would act as a valuable source of information 
sharing. Whilst it is recognised that the Housing service cannot directly change the current 
approach it has the opportunity to influence how the Council takes forward this agenda for 
the future. 
 
Participation activities are not joined up. Separate teams within the Council support tenant 
and Leaseholder involvement and wider Community Engagement. There is a Community 
Engagement Strategy in place which identifies the links with tenant and leaseholder 
involvement. However, although housing officers and the Tenant and Leaseholder 
Initiative Officer attend some resident association meetings and share information with the 
Community Engagement Service, there is limited joint working between the two services. 
Opportunities to work together more closely are not always taken and whilst opportunities 
to share skills and the resources are available, it appears that this will require new 
approaches and an increased awareness of what each team brings. For example, a youth 

                                            
3
  This may indicate that housing management systems have not been updated and are therefore restricting the functionality of the 

system 
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group and resident associations supported through community engagement have no 
systematic links into tenant and leaseholder involvement but could be really beneficial in 
helping to widen involvement. 
 
3.3 Co-regulation impact and outcomes 
 

An organisation will be able to show that its co-regulatory activities are producing 
clear outcomes in terms of service changes and improvements. board 
members/Councillors will be able to demonstrate that they are providing strategic 
leadership and effective challenge and there will be examples of improvements 
made as a direct result of resident input. 

 
The housing panels and the Housing Standards Board have the opportunity to influence 
decisions in relation to the delivery of housing services. However, the approach to scrutiny 
of the housing service is under developed. Residents have opportunities to input into the 
decision making process but do not form part on the Council's formal constitutional 
governance. Their involvement in shaping services and addressing complaints is generally 
limited to task and finish or focus groups. 
 
Tenants and Leaseholders are involved in the Council's complaints process. A new 
complaints process has been set up which is supported by trained customer volunteer 
'designated persons'. Tenant and leaseholder panels are also informed about complaints 
at panel meetings and have the opportunity to analyse complaints and improve services as 
a result. However, panels are not always making best use of this opportunity. For example, 
we found that 15 repair complaints were upheld but there was no challenge or 
investigation into them to draw out learning points. 
 
Staff and residents are made aware of changes which are made as a result of resident 
input. However the approach to information sharing is limited and done primarily through 
the annual report to Tenants and Leaseholders and the Harlow Homes publication. 
Resident activity is also highlighted at the annual conference and at forums. 
 
Resident involvement impact assessments are not undertaken systematically. It is 
therefore not possible to demonstrate the costs/benefits of the various different 
engagement activities. Nor is it possible to show the overall value for money of the service. 
 
There is an historic mistrust of the Council amongst some involved Tenants and 
Leaseholders. The Tenants and Leaseholders we interviewed are generally of the opinion 
that 'nothing works well and there is very little output' from their involvement. In fact we 
found that there were a significant number of areas where tenant and leaseholder 
involvement outputs could be demonstrated. These included: 
 
 Developed a tenant inspection manual 

 Reviewed the annual training programme for tenants, leaseholders and officers 

 Researched ways of increasing tenant and leaseholder engagement 
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 Monitored/oversaw the production of the annual report 

 Prepared the specification and draw up the advertising process for the tenants' 
complaints designated persons 

 Reviewed the terms of reference for the Modern Homes programme 

 Drafted articles for Harlow Homes 

 Drafted the Modern Homes work checklist 

 Reviewed the tenants' handbook to ensure it was up-to-date and practical; 

 Reviewed the performance of the redecoration scheme and allowance 

 Participated in the reviews of financial incentives and allocations policy 

 Introduced repairs statements for leaseholders 

 Revised local offers with the leasehold standards panel 

 Reviewed the information supplied to leaseholders 

 Are currently reviewing the existing leaseholder handbook 

  Scrutiny of the annual management charge fee 

 Involvement with the tendering evaluation for the modern homes internal works 
programme. 

Whilst there are a number of outputs that can be demonstrated (as in the list above), the 
ability to show that clear outcomes for customers have been delivered are more limited. 
Outcomes need to be clearly presented in the Annual Report to Tenants in order to 
demonstrate what the work of involved Tenants and Leaseholders has achieved for 
customers.  
 
3.4 Performance management 
 

A provider will be able to evidence strong performance management with 
residents actively involved in setting and monitoring standards. 

 
The Council and the housing service has an objective (HSG 5) to: 'Increase engagement 
and participation of Tenants and Leaseholders' which links into the corporate performance 
framework. 
 
Quarterly performance reports are produced for all parts of the housing service and these 
feed into the panel meetings. However, there are no indicators or targets established for 
the involvement service itself. In particular there are limited measures in place to assess 
Harlow's approach to co- regulation. Such measures would typically cover: 
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 Representativeness 

 Increasing involvement (including hard to reach groups) 

 Impact 

 Diversity. 

No comparisons are made with other providers when considering performance. Panel 
members determined that they did not want benchmarking and comparison information as 
they felt this was not relevant to Harlow, however, Officers have recently begun to re-
introduce benchmarking in the Panels to evidence value for money and demonstrate 
effectiveness of the service. Tenants and Leaseholders could be involved in deciding 
which comparisons they would find most relevant and how they would like information 
about this to be presented. This would help the Council and its active volunteers to have a 
clear, shared understanding about what 'success looks like in Harlow'.  
 
There is evidence of Tenants and Leaseholders being involved in monitoring service 
delivery although, as highlighted previously, the panels lack the framework/information to 
do this effectively. It is positive that Tenants and Leaseholders are involved in setting 
contractor specifications and in the selection of contractors; for example, they were 
involved in the recent changes to the repairs contract. 
 
The Council has not progressed the development of local offers4 which are tailored to local 
needs and preferences. Existing service standards are not SMART5 and few are capable 
of being measured. Involvement panels are not using service standards as the basis for 
their activity; as a result there is little evidence that performance setting and monitoring 
relates to the needs of customers as a whole, in other words are they the things customers 
want to know about.  
 
The current governance structure gives involved Tenants and Leaseholders the 
opportunity to put questions to staff and Councillors and to make their views known 
through the Housing Standards Board. However, involved Tenants and Leaseholders feel 
that the feedback mechanism is unsatisfactory. They perceive that questions they raise 
are not answered and this causes them frustration. To some extent this may be about 
managing expectations and a need to understand what areas are operational and 
therefore will not have direct customer intervention. The lack of clear guidelines for the 
panels and the need for a more defined role with defined objectives for the Housing 
Standards Board add to the confusion and increase the chances of misunderstandings 
arising. 
 
  

                                            
4
  Local offers are service standards developed in partnership with residents and are delivered in addition to everyday services. Local 

offers are designed to meet specifically identified needs and priorities and can apply to all tenants, leaseholders or service users, or 
just to individual estates or neighbourhoods 

5
  SMART – Specific; Measureable; Achievable; Resourced and Time bound 
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3.5 Service design and delivery 
 

A provider will be able to demonstrate that service design and delivery is shaped 
around the needs and priorities of residents. 

 
The Council's approach to the design and delivery of the Tenant and Leaseholder 
Involvement is shaped around the current approach to Community Engagement. 
Achievements are outlined in the Annual Report, at the annual Conference, through 
articles found in Harlow Times, in the work plans produces by the Standard Panels, via 
performance indicators and the Biennial Landlord Survey, etc. 
 
The Council and housing services hold information about customers in a variety of places 
but there has been no systematic approach to capturing tenant and leaseholder profile 
data and using it to shape engagement activity. Demographic information for Harlow 
generally indicates some specific trend areas (see table below) however, this and other 
relating housing data have not been used to inform a focus on engagement activity to 
target and encourage involvement/engagement from currently underrepresented groups. 
As a result current involvement and engagement activity may not demonstrate that it is 
reflective of Harlow communities and there is no clear focus on planning and delivering 
engagement services that meet the known needs of all customers. 
 
Table to indicate key Harlow demographic data taken from the document 'Harlow 
Population Profile 2013' 
 

Population by Age Group 
(largest groups 

Population by BME breakdown 
(largest groups) 

Population by disability (as 
defined below) 

0-15 = 20.6% White British/other = 89.1% 
Day-to-day activity limited a lot = 

7.83% 

25-44 = 28.9% Asian/Asian British = 4.6% 
Day-to-day activity limited a little 

= 9.26% 

45-59 = 19.6% 
Black African/Caribbean/Black 

British – 3.8% 
Day-to-day activity not limited = 

82.91% 

 
Mixed multiple ethnic groups = 

2.1% 
 

 
The limited numbers of currently involved Tenants and Leaseholders means that the 
Council cannot demonstrate that representation is reflective of the communities in which it 
provides housing, both in terms of their views and diverse makeup. Having in the main, the 
same people on the panels, editorial panel and ward inspections may not be effective in 
terms of representing the wider tenant and leaseholder community. 
 
Positively an annual resident initiative budget of £50k is available. The finance panel 
makes decisions about how this is spent. It selects and agrees the projects on the basis of 
them meeting an identified need within a community or ward. This is a positive approach to 
budget devolvement which in our view should be retained and used to support local 
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initiatives which deliver evidenced community priorities. A mechanism should be put in 
place to record and measure the outcomes achieved by these initiatives with a focus on 
activity which supports the building of community capacity. 
 
The annual report to Tenants and Leaseholders is developed and designed by the 
Involvement Standards Panel. An Annual Plan sub group edits the report, although 
accountability for the report and its delivery rests with the Council. However, there is no 
evidence to demonstrate that any feedback from customers outside the panels has 
influenced any changes to this latest annual report. It is therefore unclear if the report 
format and the information provided meets the needs of most uninvolved Tenants and 
Leaseholders.  
 
3.6 Resources and value for money 
 

An organisation will be able to show that appropriate levels of resource are 
committed to co regulation and will be able to demonstrate value for money. 

 
Information is not systematically provided to customers in order for them to be able to 
assess the VfM of the involvement service. There is limited benchmarking activity 
undertaken for value for money and costs so there is little understanding about how costs 
compare with others.  
 
Resident involvement activity is supported by the Council through a dedicated HRA 
budget. The level of investment in tenant participation services across Harlow is not 
effectively scrutinised in terms of VfM and effectiveness of investment. There is a healthy 
budget, which demonstrates the Council's commitment to engagement, however, the 
limited understanding of these costs in relation to impact, restricts the ability of the Council 
and the service to demonstrate VfM. There is only limited monitoring of the real costs 
associated with involvement and customers have limited involvement in decisions about 
what is appropriate spending. If this was understood better, the cost of tenant involvement 
could be judged in a more comprehensive and transparent way, taking account of the 
value added and benefits derived as well as the cost. 
 
The limited size of tenant and leaseholder officer support (one full time officer) is impacting 
on the capacity of the service to support and develop its activity. It is a barrier to innovation 
and further engagement. In addition the current number and frequency of panels and 
meetings, which require support and servicing, further limits officer time for proactive and 
innovative work. 
 
The basis for payment of expenses has been agreed with residents and the Council. In 
addition to this involved Tenants and Leaseholders receive a thank you gift of a £50 
voucher at Christmas and an annual 'thank you' reception is held to mark the Council's 
appreciation for its volunteer Tenants and Leaseholders. Remuneration for participation in 
involvement activity has been considered by the Council through its involvement standards 
panel, who at the time agreed to no further discussion on the matter, however, the 
Housing Standards Board decided to keep this topic under review.  
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Many other organisations have considered and developed a 'rewards' based approach to 
encourage involvement; with different levels depending on the scale of activity. This may 
be something that Harlow Council wishes to consider as part of its strategic development 
of the service particularly in relation to encouraging wider engagement. 
 
The options for the future 
 
3.7 The key characteristics for the optimum model 
 
This review has identified a number of key issues which a new approach and new 
structures need to address and improve. These have been used as the principles for 
identifying and evaluating the options for a new tenant and leaseholder involvement 
model. They are summed up below: 
 
 The ability to provide greater clarity about the purpose, priorities and objectives of 

the resident involvement service and support the development/growth of the future 
service 

 Clear lines of responsibility/accountability with effective links to governance/ 
reporting arrangements 

 Flexibility in order to be able to adapt to changing priorities (needs) in the future 

 The ability to retain and use specialist skills and knowledge 

 The ability to support and develop knowledge and greater use of technology 

 Driving out inefficiency, improving economies and capturing effectiveness – ability 
of the service to demonstrate outcomes and value for money 

 Having a clearly defined role for staff 

 Ability to link in with and adopt a joined up approach with community engagement 

 Ability to offer and support a menu of opportunity for participation (both formal and 
informal) that is attractive to a wide range of people including underrepresented 
groups. 

The revised structure needs to also address or facilitate the following issues: 
 
 Lack of assessment and evaluation – few measures/metrics in place 

 Appropriate exchanges and behaviours. 

It is acknowledged that all of the above will not be solved just through a new model and 
structure. A number of additional recommendations have been made with this in mind at 
the end of this report. 
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3.8 How technology can be better used to engage with Tenants and Leaseholders 
 
New technology is playing an ever increasing part in customer engagement and is opening 
up engagement with the harder to reach groups. There is an increasing use being made of 
the Internet and 'smart' phones as well as Apps and social media. The introduction of 
Universal Credit, in particular, is driving this as it means that many of customers will be 
forced to use the internet in order to access benefits thereby leading to greater use of 
technology generally. 
 
The following should all be considered and made use of: 
 
 Email – consultation/editorial panel/information sharing 

 Texting – information/snap surveys 

 Online surveys – survey monkey 

 Facebook 

 Twitter 

 YouTube 

 LinkedIn 

 'Smart' phone apps – reporting repairs/checking rent accounts 

 Interactive website 

 Video clips to demonstrate positive outcomes from activity 

 Video conferencing/Face time/Skype. 

A number of housing providers have really developed their use of new technology 
development in order to improve services to customers. Examples include: 
 
 Halton Housing Trust who use a range of digital information routes to share 

information with its customers and to enable its customers to interact with it 

 Family Mosaic and Richmond Housing Partnership have been involved in producing 
the 2012 Digital by Default report, which looks at the need to embrace digital 
technology in all aspects of housing services. 

3.9 Model options 
 
The following diagrams and text illustrate possible options for the future. Their key aim is 
make the approach to involvement more robust and modern. 
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Current structure 
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Option A & B – stage one 
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Option A – stage two 
 
Key  Blue   Customers, Councillors and Officers,  
 Orange  Customers and officers 

Red  Council governance structure 
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Option A & B – stage one 
 
This model replicates to some extent the governance structure which is currently in 
operation. However, it reduces the number of panels and clearly aligns new panels to the 
HCA's regulatory standards.  
 
The structure retains the democratic principles that are already in place but it is leaner. 
This means it will require fewer resources to support it. It will be easier and simpler to 
manage and to direct the work of the panels. There will be fewer opportunities for 
duplication and overlap. Significant changes would be made, in particular, to the terms of 
reference, ie, terminology, frequency of meetings and membership rules. 
 
The body responsible for strategic direction continues to be called the Housing Standards 
Board (HSB). This board would be the place where delegates from the panels feed into the 
governance structure. The membership will consist of one delegate from each of the three 
panels together with no more than three Councillor representatives as agreed by the 
leader of the Council. The key purpose of HSB will be to ensure that services to Tenants 
and Leaseholders are delivered to agreed standards. This will be the route for 
recommendations to be agreed and taken to Cabinet as required. Members will have an 
overview of the housing strategy and provide recommendations to Cabinet. Agendas will 
be agreed by the chair, vice chair and lead officer (Head of Housing). 
 
The HSB would be a body of Councillors, Tenants and Leaseholders formed to jointly 
consider all matters relating to the effective delivery and development of the Council's 
housing services. The HSB will give Tenants and Leaseholders the opportunity to provide 
their views on housing related reports which are going to Cabinet, acting as a critical 
friend; to provide views on strategy and policy; to review progress on delivery of key 
project aims; to flag any concerns about housing service performance; to have an 
overview of housing related budgets and feed into financial planning; to improve 
involvement. There is a future opportunity to develop a housing scrutiny role. HSB would 
identify areas for housing scrutiny and receive any reports presented by housing scrutiny. 
 
The HSB will not get involved in day-to-day operational matters or matters of detailed 
service delivery or performance. 
 
The panels will cover all the regulatory standards and have a consultative role. It is 
suggested that their focus is on the development and delivery of services – identifying and 
driving service improvements and the subsequent delivery of local offers (service 
standards). Panels will have access to support from a variety of sources, ie, time bound 
task and finish groups, inspectors, estate inspections, etc. Panels will have joint chairs of 
one officer, one representative in order to assist and direct as currently there is evidence 
of problems and confusion at Panels and Forums. The chairs will rotate on an Annual 
basis.  
 
Involved customers will be able to self nominate for panel membership but will be required 
to complete a 'register of interest' form. This form will collect information about any special 
skills, knowledge and interests from interested customers and they will be asked to 
indicate which panel they would like to be involved with. 



 
 
 

 
 
Rockingham House | St Maurice's Road  Telephone | 0845 4747 004 Internet | www.hqnetwork.co.uk 
York | YO31 7JA    Fax | 0845 4747 006 Email | hqn@hqnetwork.co.uk 
 
HQN Limited Registered in England Reg No. 3087930 

32 

Task and finish groups and working groups will be set up to focus on key projects and 
areas which are specific and time limited. The new structure should recognise the need for 
panel activity to be non-political and should therefore not include elected members at this 
level. 
 
The Council and customers should determine the best terms of reference for the panels, 
eg, frequency and duration of meetings, etc. in line with the Council's constitutional 
governance. It is suggested that these could be held once a quarter to coincide with the 
quarterly performance information cycle. A panel meeting report should be provided to the 
HSB as a standard agenda item. 
 
The tenant and leaseholder involvement staff team will have responsibility for developing 
and supporting the delivery of the strategic objectives including the aims and vision for the 
service. In addition, this team will be responsible for the management of day-to-day 
business, servicing and administrative support to panels and ensuring that governance 
requirements are complied with. 
 
In addition consideration should be given to developing a 'reward' system for involved 
customers. This should widen the interest and raise the calibre. Such a scheme would 
have a sliding scale for involvement time commitment. The current £50 annual voucher 
system would be discontinued. 
 
Option A – stage two 
 
This option adopts a wider community engagement approach to involvement which 
incorporates community engagement and involvement and links them closely to 
neighbourhood working. This option gives the Council the opportunity to further develop 
the model to create community capacity and develop partnerships to support the delivery 
of effective services. 
 
A Housing Standards Board (HSB) consisting of elected community representatives would 
have responsibility for setting the strategic agenda and direction of housing and related 
services. The group would consist of customers, Councillors and officers. It would include 
community representatives drawn from a number of different routes within the community 
(RA/panel members/youth group); Council-elected members and senior Council staff 
representatives from teams delivering services to the community. 
 
Two housing panels would feed into the HSB. These panels would reflect the changes 
within housing services and be around 'people and property'. In addition resident 
associations (RA) or neighbourhood panels and the youth group would also feed into the 
board. This framework would bring together the Council's wider community engagement 
agenda and would make it easier to engage with a diverse range of views. 
 
There would be two seats on HSB from each of the people and property panels; 
leaseholder panel; youth forum (youth forum members would be non-voting members); 
two residents will be elected from resident associations and attend the HSB in rotation. No 
more than three Councillors would have seats on the HSB and these would be selected by 



 
 
 

 
 
Rockingham House | St Maurice's Road  Telephone | 0845 4747 004 Internet | www.hqnetwork.co.uk 
York | YO31 7JA    Fax | 0845 4747 006 Email | hqn@hqnetwork.co.uk 
 
HQN Limited Registered in England Reg No. 3087930 

33 

the Leader of the Council (to reflect the necessary skills required on this group) as 
appropriate. 
 
The panels will cover all the regulatory standards and have a consultative role. It is 
suggested that their focus is on the development and delivery of services – identifying and 
driving service improvements and the subsequent delivery of local offers (service 
standards). Panels will have access to support from a variety of sources, ie, time bound 
task and finish groups, inspectors, estate inspections, etc. Panels will have a tenant chair 
or a rotating tenant chair. 
 
Specific task and finish working groups would support the activity, engagement and 
delivery of the agenda. Task and finish groups and working groups will be set up to focus 
on the key projects and areas which are specific and time limited. The new structure 
should recognise the need for panel activity to be non-political and should therefore not 
include elected members at this level. 
 
In addition, a housing scrutiny group would be established. This group would operate 
independently with a clear remit. Its members would be recruited and selected by the 
appropriate officers using a clear selection model and criteria, and would be specially 
trained to undertake the role. . A report would be brought to the HSB and 
recommendations considered. A clear feedback and monitoring mechanism for report 
recommendations into the housing committee would also be established to support the 
Councils approach to co-regulation. 
 
The scrutiny panel will report directly to HSB. Topics for scrutiny activity will be suggested 
by the HSB, which will provide evidence to support their suggestions. The scrutiny panel 
will use this information to decide on its agenda and work plan. Based on our experience 
of effective scrutiny groups operating elsewhere the scrutiny group is likely to undertake 
around three investigations per year. Any action plans that are developed as a result of a 
scrutiny will be shared, owned and agreed with all parties. Scrutiny reports will be 
presented to the HSB and agreed recommendations taken through to the Cabinet. 
 
A separate resource would be required to support the scrutiny function but scrutiny is still 
retained within the tenant and leaseholder involvement function. This is in line with HQNs 
recommended principles (source: HQN's Guide to Scrutiny): 
 
 It is not necessary to use an existing resident body for scrutiny – the majority of 

organisations chose to set up something new and experience suggests that this is 
usually the better route 

 Scrutiny needs a considerable investment of time and other resources 

 It is important to keep a separation between governance and scrutiny so 
organisations should formalise a distinction between being on a decision making 
body which plays a part in shaping policy or delivering services and being on a 
scrutiny panel which challenges decision and performance 

 Scrutiny is usually part of a bigger co-regulation picture with co-ordinated working 
with other groups such as resident inspectors or mystery shoppers 
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 It is important to differentiate between scrutiny and resident involvement and the 
different skills/approaches that are required 

 Establishing scrutiny and other forms of co-regulation is not a once and for all 
activity. Organisations need to be flexible and be prepared to change the way they 
do things. 

HQN's experience has identified that it is hard for staff to switch their approach and mind-
set when their job involves dealing with and supporting both involvement and scrutiny. It is 
hard for them to continually move between the two. It is however possible to combine them 
within the same structure by having a 'separation' different teams working under a single 
leadership. 
 
This option gives customers the opportunity to get involved through a range of routes and 
to have their views represented through the panels or resident associations. Feedback 
from customers involved informally would form a part of the formal structure work to 
ensure that wider customer views are considered. 
 
The Council and customers should determine the best terms of reference for the panels, 
eg, frequency and duration of meetings, etc. It is suggested that these could be held once 
a quarter to coincide with the quarterly performance information cycle. Report from all 
involved groups/panels should be provided to the HSB as a standard agenda item. 
 
The tenant and leaseholder involvement staff team would have responsibility for 
developing and supporting the delivery of the strategic objectives including the aims and 
vision for the service. In addition, this team would be responsible for the management of 
day-to-day business, servicing and administrative support to panels and ensuring that 
governance requirements are complied with. 
 
As with option A consideration should be given to developing a 'reward' system for 
involved customers. This should widen the interest and raise the calibre. Such a scheme 
would have a sliding scale for involvement time commitment. The current £50 annual 
voucher system would be discontinued. 
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Option B – Stage Two 
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Option B stage two 
 
This option is community focused as it includes all residents' not just Council Tenants and 
Leaseholders in the involvement structure. All existing involvement structures would be 
disbanded and replaced by this new framework. Customers can choose to be involved 
either through formal or informal routes, knowing that their input and views feed into 
decision making as part of the overall governance structure for involvement. 
 
A Harlow HSB consisting of elected community representatives has responsibility for 
setting the strategic agenda and direction of housing and related community based 
services. It would include community representatives drawn from a number of different 
routes within the community (RA); Council-elected members and senior Council staff 
representatives from teams delivering services to the community. 
 
There will be two representatives from each of the two service development groups 
(service development groups would focus on the HCA standards and monitoring service 
standards/local offers and would be made up of involved tenants); three Councillor seats 
(cross party representation) on the board and two representatives from the tenants and 
residents forum. Leaseholders group would feed into the tenant, resident and leaseholder 
forum. 
 
The groups and forum will be chaired jointly by tenants and Officers, enabling tenants to 
have greater leadership and active involvement in terms of setting the agenda and 
presenting reports. Service development groups will present an annual report and impact 
assessment to the board. 
 
The Council and customers should determine the best terms of reference for the groups 
and forums, eg, frequency and duration of meetings, etc. It is suggested that these could 
be held once a quarter to coincide with the quarterly performance information cycle. 
Report from all involved groups/forums should be provided to the Harlow HSB as a 
standard agenda item. 
 
The tenant and leaseholder involvement staff team would have responsibility for 
developing and supporting the delivery of the strategic objectives including the aims and 
vision for the service. In addition, this team will be responsible for the management of day- 
to-day business, servicing and administrative support to panels and ensuring that 
governance requirements are complied with. 
 
As for option A consideration should be given to developing a 'reward' system for involved 
customers. This should widen the interest and raise the calibre. Such a scheme would 
have a sliding scale for involvement time commitment. The current £50 annual voucher 
system would be discontinued. 
 
3.10 Recommended option 
 
It is recommended that the Council adopt option A, two-stage option, as its preferred
structure. 
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Option A offers two stages. Stage one provides a short term restructure of the service with 
stage two being longer term and providing an opportunity for Community Engagement and 
Tenant and Leaseholder involvement to feed into a wider housing governance process. 
The option offers accountability and direction where wider views from a range of 
customers, including younger people will be able to be considered. It will be important for 
the organisation to review all its terms of reference with relation to groups, panels and 
forums in order to ensure that the expectations; roles and remits of each part of the 
structure are well defined and clear. 
 
3.11  Comparison table of illustrate how the different options compare in terms of 

governance arrangements, alignment with the Council's approach to 
community engagement and organisational structure in four specific areas 
identified in the brief: 

 

 Option A & B stage one Option A stage two Option B stage two 

Resources 
required and 
value for 
money 

This option requires an 
increase in staffing 
resources. Suggested 
establishment to be a 
minimum of 2.5 full time 
staff – team 
leader/involvement 
officer/scrutiny officer. An 
increased team would 
provide capacity to enable 
a focus on strategic 
development of service. 
Quality of service would be 
improved and costs be 
more closely managed. 
Closely aligned to the 
existing structures and 
governance in stage 1 
allows for quicker 
introduction. 

This option requires an 
increase in staffing 
resources. Suggested 
establishment to be a 
minimum of three full time 
staff – team 
leader/involvement 
officer/scrutiny officer. An 
increased team would 
provide capacity to enable 
a focus on strategic 
development of service. 
Quality of service would be 
improved and costs be 
more closely managed. 

This option requires an 
increase in staffing 
resources. Suggested 
establishment to be a 
minimum of three full time 
staff – team 
leader/involvement 
officer/scrutiny officer. An 
increased team would 
provide capacity to enable 
a focus on strategic 
development of service. 
Quality of service would be 
improved and costs be 
more closely managed. 

Effectiveness 
of engagement 

Clear roles and remits for 
each part of the 
engagement structure 
would support better 
management of 
expectations.  

Clear roles and remits for 
each part of the 
engagement structure 
would support better 
management of 
expectations. Introduction 
of independent scrutiny 
function demonstrates 
Council commitment to co- 
regulation. Scrutiny role 
has a direct line into 
governance structure 
supporting more effective 
engagement. 

Clear roles and remits for 
each part of the 
engagement structure 
would support better 
management of 
expectations. Wider 
integrated involvement 
structure brining in 
community groups/ 
residents. Potential for 
wider involvement at 
community levels. 
Introduction of independent 
scrutiny function 
demonstrates Council 
commitment to co- 
regulation. Scrutiny role 
has a direct line into 
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 Option A & B stage one Option A stage two Option B stage two 

governance structure 
supporting more effective 
engagement.  

Widening 
involvement 

Increased staffing capacity 
will ensure development of 
an inclusive range of 
engagement opportunities. 
This structure allows for 
some feedback into 
governance structure from 
less formal routes but does 
not include resident 
association and other 
community engagement 
activity. Remains tenant 
and leaseholder focused. 

Increased staffing capacity 
will ensure development of 
an inclusive range of 
engagement opportunities. 
This structure allows for 
feedback into governance 
structure from less formal 
routes including resident 
association and other 
community engagement 
activity. Supports 
development of community 
focus. 

Increased staffing capacity 
will ensure development of 
an inclusive range of 
engagement opportunities. 
Community groups and 
Resident Associations are 
linked into the involvement 
structure to widen 
involvement. This structure 
allows for feedback into 
governance structure from 
less formal routes including 
resident association and 
other community 
engagement activity. 
Supports development of 
community focus. 

Increasing 
representation 

The development of 
increased ways for 
engagement will support 
opportunities for 
representation. Increased 
staffing capacity should 
ensure that a focus can be 
made on developing 
opportunities for all parts of 
housing community views 
to be represented. 

Widening the service 
structure to include 
community engagement 
activity in turn widens the 
opportunity for increased 
representation. 
Understanding 
representation and profile 
of community will allow for 
targeted activity to increase 
representation. 

This option could be 
delivered with community 
engagement outside 
housing or the opportunity 
may be there for 
involvement and 
engagement to be more 
integrated into housing 
service. 

Widening the service 
structure to include 
community engagement 
activity in turn widens the 
opportunity for increased 
representation. Greater 
opportunities for customers 
to get involved at a number 
of involvement levels. 
Understanding 
representation and profile 
of community will allow for 
targeted activity to increase 
representation from all 
communities including 
those under represented 
currently. 

This option could be 
delivered with community 
engagement outside 
housing or the opportunity 
may be there for 
involvement and 
engagement to be more 
integrated into housing 
service. 
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4 Summary 
 
Harlow Council's current structure and approach to tenant and leaseholder engagement 
has been in place for some time and is it no longer working. It is not efficient or effective 
and cannot demonstrate that it is delivering the required outcomes for customers or the 
Council.  
 
There has been a breakdown in relationships between officers and involved customers. 
Tensions are evident in many meetings and the culture and behaviours of some involved 
customers within meetings is impacting on the effective delivery of outcomes from 
involvement. Whilst there is a clear commitment to engagement from all parties concerned 
– tenants, leaseholders, Councillors and staff alike – the current approach lacks direction 
and focus. 
 
The involvement structure needs to be modernised and be made more inclusive of the 
views of Harlow's wider communities. People want to engage with their landlord in many 
different ways so the engagement options offered must reflect this. This is something that 
needs to be agreed with customers taking into account best practice and any new 
structure needs to have the ability to be flexible to adapt to the future needs of the 
communities and the Council. In undertaking this review HQN considered involvement 
structure from a number of other organisations and considered some good practice 
models of representation (see appendix four). 
 
In our view the principles of the panel structure feeding into the Council's governance 
structure through a Housing Standards Board then into Cabinet are sound and offer a 
clear link between involvement and governance. However, the lack of clearly defined roles 
and remits for these structures, together with a lack of a strategic direction for the service 
mean that the engagement activity is currently unsatisfactory for the Council; officers and 
involved tenants and leaseholders. Tenant and Leaseholder expectations of engagement 
remits vary and the relationships between involved customers and officers are, in the 
main, no longer working effectively. A focus on the negative aspects of service delivery 
and often an adversarial atmosphere in many meetings are now barriers to effective 
engagement and increased involvement. 
 
A strong engagement service will offer a raft of opportunities for engagement linked to a 
clear understanding of the value and influence that this involvement can make. The current 
approach to involvement in Harlow relies heavily on formal and traditional methods of 
engagement. Little development has been made to widen involvement activity routes at 
different levels linked with a choice of varied time commitments. In addition, opportunities 
to utilise modern ways of engagement such as through texts; twitter; Face book; and email 
have not been taken. The development and promotion of involvement routes have not 
been developed and customer insight/profile information has not been used to identify 
specific underrepresented groups for targeted involvement. As a result numbers of 
engaged customers has declined and these involved customers are no longer fully 
representative of wider Harlow communities. 
 
There is a lack of integration between community engagement and tenant and leaseholder 
involvement. Opportunities to work more closely together, to support wider involvement 



 
 
 

 
 
Rockingham House | St Maurice's Road  Telephone | 0845 4747 004 Internet | www.hqnetwork.co.uk 
York | YO31 7JA    Fax | 0845 4747 006 Email | hqn@hqnetwork.co.uk 
 
HQN Limited Registered in England Reg No. 3087930 

40 

and engagement, have not been developed, for example through accessing involved 
customers in resident association groups and younger people within the youth group. 
Similarly opportunities to undertake joint training; recruitment campaigns; surveys and 
promotional activities have not been developed. This may be a missed opportunity in 
terms of wider engagement; removing barriers to engagement and improving value for 
money aspects of service development. 
 
There is a real opportunity to build a collective sense of purpose around tenant and 
leaseholder participation and move this forward. In particular the service needs to develop 
targets and measures which can clearly show what it is achieving with its budget, evidence 
its outcomes and demonstrate its value for money. The roles of all the groups and people 
involved in the service need to be clarified and to some extent the activities need to be 
rationalised. At the same time performance management and reporting needs to be made 
more robust. Failure to do so could result in the service being unable to evaluate activities 
and to justify decisions that are taken, in particular those linked to the Council's housing 
and corporate plan. 
 
It should be recognised by all parties to the tenant participation framework that value for 
money is about delivering 'more for less' through more efficient and effective working. This 
review has identified areas where savings can be made by removing some duplication, 
reducing the level of input into, for example, the panels and creating opportunities for more 
efficient working, alongside greater clarity about outcomes. 
 
The challenge faced by the Council in making changes to the existing participation 
structures are not underestimated given the views of customers we met, but the drivers for 
change are clear. This review offers the opportunity for the Council to refresh its approach 
and ensure change happens. 
 
 
5 Additional recommendations 
 
A number of recommendations, in addition to those about the structure of the engagement 
framework, are set out below. 
 
1 The existing tenant and leaseholder engagement should be dissolved and a new 

option for engagement be implemented. Harlow Council should determine the 
methods by which it brings customers into the new engagement structure. In 
particular, membership of any housing scrutiny panel should be by interview with 
clear criteria for membership and no member of the housing scrutiny panel should 
sit on any other group/panel within the engagement structure. 

 
2 In addition, short-term measures to support the introduction of the new structure 

should be introduced. These measures should include: 
 

 Updated guidelines and procedures for the Chairs of panels to be produced 
outlining roles, responsibilities, and processes to support effective meetings 
and dealing with behaviours. 
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 Councillors should not attend Tenant and Leaseholder Panels in order to de-
politicise them and to allow independent customer activity at the panel level 

 Ensure tangible protocols are put in place to demonstrate Harlow Council's 
responsibility for 'duty of care' towards Officers and the handling of any 
complaints. 

 
3 The strategic approach should be reviewed under the Council's approach to 

Community Engagement. A Tenant and Leaseholder Involvement Strategy for 
Harlow should be developed which clearly sets out the aspirations of both the 
Council and its involved housing tenants and leaseholders, and identifies the vision 
for the service, including increasing the opportunities and methods of engagement, 
as well as determining an approach to further develop opportunities for decision 
making, and to devolve decision making to customers.  
 

4 Harlow Council should strengthen its approach to performance management by 
developing performance measures for the tenant and leaseholder involvement 
service and establishing a process for ensuring performance is reported and 
monitored systematically. In addition it should also: 
 

 Develop the information (profile) of customers and use this pro actively to 
determine and focus specific activity to engage with underrepresented 
groups 

 Complete a profile of involved customers and compare this with wider 
customer base – use this to set targets for widening representation 

 Undertake research of the underrepresented groups to find out their 
engagement preferences 

 Complete impact assessments on all involvement activities outcomes. 
 
5 In order to support the implementation of the new structure and support culture 

change in the service, Harlow Council should: 
 

 Increase the capacity of the involvement staff team, by increasing its size, so 
that they can more effectively support innovative development of the service 

 Consider investing in TP Tracker or similar software to assist the tracking of 
the profile involved customers and the impact of involvement 

 Develop a Tenant and Leaseholder Agreement which sets out clearly terms 
of reference alongside a robust code of conduct 

 Develop a Youth Engagement Strategy 

 Undertake a training needs analysis and keep a record of skills/ experience/ 
knowledge of involved members. 

 
6 Harlow Council should determine the key partnerships it needs to have in place in 

order to deliver its aims and objectives in relation to tenant and resident 
participation as identified in the Council's corporate plan. 
 

7 Harlow Council should strengthen its approach to customer feedback and learning 
within the tenant and leaseholder involvement service, by: 
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 Developing a communication plan and strategy 

 Monitoring and reviewing outcomes every year, implementing changes as a 
result of resident engagement and publicising them 

 Establishing a wide range of feedback routes to tenants and leaseholders to 
include for example website/social media/text messaging. 

 
8 To support its approach to tenant and leaseholder involvement, Harlow Council 

should: 
 

 Ensure that all new tenants are surveyed about their preferences for 
engagement activities and asked about their preferred communication 
method 

 Develop and publicise a menu of engagement options focused on how 
customers want to engage with Harlow Council, rather than how the Council 
wishes to engage with them (a range of engagement options are listed in 
appendix five) 

 Identify how technology can be better used to engage with Tenants and 
Leaseholders 

 As part of the strategic development of the involvement service, consider the 
development of a 'rewards' based approach to encourage involvement. 

 
9 Harlow Council should develop a systematic approach to assessing the VfM of the 

service by: 
 

 Embedding a VfM culture in engagement activities and making sure costs, 
performance and how they compare to others is understood 

 Identifying opportunities to work in partnership with others both internally and 
externally to share, for example, the costs of training; consultations and 
surveys 

 Monitoring, measuring, benchmarking and reporting the value for money of 
the tenant and leaseholder engagement activity 

 Seeking opportunities to access external funding for tenant and leaseholder 
involvement projects and initiatives 

 Involving customers in the management of the tenant and leaseholder 
service budget, providing clear information on costs and considering how this 
relates to the quality of the service. 

 
10  Harlow Council should ensure that all staff understand and support customer 

engagement by: 
 

 Recognising that all service areas have a responsibility to ensure that 
tenants and leaseholders have the opportunity to give their views and 
influence service delivery and decisions 

 Ensuring that all frontline staff have a key role in promoting engagement 
opportunities and understand the purpose of engagement 

 Ensuring that the staff induction process includes an overview of tenant and 
leaseholder involvement 
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 Reviewing how tenant and leaseholder involvement activity could become 
part of the neighbourhood management officer's responsibility. 
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Appendix one – SWOT analysis 
 
The following SWOT analysis provides an overview of the evidence gathered through 
interviews and document review. 
 

Strengths Weaknesses 

Commitment of Council and involved tenant and 
leaseholders to principles and values of tenant and 
leaseholder participation 

Experienced, knowledgeable and committed staff 

Small but dedicated volunteering force – giving a lot 
of time 

Committed significant resource to tenant and 
resident participation 

Commitment to training and support to new and 
existing members 

Some positive customer outcomes from panels 

Tenant and leaseholder participation agreement in 
place 

Democratic structure in place 

Documents to support involved residents – 
inspection pack 

Some Councillors active in tenant participation 

Limited capacity limits strategic/innovative 
development 

Weak strategic direction for the tenant and 
leaseholder participation services 

No clear golden thread linking engagement activity 
back to strategic direction and organisational 
vision/s 

Service performance management and monitoring 
is underdeveloped 

Service unclear about what success looks like 

Lack of innovation – not pro active – not looking at 
new things – moving forward focused on doing what 
done before 

Limited evidence of working with a range of 
partners 

No independent scrutiny/complaints panel 

Access to wide number of communities not 
developed 

Level of investment not scrutinised effectively 

Traditional approach to engagement with heavy 
reliance on formal structures 

Not fully representative of communities being 
served 

Governance structure not reviewed – too many 
panels; meeting too frequently 

Opportunities for clique structures to develop 

Communication and cascade mechanism not 
working well 

Priorities not consistently identified with 
communities 

There is a lack of a systematic approach to 
collecting outcomes and sharing them  

No evidence that the outcomes being delivered are 
hitting the right people 

Little evaluation of cost against outcomes has been 
undertaken 

Menu of opportunity is limited and dominated by 
formal structures 

Not targeting effectively, eg, young people/younger 
families who are more dissatisfied with services, etc 

 
  



 
 
 

 
 
Rockingham House | St Maurice's Road  Telephone | 0845 4747 004 Internet | www.hqnetwork.co.uk 
York | YO31 7JA    Fax | 0845 4747 006 Email | hqn@hqnetwork.co.uk 
 
HQN Limited Registered in England Reg No. 3087930 

45 

Opportunities Threats 

Develop a clear vision and role for itself 

Share resources better between partners (including 
but not limited to staff, data, research, learning, 
marketing) 

Enhance reputation of Council through its 
TP/community engagement approach 

Develop clear strategic approach to Tenant and 
Leaseholder involvement 

Undertake skills audit and utilise the expertise in 
community more effectively 

Move to resident and neighbourhood approach 

Demonstrate the outcomes for customers – share 
success to support positive impact 

Empowering people in neighbourhoods 

Enhance use of alternative technology/ media 
sources 

Sell/publicise self better 

Work with private tenants 

Social Value Act – capture the value of activity in 
new ways 

Enhanced role in local democracy 

Bring Community Empowerment and Tenant and 
Leaseholder services together to develop 
neighbourhood approach 

Bring together work the partners appear to be doing 
in isolation, eg, bringing young people together 

Reducing resources/limited capacity building 

Spread too thinly as try to do too much without 
strategic focus 

Waste – duplication of activity 

Political issues 

No clear succession plans 

Not representative of communities 

Involvement not consistently asking itself the 'so 
what' question 

Reduced numbers of volunteers Change – need to 
be responsive Declining reputation 

Negative impact on communities 

Changing political environment 
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Appendix two – list of people interviewed/involved as part of this review 
 

Interviewed Role  Interviewed Role 

Andrew 
Murray 

Head of Housing  Jane Steer Tenant Representative 

Zulfi Kiani Tenant Initiative 
Officer 

 Mike Carr Tenant Representative 

Wendy 
Makepeace 

Senior Housing 
Manager 

 Hugh Hoad Tenant Representative 

Cara Coxhead Senior Housing 
Manager 

 Lucy Cooper Tenant Representative 

Lynn Potter Home Ownership 
Manager 

 Celia Candy Tenant Representative 

Christine 
Selby 

Community 
Engagement Manager 

 Darrell Thomas Leaseholder 
Representative 

Cllr Jon 
Clempner 

Leader of Council  Margaret Tuffen Tenant Representative 

Cllr Rod Truan Portfolio holder  Pauline 
Stephenson 

Tenant Representative 

Cllr Simon 
Carter 

Council Member  Lydia Marquer Leaseholder 
Representative 

Cllr Bill Pryor Council Member    

Viv Hales Supported Housing 
Manager 

   

Karl Carr Housing Properties 
Manager 
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Appendix three – documents reviewed/viewed for this review: 
 
 Tenant and leaseholder participation agreement 2012 

 Tenant involvement structure – panels and bodies in place 

 Tenant participation budget 

 Service standards 

 Community empowerment strategy 

 Copies of leaflets about tenant involvement 

 HRA business plan/corporate plan 

 Performance reports 

 Minutes from panels 

 Annual reports – 2012/13/draft 2014/15 

 Harlow Council peer review letter (2014) 

 Harlow Times. 
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Appendix four – suggested engagement and involvement routes 
 
The following list provides suggestions for engagement and involvement activity: 
 
 Survey/questionnaires 

 Events/drop ins 

 Service improvement groups/panels 

 Focus groups 

 Estate inspections 

 Local tenant and residents groups 

 Mystery shopper 

 Tenant/leaseholder inspector 

 Editorial group 

 Database of involved customers 

 Targeting of all new customers 

 Use of rent statements to raise awareness 

 Younger people – childcare/events at different venues and times 

 Tenant-approved logo –assurance 

 Secure external funding for projects 

 Estate ambassadors 

 Sponsor youth projects 

 Support of community based activity. 

  



 
 
 

 
 
Rockingham House | St Maurice's Road  Telephone | 0845 4747 004 Internet | www.hqnetwork.co.uk 
York | YO31 7JA    Fax | 0845 4747 006 Email | hqn@hqnetwork.co.uk 
 
HQN Limited Registered in England Reg No. 3087930 

49 

Appendix five – some good practice examples of tenant and resident participation 
 
A number of other organisational involvement structures were considered and used when 
considering the development of appropriate Harlow tailored involvement structure options. 
Organisations whose structures where considered as part of this review included Warwick 
District Council; Slough Council; Soha; Salix; Sovereign; Soha; Stroud Council; Preston 
Community Gateway and Rochdale Borough Housing. The following are two detailed 
examples of engagement structures to illustrate options being used: 
 
Stroud Council 
 
Tenant engagement is delivered through a range of activities which all link into the housing 
forum. This approach enables a wide range of involvement activity to feed up into the 
overarching body. Customers can get involved in activities which best meet their available 
commitment and these are linked to local community activities and allows feedback and 
involvement from informal and operational levels to feed into decision making. This 
structure aims to make defined use of the work done by tenants on estate walkabouts, at 
contract partnering meetings and through service development groups. Tenant forums and 
service development groups have representatives in the housing forum and there are clear 
terms of reference for each group. 
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Preston Community Gateway 
 
Deliver TP through the gateway model. All tenants are members of the organisation. 
 
Local people are represented on the board, on the Gateway Tenants' Committee, in 
neighbourhood groups and through ongoing, direct contact with staff and other residents. 
The board's decisions rely heavily on input and feedback from local residents. The 
Community Gateway approach commits the organisation to building a network of 
neighbourhood decision-makers. The most important thing is that residents can get 
involved in issues that are important to them, at levels where they feel confident. 
 

 
 
 



 

 

 
 




