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Executive Summary
The Alcohol and Drug Service (ADS) has been accredited since 2010 and at the last
assessment in 2013 achieved Bronze. Since the assessment, there has been a significant
reduction in funding. However, the organisation has managed to retain three out of four of
its contracts and also won a new contract to deliver the Aspire Community Reintegration
Model, working in partnership with other agencies to provide a holistic approach to support
clients reintegration into the community free of dependency. This model has recently been
implemented in Doncaster and will be used in future bids to deliver services in a wider
geographical area. This will help to work towards its ambition to ensure the sustainability of
the organisation by achieving a £10m turnover within the next three years.
The assessment took place between May and July 2016. The assessment included an
exploratory context discussion with the Chief Executive and Workforce Development
Manager. It also included and on-line assessment with 69% of staff completing this. The online assessment data was benchmarked against the social care sector with ADS above
benchmark in all indicators apart from Recognising and Rewarding High Performance.
The assessment identified a number of key strengths to support the achievement of the
ambition with a clear strategic plan and priorities underpinned by measures and targets. The
change in skill sets to achieve the ambition has also been recognised in the recruitment and
ongoing development and support provided to staff to ensure that they have the capabilities
required. The values are understood and staff are motivated to behave in line with the
values when working with clients. Staff feel empowered to make decisions and implement
new ways of working with clients to achieve the objectives and measures and roles are
structured to enable staff to work together to do this. All of this is reflected in the positive
scores achieved in the on line assessment.
Less positive responses were received on the indicators relating to Recognising and
Rewarding High Performance and Building Capability. Further exploration was that although
the approach to reward and recognition is clear and in the main staff feel appreciated for the
work they do, for those that are at the top of their grade/ banding there is a lack of
recognition and reward for higher levels of performance identified through the appraisal
process. This was reflected in the on-line assessment with 7% somewhat disagree and 9%
disagree/ strongly disagree that higher performance is recognised.
Further exploration of the 13% somewhat disagree and 12% disagree / strongly disagree to
the question ‘people are selected for roles in my organisation based on proven capability’
identified that there were some issues around the TUPE process and the change in skills
sets and qualifications required. This meant that it wasn’t always longer serving members of
staff that were recruited into positions leading to the perception that selection wasn’t based
on proven capability.
The assessment report makes recommendations to address these areas. These include
consulting with staff on how they would like to be recognised and rewarded and also
reviewing the reward process linked to appraisal with more emphasis on recognition rather
than financial reward. In addition, to gain feedback from staff who were recently TUPEd on
what worked well and also what could be further improved with the recruitment and selection
process so that any future TUPE required does not cause undue stress and impact on
morale. This will help to recruit and retain the right people to deliver the service to clients.
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ADS assessment outcome

ADS final award outcome
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Introduction
The Alcohol and Drug Service (ADS) has been delivering services to support people affected
by substance misuse since 1985. It operates across a wide geographical area including
East Yorkshire, North East Lincolnshire and Doncaster working in partnership. The Head
office is in Hull but it currently doesn’t deliver any services within the city. There are three
main partnerships:
Aspire (Doncaster) a Recovery-Orientated Detoxification Service– this is a partnership
between ADS and Rotherham, Doncaster & South Humber NHS Foundation Trust (RDaSH)
East Riding Partnership which is run in conjunction with the Humber NHS Trust – providing a
range of substance misuse services, providing individual packages of care delivered through
a multi-disciplinary team framework including those in the criminal justice system. It also has
Changes which provides support to families and carers of people with addiction.
Foundations (North East Lincolnshire) – is a partnership between ADS, Care Trust Plus and
RDaSH, and includes ‘drop in’ prescribing and psycho-social care and for young people
under the age of 19 who have an addiction themselves or family and friends have an
addiction. ADS currently has 80 staff and operates from four main locations.





Doncaster
Grimsby
Hull
Beverley

The organisation has been accredited since 2010 and at the last assessment in 2013
achieved Bronze. ADS is seeking to apply the IIP framework as a key part of its developing
people strategy aimed specifically at improving its competitive positioning.
Organisations that meet the world-recognised Investors in People Standard reflect the very
best in people management excellence. Underpinning the Standard is the Investors in
People Framework. Based on 25 years of leading practice, the latest research and
workplace trends, the Investors in People Framework is organised around nine key
indicators of high performance each with three underpinning themes.
To achieve accreditation, organisations are assessed against these themes and indicators,
leading to an award level of standard, silver or gold, that represents the level of performance
achieved, or the level of ‘maturity’, from a fundamental ‘developed’ level to ‘high performing’.
Assessment is carried out using surveys, interviews, meetings and observation. The
approach taken in the assessment of ADS is summarised in a later section of the report.
The accreditation awarded represents the current level achieved and the standard can be
used to facilitate ongoing development of people management practices.
This report summarises the assessment of ADS and the level achieved. Following the
Introduction, the analysis of the organisation carried out to provide insights into the
organisation for IIP assessment is summarised. Two ‘heat maps’ are included, showing
ADS own assessment against the Standard, and the level that the organisation aspires to
achieve. This is followed by a summary of the approach taken in the assessment process
and of the overall assessment findings. The assessment against each indicator is then
given in turn, noting strengths and development needs. Finally, implications of the
assessment for ADS are discussed, outlining development recommendations.
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Organisational context
Strategy
The ambition is to ensure the sustainability of ADS by increasing the Turnover to £10m over
the next 3 years. Current turnover for 2016/17 is expected to be £2.5m. Last year the T/O
dipped to £1.5 m due to re-contracting for services and losing contracts in Hull and North
Lincolnshire.
The ‘ambition’ is felt to be achievable as one of the biggest national competitor Change,
Grow, Live (formerly CRI) has a £150m Turnover, so there is scope to win some of this
business. Other nationals within the marketplace include Sodexo, Interserve and Virgin
Health all of whom can invest significant resources in the bid process. ADS is currently
investing in marketing such as info graphics and looking for bid writers to help compete
against the ‘big boys’.
Some of the challenges facing the organisation is not only a significant reduction in funding
but also changes in commissioners and their understanding of what it takes to support a
person with their recovery. This in some cases has resulted in the setting of unrealistic
targets and the Chief Executive is working very hard to educate the commissioners on the
interventions required to achieve positive discharges.

Skills
The national drug strategy has moved from one of controlling addiction to focusing on
recovery so more emphasis has been placed on introducing recovery models and increasing
psychosocial interventions. This is requiring more staff with social work, psychology and
counselling qualifications and backgrounds. There is a shortage of social workers so
placements and newly qualified social workers are being supported through their Assessed
Year of Supported Employment (AYSE) with the recruitment of an Advanced Social Work
Practitioner to support trainee and qualified social workers.
Structure
A key to the success of ADS strategy is the new Aspire Community Reintegration Model,
working in partnership with other agencies to provide a holistic approach to support clients
reintegration into the community free of dependency. This Model can be rolled out into other
geographic areas to help achieve its ambition. This model requires staff to work out in local
communities so the service can be provided in a familiar environment for those with
addiction. This has resulted in the restructuring of teams to ensure there are staff with the
diversity of skills to be able to provide the holistic approach and work with different client
groups e.g. mental health and young people. In addition, roles have been defined i.e.
recovery worker, case manager and senior case manager to work with clients with different
levels of complexity in terms of their needs e.g. recovery worker non-complex and senior
case manager most complex.
Staff
This approach requires the development of its people in two main ways. First, to develop its
skill-base, through the recruitment and development of social workers and those with a
psychology background to be able to deliver a range of psychosocial interventions.
Secondly to ensure that staff are fully engaged in the recovery focussed, person centred
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approach through careful management and leadership practices. It is into this imperative
that the benefits of IIP as a framework and guiding process for continuous improvement
have been introduced.
Metrics
There are 6 metrics which have been monitored over the past 4 years:
 Days lost to sickness






Number of disciplinary actions
number of grievances
appraisals completed
time lost due to accidents
turnover of employee.

In addition, an annual staff survey is undertaken to inform the work force development plan.
These are summarised into the following categories:





Mission and Purpose
Quality is important
Line management and leadership
Communication





Professional Development
Effectiveness of training
Learning from and managing Serious Incidents

Over the three years all are showing an improving trend.
ADS Self-diagnostic
Having carefully considered the IIP Standard ADS believe that they are at established in all
areas, with an aspiration to move towards Advanced as long as the benefits of doing so help
to support the ambition
The heat maps below summarise where ADS believes it currently sits against the each of
the nine IIP indicators and where it aspires to be in order to achieve its organisational
ambition. The shaded cells represent the performance level against each indicator. The
more cells shaded the more mature and embedded the practices are within ADS
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‘As Is’ heat map
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Aspiration or ‘To-be’ heat map
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Assessment Approach
Following the initial Context Discussion with the Chief Executive and Workforce
Development Manager, from which details for the organisational analysis were elicited, the
organisation was assessed primarily using the IIP40 survey and interviews. Staff were
informed of the IIP assessment and accreditation process when they were asked to take part
in completing the survey and a possible interview. As a small organisation of just 80
members of staff, all staff were asked to complete the IIP40 survey. 55 completed surveys
were returned (69%), indicating a reasonable level of engagement by staff. Returned
surveys represented all functions and levels of ADS.
Surveys were analysed to determine key themes or issues and these were used as one
basis on which interviews were designed and administered. Semi-structured interviews
were carried out with 14 respondents, from all functions and levels based, selected
purposively because they were ideally placed to discuss IIP related issues. Each was
interviewed one-to-one and confidentiality was assured. Interviews were in a private office
or conducted over the phone. Interviews lasted between 45 and 60 minutes. Respondents
appeared to willingly share and discuss their experiences and attitudes.
In addition, observation was undertaken of the Employee Work Group Meeting and general
movement around the various sites with observation of noticeboards and interactions
between staff, and between staff and managers.
Data on which the assessment was based included that elicited from the survey and
interviews, observations and documents provided by ADS. Documents were freely provided
and included ADS Strategic Plan, Workforce Development Plan, Staff Handbook, slides and
noted from the annual Conference, Performance data and HR metrics. In addition,
Cascade, the HR Database and the intranet were also viewed.
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The online assessment was deployed to 80 employees and we saw a
response of 55. This was above the international Investors in People
guidelines and therefore the sample is considered statistically
significant.

Based on the finding from the online assessment, we interviewed 14
employees from across the organisation.

Types of observation activities that took place and how it was
undertaken. – Attendance at the Employee Works Group Meeting and
informal observation of noticeboards and staff interaction.

Types of analysis undertaken and the sources of information used.
Performance Data both organisational and at Service level
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Detailed Assessment Outcome
This section provides a detailed analysis of organisation ADS assessment against the IIP
framework. The table in Annex 1 shows the assessed performance level for each of the 27
themes within the IIP Standard. For the purposes of establishing an industry benchmark,
data collected from the social care sector has been used as a benchmark, and is shown
below.
ADS industry benchmark
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Overview of online assessment results
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Indicator 1: Leading and Inspiring People

The positive responses of this indicator in the on line assessment were very encouraging.
85.75% completed surveys rated the ability of leaders to communicate, inspire, motivate and
build trust. Against the UK industry benchmark score of 5.31, a 5.64 against this indicator
puts ADS above industry average. These findings were explored further in interviews and in
the main there was high level of praise and trust for the leaders within ADS.
From interviews it was clear that the recent annual conference had a positive impact on staff
and it was a way for newer staff to gain an understanding of the vision, values and strategic
priorities. The notes and presentation slides from the conference were provided and it was
clearly evident that these had been communicated to staff.
This was also reflected in the on-line assessment results with 91% positive responses to the
question ‘our leaders clearly communicate the organisation vision and objectives with 73%
agree/ strongly agree. Specific quotes included:
‘I am so pleased they kept the annual conference despite the budget cuts’
‘they want to improve the social acceptance of the client group by breaking down barriers’
‘the away day, I have never worked for an organisation that does this’
‘the CEO is quite a character he knows his stuff, is passionate’
In interviews staff commented on the ‘passion’ of the CEO, however, this sometimes
resulted in too much detail and ‘a 10-minute presentation turning into an hour and a half’
Interviews identified that on- going two-way communication happens regularly through
monthly operational meetings and supervision along with weekly team meetings. Staff
during interviews also talked about the openness and honesty of communication with their
line managers. The annual staff survey results indicate an upward trend over the past three
years relating to the communication strategy from 77.8% to 97.4%
The on-line assessment results for the question ‘I trust the leaders in my organisation’
indicated 87% positive responses with 62% agree/strongly agree. This was borne out in
interviews which indicated that most staff trusted their leaders with specific quotes:
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‘Tim is good at looking at the opportunities rather than seeing it as a challenge’
‘I can have open and honest discussions with my manager’

The 2015-20 Strategic Plan identifies the vision:
The ADS aspires to be an organisation where the services we offer are individually tailored,
creative, innovative, of the highest quality and result in the optimum outcome for each
service user.
The vision is underpinned by 4 priorities with measurable success Indicators identified.
These are:





Reduce the barriers to recovery
Increase access to services
Safeguard services for the future
Make efficiency savings and protect quality

The Strategic plan is supported by the annual Business and Service Development Plan
which identifies the measurable targets for each of the Services. Both of these documents
were seen by the Practitioner and are available on the intranet.
Most staff interviewed described the objectives in terms of ‘putting the client first’ and
‘breaking down barriers to recovery’ in order to work towards positive discharges. They also
talked about wanting to expand the services out into the community, to make clients aware
of the support available. Interviews also indicated that monthly supervision and team
meetings were the main mechanisms for line managers to support staff to deliver the
objectives. It was observed at one location that targets were identified on a white board with
progress against these updated by managers, along with a Top of the Tops board which
identified the ‘top performers’ Staff commented on how this motivated them to deliver the
objectives as they wanted their names to be included on the board. At another location
Dashboards were seen which broke down overall targets by team and individual which were
published on a monthly basis. These were used at team meetings and supervision to
support staff to deliver the objectives. This was demonstrated in the on line assessment
results with 89% positive responses to ‘our leaders motivate me to achieve exceptional
results’ with 73% agree/strongly agree.
Interviews with line managers demonstrated there is an understanding of what is expected of
them. This included leading by example, living the values, ensure work meets standards,
approachable, visible, providing supervision and development opportunities, with specific
examples provided. Interviews with staff indicated an understanding of what they can expect
from their managers and stated that feedback can be provided at supervision.
Interviews also indicated that due to the restructuring as a result of delivering new Services,
some line managers are new to roles. Although, they have been supported by their line
managers and understood their role, there appeared to be a lack of structured induction
around HR Practices and processes, which could have an impact on their effectiveness to
lead, manage and develop their teams.
The annual staff survey also provides an opportunity to give feedback on the quality of line
management and leadership with an increase from 85.4% to 91.3% over the past 3 years.
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On the on-line assessment 76% positive responses were received on ‘my organisation
develops great leaders’ with 49% agree/ strongly agree.
The team leader job description seen, identified the people management responsibilities for
the role. The Skills for Care Leadership Qualities Framework has been looked at to identify
‘leadership capabilities’ at all levels, however, it was felt that this did not ‘fit’ the organisation,
so other frameworks are to be explored.
Given the evidence provided ADS meet the Established Performance level for this indicator.
Development Points:
 The timing of the Annual Conference enabled the sharing of vision and objectives,
particularly, with new staff who had joined from the beginning of April. However, as
the organisation plans to bid for new contracts and staff will be joining throughout the
year, consider developing a ‘corporate’ induction to re-enforce the Vision and
objectives.
 In addition, the ‘growth’ will potentially provide opportunities to recruit more ‘line
managers’. Therefore:
o Define and develop future leadership capabilities in line with values.
o Introduce a more structured process for reviewing the effectiveness of
managers against the capabilities
o Introduce a more structured induction for the ‘line management’ role to
include HR practices and processes and relevant development to apply
these.

.
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Indicator 2: Living the organisation’s values and behaviours

The consistently high ratings of this indicator in the on line assessment indicate that there is
a strong belief in the values and behaviours. 83.75% of responses were agree or strongly
agree. Against the UK industry benchmark score of 5.65, a 6.15 against this indicator puts
the score above the national benchmark.
The Values are included within the Strategic Plan and in the conference notes and
presentation slides seen it was clearly evident that the values had been covered in detail and
discussion had taken place on how these should be applied by the CEO. The Values are:







Honesty
Diversity
Service User and Carer Focused
Effective
Caring

Interviews indicated that the values had been communicated at recruitment via the annual
staff conference and the strategic plan and were felt to be very much the ‘way we do things’
at ADS.
In terms of recruitment external applicants apply on-line through the website. This was
viewed as part of the assessment. There is a specific section ‘Work for Us’, within this is a
section on culture and core values. There is also a section ‘Tips when Applying’ with specific
reference to preparing for interview – to understand the ADS values and how they relate to
the post the individual is applying for. In interviews, new staff stated that the values are
important to ADS and they had wanted to work for them because they share the same
values.
Specific examples included respecting that everyone is different so there is a need to ensure
each client has a person centred care plan; having honest conversations at supervision
about what was working well with clients and what they were struggling with; managers
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caring about staff who were supporting clients through a traumatic event and introducing
pods and groups to work more effectively with clients and manage increasing caseloads.
Newer staff interviewed although aware of the values, were less able to articulate them.
However, through discussion there was an understanding of them and how they should be
applied as they were encouraged and motivated to demonstrate them in the way they
behaved with their clients. This was supported by specific quotes.
‘the clients are at the heart of what we do’
‘you need to show that you care about them and treat them as individuals’
‘you have to be honest with them as you need them to be honest with you’
Interviews also indicated that in the main that ‘managers live the values’ and this is reflected
in the way they lead, manage and develop the staff. In addition, to the above examples, both
manager and staff described in interviews how training had been provided to help make care
plans more person centred and to run effective group work. Staff also talked about the
approachability of their managers and the ability to have honest and open discussions about
clients and any issues they may be experiencing. At one location, staff talked about the last
10 minutes of the day being used to highlight all the positives that had happened. This
helped to end the day on a high as the work they do can be very stressful, particularly when
clients take a backward step. It also helped to leave work at the door. It was also observed
that all managers and staff left at 5pm to support work-life balance and the caring ethos.
Staff interviewed talked about having chosen to join ADS as they have a strong belief in the
values. This was also reflected in quotes:
‘one of the reasons I went for the job was a belief in the vision and values’
‘managers demonstrate the values, act as role models’.
‘I couldn’t do the job if I didn’t believe in the values’
This was further re-enforced by the on-line assessment with a 90% positive response to ‘I
share the same values as my organisation with 83% agree/ strongly agree and a 100%
positive response to ‘my day to day behaviour reflects the organisation values’.
The on-line assessment also indicated a 94% positive response to ‘my organisation values
guide the way we operate and make decisions’ with 80% agree/ strongly agree. In
interviews examples were provided of decisions not to tender for contracts which may impact
on the values e.g. Service User focused, effective, caring, as timescales were too short.
There was also a 93% positive response to the on line assessment ‘we challenge
behaviours which are not in line with the organisation values’ with 79% agree/strongly agree.
In interviews there was evidence of managers challenging behaviours, although this did not
appear to be as prevalent amongst the staff. Although, through interviews there appears to
be a culture of openness and trust and staff behave in line with the values, the lack of any
formal assessment of behaviours against the values (see indicator 4) makes it difficult to
ascertain if this is consistent across the organisation and whether all staff do the right thing
in line with the values and not the easiest or most convenient thing which would move this
indicator towards the advanced performance level.
Given the evidence provided ADS meet the Established Performance level for this indicator.
Development points:

Page 19 © Investors in People



Ensuring the values and behaviours are re-enforced as part of the induction
process and assessment against these are included within the probationary
review to ensure all new staff can demonstrate they have adopted and live the
values.
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Indicator 3: Empowering and involving people

The high ratings of this indicator in the on line assessment indicate that there is a strong
belief in empowering and involving people. 71. 75% of responses were agree or strongly
agree. Against the UK industry benchmark score of 5.64, a 5.76 against this indicator puts
the score just above the national benchmark.
Interviews indicated that staff have access to information to do their job well through the
shared drive, team and operational meetings along with supervision. Interviews also
indicated that staff feel empowered to identify ways to improve the job by setting up groups
and pods. Other examples included undertaking training and developing process maps for
every aspect of service delivery. This is supported by the 90% positive response from the
on-line assessment on ‘I am encouraged to take the initiative in my role’ with 74%
agree/strongly agree and 91% positive response to ‘I feel empowered to make decisions and
act on them’, of which 66% agree/ strongly agree.
There were also examples from interviews where individuals have been encouraged to take
the lead e.g. Practice Forums. Staff were also taking the lead on introducing group work
and pods although it was unclear if this was always seen as an opportunity to develop
leadership skills.
‘empowering culture that we are trying to feed down’
Interviews also indicated that there is a consultative approach to decision making and feel
their contribution makes a difference with examples such as the restructuring of teams,
changes to care plans and ‘Direct Access’. This was supported by the on-line assessment
with 84% positive responses in ‘I participate in decision making with others in my
organisation’ with 73% agree/strongly agree.
Through interviews and looking at organisation charts, examples of improvements that have
been made to the way the organisation manages and develops people. One of the Services
only had a Service Delivery Manager to manage the teams, with all the changes occurring in
the sector it was decided to strengthen the management team by bringing in a team leader
role and Practice Lead to provide additional support and development to the team. This has
worked well and helped to improve morale.
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‘the mood was so flat, the restructure has made a big difference, we have got the passion
back’
‘we are involved in decision making’

Another improvement is the introduction of Practice Leads to identify gaps in knowledge and
skills and to design and deliver learning and development to address the gaps e.g. steroid
awareness, motivational interviewing. In addition, the Advanced Social Worker Practitioner
Role has been introduced to help develop trainee and newly qualified social workers as
there is a need for more of these to deliver the service.
The annual staff survey is used to monitor and understand people’s views on how they are
managed and developed. In terms of line management and leadership there has been an
increase from 85.4% to 91.3% over the past 3 years. And effectiveness of training from 92%
to 95.2% over the past 3 years and creation of a learning environment from 74.1% to 94.2%.
Results are analysed and included within the Work force development plan and are used to
inform an action plan for the forthcoming year e.g. for 2016/17 A comprehensive
Professional Map and Academic Pathway will be produced.
The Employee Works Group which was part observed, included an organisational update by
the CEO, with minutes taken to circulate to staff. It was initially set up to aid communication
and allow staff to bring anything to the table. In interviews, staff were aware of the group
with some having attended in the past. However, there appeared to be no requirement to
feedback to their teams and there appeared to be a lack of clarity of what the meetings were
for.
In the on- line assessment there was a 92% positive response to ‘I am trusted to make
decisions in my role, with 74% agree/strongly agree. This was backed up by interviews with
staff feeling supported to make decisions and felt they had been involved in establishing and
clarifying the level of decision making with their managers during induction and supervision.
This is linked to clear bandings/ pay grades. E.g. seniors work with most complex clients,
case managers, less complex and recovery workers, non-complex. Staff were also clear
about the action they could take with clients and when they needed input from line managers
e.g. care plans and risk assessments.
‘I’ve been trusted to get on with the job in hand’
‘they are happy for me to make decision within my remit’
‘definitely, trusted to make decisions, if I am unsure I will ask if it is above my pay grade’

Given the evidence provided ADS meet the Established Performance level for this indicator.
Development points:
 With the potential to increase the number of locations for service delivery review
the remit and agree terms of reference for the Employee Works Group to ensure
it is clear what the meeting is for as it appears to have lost its way. I.e.is it a
forum for the CEO to provide an organisation update or is it a consultative group
to bring ‘opportunities’ / points requiring clarification to the table for discussion?
To ensure the meeting is effective there should be a requirement for individuals
who attend, to feedback to their peers the outcomes of the meeting.
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Indicator 4: Managing performance

The high ratings of this indicator in the on line assessment indicate that there is a strong
emphasis in Managing Performance. 86.5% of responses were agree or strongly agree.
Against the UK industry benchmark score of 5.72, a 6.22 against this indicator puts the score
above the national benchmark.
In terms of setting objectives, the on line assessment response is 87% agree/strongly agree
for ‘my organisations success is reliant on all of us achieving our individual objectives and
87% agree/strongly agree ‘I set my objectives with my line manager’.
Objectives are agreed during the appraisal process. This is an electronic process on the HR
database with an example of a completed appraisal seen whilst looking through the
database.
One of the organisation metrics is % of appraisals completed which for 2015/16 was
95.44%.
Interviews indicated that staff understood the need to overcome barriers to recovery and
achieve a positive discharge by having good care plans and risk assessments and ensuring
TOPs are completed. Objectives are reviewed through the Supervision process. The
objectives relating to Positive Discharges are linked to national targets. These are felt to be
stretching as staff are working with individuals on their recovery journey and some may take
longer than others to get there. Staff are also working with increasing number of clients and
are having to look at different ways of working with them to achieve the targets.
In terms of encouraging high performance, the on-line assessment 87% agree/strongly
agree ‘I am encouraged to achieve high performance’. Interviews confirmed that staff
understand the performance process and line managers have open and honest
conversations about performance, discussing what they do well but also what could be
improved. E.g. time management; care plans.
‘open and honest, if I need to improve something they will tell me’
In terms of measuring and assessing performance the on-line assessment 85% of
responses were agree/strongly agree to ‘my performance is reviewed regularly’. Interviews
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confirmed that appraisals and supervision were used to give feedback on performance. In
addition, it was observed that whiteboards were used along with specific data monthly
keyworker dashboards seen were being used to give feedback to individuals and teams on
performance against targets.
Interviews indicated that feedback is provided if staff are not behaving in line with the values
from observation and supervision. However, there is currently no formal assessment as part
of the appraisal process of staff behaviours against the values.
Given the evidence provided ADS meet the Developed Performance level for this indicator.
Development Points:
 Consider including within the appraisal process an assessment of behaviours
against the values. This will help to not only further embed the values but also
ensure that performance is based not only on achievement of objectives and
targets but also on how the values are being demonstrated.
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Indicator 5: Recognising and rewarding high performance

The ratings of this indicator in the on line assessment indicate that Recognition and Reward
is less positive than previous indicators with an overall 69.5% positive response. Against the
UK industry benchmark score of 5.15, a 5.18 against this indicator puts the score on par with
the national benchmark.
The Work Force Development Plan outlines the reward strategy e.g. Annual cost of living
rise, loyalty scheme which provides additional annual leave for longevity of service and the
employee health scheme all of which is to promote staff retention and ‘care’ for the staff.
Recognition includes the annual conference, team away days and Awards. Interviews
confirmed that staff know how they are recognised and rewarded both as individual and
teams e.g. Top of the Tops, which provides friendly competition and is seen as a motivator,
Checkout - 10 minutes at the end of the day to talk about the positives that have happened
and career progression. Interviews also identified that in the main staff feel appreciated for
the work they do, with thankyous received from line managers and peers, which is reflected
in the on-line assessment overall positive response ‘I feel appreciated for what I do’.
Appraisal documentation seen indicated the rating process with an incremental salary
increase linked to the achievement of objectives and best performer practice to recognise
higher levels of performance. Interviews confirmed the rating process, however, there were
some concerns expressed around once an individual has reached the top of the pay scale
that there is no additional pay for being a ‘best performer’. This has led to a less positive
response for the on-line assessment ‘I/ my team receive higher levels of recognition and
reward for higher levels of performance and I/ my team are consistently recognised when we
exceed expectations. In addition, staff who have TUPEd across from the NHS although, they
keep their current terms and conditions, there were some concerns expressed if they go for
promotion they will not benefit from a higher salary as ADS salaries are lower than those of
the NHS. There is recognition that there are constraints on the organisation as a charity
facing significant budget cuts and this is perhaps reflected in the less positive response to’
my organisation has a flexible approach to recognition and reward’.
Given the evidence provided ADS meet the Developed Performance level for this indicator.
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In terms of development as ADS is looking to deliver the Services in a wider geographically
area in order to achieve its ambition, consider the following:



Reviewing the reward process linked to the appraisal. Along with financial
incentives is there an opportunity to provide more emphasis on recognising
potential for progression using e.g. the 9 Grid Performance and Potential matrix
( http://www.hr.uct.ac.za/hr/performance/management/pass/performance_potenti
al ) . This could also provide an HR metric around the % of staff star with
potential.
 Consulting with staff on how they would like to be recognised and rewarded both
individual and as teams / financial and non-financial to provide a more flexible
approach to meet individual motivations. Is there a role for the Employee Works
Group.?
 Including the Recognition and Reward strategy within the employee handbook so
as new staff come on board they are aware of the criteria for being recognised
and rewarded.
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Indicator 6: Structuring work

The ratings of this indicator in the on line assessment indicate that there is a strong
emphasis on Structuring Work with an overall 93.5% positive response with 75.25% agree
/strongly agree. Against the UK industry benchmark score of 5.7 a 5.96 against this
indicator puts the score above the national benchmark.
Interviews identified that staff have job descriptions and were aware of their accountabilities
and decision making responsibilities to both the team and the client with clear bandings/ pay
grades identified. E.g. seniors work with most complex clients, case managers, less complex
and recovery workers, non-complex. Staff were also clear about the action they could take
with clients and when they needed input from line managers or multi-disciplinary meetings.
Job descriptions seen, clearly outline accountabilities. In addition, whenever there are
changes to service delivery or restructuring, job descriptions are reviewed. At one location a
Team Leader role and Practice Lead were introduced to the structure to provide additional
support to the Service Delivery Manager and take day to day accountability for the staff. In
addition, an Advanced Social Work Practitioner role has been introduced to be accountable
for Social Worker Placements and newly qualified Social Workers in their Assessed and
Supported Year in Employment (AYSE)
‘there is a much clearer structure’
‘I have been supported to move up in my role’
In the on-line assessment 93% positive response was received on ‘My work is interesting
and uses my skills and capabilities with 84% agree/ strongly agree. This was confirmed in
interviews with examples where staff had been able to indicate the client group they were
interested in working with ‘to get the passion back’.
In the on-line assessment there was a 96% positive response to ‘my role is structured to
allow me responsibility’ with 74% agree/strongly agree.
The introduction of the new Community Integration Model has required the restructuring of
teams to be based in local communities to take the service out to the clients and provide it in
an environment they are used to.
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Interviews identified that policies and practices support staff to make decisions. Examples
were provided of staff developing process maps to share with colleagues to help them make
decisions with clients. The organisation has ISO90001 with quality procedures in place for
staff to follow. Practice Leads at the Practice Forum work together to ensure that practice is
standardised across the organisation.
‘Practice Forum is a good way of standardising practices and processes across ADS’
HR Policies and procedures seen in the staff handbook and intranet outline accountabilities
and decision making authority of staff, managers and senior management. The HR
Database allows staff to decide when to take leave, as they can see when other team
members are away, so they can ensure that there is sufficient cover within the team.
The national drug strategy has moved from one of controlling addiction to focusing on
recovery so services are delivered in partnership, with ADS staff providing the psychosocial
interventions and NHS clinical staff providing any medications. These multi-disciplinary
teams allow information and expertise to be shared across the service. In addition, Practice
Leads from each of the services meet at the Practice Forum to share practice and identify
any emerging trends which may result in an organisational development need e.g. steroid
awareness and group work. Each Practice lead has an area of specialism so can design
and deliver training across the organisation. In interviews staff talked about how operational
and team meetings are also used to share information and expertise with examples provided
of how it had been used to develop group work and pods to work more effectively with
clients and manage ever increasing caseloads. In interviews it was also identified that staff
are encouraged as part of their development to go to another service to share information
and expertise.
Some managers interviewed had worked in different services in other locations so were able
to share experiences with their teams. The organisational structure/ bandings show career
paths e.g. recovery worker, case manager, senior case manager and team leader. Some
staff interviewed talked about limited opportunities currently within the team for progression
although they did talk about opportunities that may become available as the organisation
grows and if they are prepared to work in different locations.
Observation of the employee work group showed that information and expertise was being
shared by the CEO with input from attendees. Minutes were being taken so the information
could be shared with all staff across the organisation. Minutes from a previous meeting were
also seen. Interviews with staff indicated that staff were aware of the minutes on the
intranet.
In the on-line assessment there is a 96% positive response to ‘our roles are structured to
enable us to work well together’ with 72% agree/ strongly agree.
Given the evidence provided ADS meet the Established Performance level for this indicator
Development points:
 Consider developing formal career pathways to clarify the capabilities staff require to
progress i.e. from Recovery worker to Case Manager, to Senior Case Manager, to
Team Leader. This would help them to make informed decisions around their career
aspirations and development
 Consideration could be given to recording the number of internal promotions / lateral
movements within and across Services to measure whether there are increased
opportunities to help staff develop the skills and capabilities for progression as the
organisation grows. In addition, there could be a metric around the number of staff
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who have achieved ‘professional qualifications’ whilst working for ADS e.g. Social
work degree or counselling qualifications. This information could be used as part of
the recruitment process to show that there are clear career pathways for staff to
develop and grow within ADS.
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Indicator 7: Building capability

The ratings of this indicator in the on line assessment indicate that Building Capability is less
positive than other indicators. Although, there is an overall 81.2% positive response, only
60% agree/strongly agree. Against the UK industry benchmark score of 5.58, a 5.44 against
this indicator puts the score below the national benchmark.
The on-line assessment indicted 94% positive response to ‘I develop my capabilities to
reach my full potential’ with 72% agree/strongly agree.
Interviews identified that personal development plans are produced during appraisals along
with discussions around career aspirations. Development conversations are also
undertaken during supervision, particularly if any areas for improvement are identified e.g.
improving case notes and understanding of performance enhancing drugs. Interviews also
indicated the amount of learning and development undertaken e.g. shadowing; personal
research; conferences; CERTA qualifications; team away days and meetings.
‘I have never been in a job where so much training is offered’
The Practice Forum is used to identify gaps and provide learning and development
opportunities in line with the objectives. For example, the move towards a Recovery Model
has required more psychosocial interventions to overcome barriers. This has required the
recruitment of staff with psychology or social work backgrounds who may not have
experience in Drug and Alcohol addiction so they undertake level 3 in Drug and Alcohol
Awareness. Other staff have been trained in Motivational Interview Techniques to support
clients on the road to recovery. There is a CERTA steering group who develop and arrange
accreditation of internal training courses e.g. Group skills as it has been identified that group
work with ‘peers’ can support client recovery. THE HR Database is used to monitor
mandatory training e.g. health & safety and safeguarding
The annual Conference was used to communicate development opportunities e.g. training in
Novel Psychoactive substances and Steroid Awareness along with clarifying the
requirements to be classed as a Counsellor. E mails are also sent advising staff of the
development available. In interviews it was clear that staff were aware of the development
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opportunities and had taken them up e.g. ‘acting up’ to develop capabilities in a more senior
role and discussions with the Workforce Development Manager on suitable qualifications
and roles.
The appraisal process is used to identify best performers and match this with discussions
around career aspirations to identify staff with the potential and desire to progress. In
interviews staff described how e mails were sent on any vacancies coming available and
they had the opportunity to put in an expression of interest.
The on-line assessment indicated an 87% overall positive response to ‘my organisation
believes that it is important we learn and develop capability, (71% agree/strongly agree) but
there was a less positive response with 76% overall positive response to ‘I have every
opportunity to grow my capabilities to be the best I can be’ (49% agree/strongly agree).
This was explored though interviews and it was highlighted that one of the Services came on
board from the 1st April. The focus has been on staff being TUPEd across from the NHS and
ensuring the structure and teams are in place to deliver the Service. Although development
has been undertaken and support provided to put new skills and knowledge into practice,
this may have not been as structured as it could have been and staff are still getting to grip
with their roles. There were also comments around increased use of social media to
communicate with clients, with staff feeling they would like more training in this area.
In interviews the recruitment process was explored. Staff are made aware of recruitment
opportunities by e mail and via the intranet. Those that are interested can put in an
expression of interest. Jobs are also advertised externally through local papers and the
website with an on-line application process. Adverts used to be done in word but now
InDesign computer software is used to make them look more professional. Job descriptions
and specifications are reviewed prior to being advertised. Panels are used to undertake the
interviews with a scoring process used to ensure a consistent approach.
‘everyone is treated the same – even handed’
In the main newly recruited or promoted staff felt that the process was fair, efficient and
effective. There was an example of an individual who was not successful the first time
around, receiving feedback and being successful the second time.
The on - line survey results on ‘people are selected for roles in my organisation based on
their proven capability’ were less positive with 13% somewhat disagree and 12% disagree/
strongly disagree. This was explored during interviews and it was established that in the
Service where staff had recently been TUPEd across to ADS, some people had not been
given their preferred role and there was also a perception that selection was based on how
well an individual interviewed as opposed to their capability. This was due to some people
who had been doing the job for a long period of time, not being selected. It was felt that the
process was stressful as there were less jobs than people and it hadn’t helped that
interviews had been conducted on-site with a large panel, so colleagues could see who was
coming in and out of their interview, with some in tears as they felt they had not done very
well.
Discussion with managers involved in the process identified that a panel had been used to
ensure fairness and although feedback had been available for those that were unsuccessful,
not many had taken this up. In addition, it was also identified that the increased focus on
psychosocial interventions has required a change in skill sets with more staff needing either
a social work or psychology qualification, which some of the longer serving staff do not have,
so this can limit their opportunities for progression within ADS.
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In terms of resource planning, there is a shortage of social workers, so placements are
offered to those in training and AYSE is provided for newly qualified social workers. An
Advanced Social Worker Practitioner role has been introduced to support social workers.
There are also opportunities for staff to be supported to undertake a part-time Social Work
Degree through the Open University so the organisation ‘can grow their own’.
It has also been identified that as the workforce grows there is a need to increase HR
support so there are plans to recruit an administrator to support the Workforce Development
Manager.
Interviews also identified that there are opportunities for staff to ‘act up’ to develop the skills
and capabilities needed for progression e.g. Service Delivery Manager is retiring so Team
leader will ‘act up’. Case managers ‘acting up’ to cover for maternity leave. The age profile
metrics are used to identify staff who could be looking to retire over the next few years to
ensure continuity of service for clients.
Given the evidence provided ADS meet the Established Performance level for this indicator
Development points:
 As the organisation is bidding for more contracts which require staff to be TUPEd
across if successful, consider gaining feedback from staff who went through the TUPE
process, on what worked well and what could be improved with the recruitment
process to increase the positive responses around staff being recruited on proven
capability. In addition, consider the merits of using assessment centres to support the
selection of staff.
 As the values are important to ADS, consider reviewing the recruitment process to reenforce the values at every stage of the process including values based interviewing
and assessment.
 Consider, introducing a more structured approach to delivering training on social
media to support staff to work more effectively with clients.
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Indicator 8: Delivering continuous improvement

The ratings of this indicator in the on line assessment indicate that there is an emphasis on
Delivering Continuous Improvement with an overall 84% positive response with 64% agree
/strongly agree. Against the UK industry benchmark score of 5.39 a 5.58 against this
indicator puts the score above the national benchmark.

Interviews identified that discussion around the impact of learning and development is
discussed as part of the supervision process with additional support provided, if required to
improve performance e.g. care plans and case notes. In addition, observations and audits
are also undertaken to identify improvement to feed back into team meetings e.g. introducing
strategies and tools to support psychosocial interventions and training on Motivational
Interviewing Techniques.
The Practice Forum identifies gaps in knowledge and understanding and will design and
develop training courses such as understanding Performance Enhancing Drugs and utilise
the expertise of staff. Externally, the organisation works with CERTA to gain accreditation
for the training. It is also using information from Skills for Care e.g. leadership qualities
framework; the General Social Care Council to implement the code of conduct for social
workers and the AYSE. Other external sources include tapping into the training offered by
the NHS trusts it works in partnership with and. the local universities to offer placements and
keep up to date with new ideas.
The on-line assessment indicates an overall positive response of 91 % with ‘I look for
improvement ideas from within and external to my organisation. Interviews confirmed that
staff undertake research on new ideas to enhance the service e.g. Breaking Free on -line
support; Hierarchy audits; Move Masters; developing a programme of activities linked to the
five ways to well-being.
From interviews it was identified that the CEO is seen as being very good at understanding
what is happening within the ‘recovery’ arena and educates commissioners who have limited
understanding of addiction to look at things in a different way.
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Interviews identified that restructuring of teams though involving staff in choosing their
preferred client group, introduction of a clearer line management structure to provide support
to teams and additional learning and development to focus on recovery had paid off with a
significant increase in Positive Discharges last year as opposed to the previous year. In
addition, it was felt that there was improved morale and ‘passion within the team reflected in
reductions in staff sickness and increased retention.
Although, a new Service has just come on board significant investment was made in
developing the structure and roles to implement a community based recovery model. In
addition, recruitment and ongoing development of staff was required to get the Service up
and running from the 1st of April. Three hubs have been set up which enables clients to be
seen in their local community as opposed to having to come into the centre of Doncaster.
Although, it is early days, there is a general feeling that the approach is working with positive
discharges starting to be achieved.
Development has also been undertaken on TOPs with discussions around how to reduce
those that are overdue as this impacts on contract outcomes. A key worker dashboard has
been introduced to monitor individual/ team performance with a reduction in the numbers
that are overdue and Top of the TOPs to create friendly competition and acknowledge staff
who are preforming well in this area.
In terms of overall organisational impact, ADS has managed to retain 3 out of 4 of its
contracts despite increased competition and won a new contract in the Doncaster area due
to the involvement of staff in developing the community based recovery model. This model
will be used in all future bids to support the growth and work towards the ambition.
In the on-line assessment indicated an overall 80% positive responses to ‘I am responsible
for improving the way we do things’. This was confirmed in interviews with staff providing
examples of how they contribute to improving their performance and the ways of working
e.g. development of process maps; more accurate care planning; introduction of different
groups and pods.
Less positive responses were received in the on line assessment ‘I can experiment without
feeling worried about making mistakes with 11% somewhat disagree and 9%
disagree/strongly disagree. In interviews there was some feedback around the word
‘experiment’ in the question as you cannot experiment with people’s lives. In addition, there
were a number of examples where staff had introduced different groups and pods to try out
new approaches and share successes with colleagues. There was also evidence of learning
from mistakes e.g. care planning and the duty rota with staff encouraged to fill in forms every
time there is a mistake or near miss e.g. prescribing and safeguarding. There was some
feedback that in the past learning outcomes from this used to be communicated, however,
this doesn’t appear to have happened more recently. There was also some feedback that in
some of the longer running services, with staff that had been there for some time, there was
a reluctance to try out new approaches.
The vision of the ADS talks about services being innovative and an annual award is linked to
this. Interviews confirmed that individually and in teams staff are encouraged to come up
with new ideas, demonstrated as mentioned previously for group work and pods. The
Practice Forum has representatives from each of the Service and they work together to
come up with new ideas for development activity. It was also evident from interviews that
some staff are passionate about innovation and are happy to volunteer new ideas.
Given the evidence provided ADS meet the Established Performance level for this indicator.
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Development points:




Consider how best to communicate successes and learning outcomes from
audits and mistakes/ near misses. Is this something the Practice Forum
could take forward.?
Consider, introducing a metric/ around generating new ideas/ approaches for
individual /teams to be able to monitor how teams are embracing innovation/
introducing new ideas. This could be linked to the innovation award.
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Indicator 9: Creating sustainable success

The ratings of this indicator in the on line assessment indicate that there is an emphasis on
Creating Sustainable Success with an overall 81% positive response with 64.75% agree
/strongly agree. Against the UK industry benchmark score of 5.55 a 5.9 against this
indicator puts the score above the national benchmark.
The annual Conference was used to communicate future priorities and involve staff in the
development of the 2016-21 Strategic plan (notes and presentation slides seen). Exercises
were undertaken to identify three things ADS should do and three things it shouldn’t do
moving forward. Ongoing feedback and input is through operational meetings, with updates
provided at Employee Work Group Meetings. Interviews with staff confirmed they
understood the future priorities e.g. offering the Recovery Model in wider geographical areas
such as Rotherham and CQC registration to support the growth of the organisation whilst still
offering a quality person centred service. Interviews identified that short-term planning is
undertaken through team meetings and supervision e.g. Open days for the Hubs and target
setting. Progress against short and long term plans was seen in various performance
dashboards.
The on-line assessment indicated an 89% positive response to ‘my organisation has a plan
for the future to ensure continued success with 73% agree/ strongly agree.
The on line assessment also indicated an overall positive response on ‘my organisation is a
great place to work and has a bright future’ (56% agree/ strongly agree). Most of the staff
interviewed were very positive about the organisation, however, there were a few who were
less positive and this was mainly down to the need for additional support in current roles as
per development areas identified previously in this report.
Interviews confirmed that change is a constant within the organisation. The CEO is seen as
being good at keeping abreast of changes and communicating these to staff. If something is
not working well it will be changed e.g. care plans; Duty Rota and late night clinics with team
meetings seen as the main mechanism for communicating change. Interviews also
confirmed that the implementation of the new Service and the impact on staff as a result of
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the re-structure and TUPE started to be communicated around six months prior to the
change, with regular updates at team meetings.
‘if something doesn’t work you can change things to make it work’
Examples of the benefits of change included one of the Services was not meeting targets
and this was impacting on sickness, retention and morale, so restructuring of teams was
undertaken, as mentioned previously in the report, with a significant increase in Positive
discharges, reduction in sickness and increased retention.
The change to the Recovery Model, making it more community based, led to being awarded
the contract for Doncaster. Changes to other Services along with a reduction in funding
enabled the organisation to retain 3 out of the 4 contracts. The loss of the contract in North
Lincolnshire to one of the competitors has been openly communicated to staff.
Practice Leads champion change and support other staff through training.
On-line assessment indicates an overall 91% positive response to ‘my organisation
embraces change to create a sustainable future (69% agree/strongly agree).
Interviews identified that the organisation works very much in partnership, with the new
service being much more community based to meet the needs of clients. Examples were
provided of taking a more holistic approach to recovery working with a wide range of
agencies including GP’s, Youth offending teams, police, salvation army, care plus Group and
NHS Trusts. The CEO is working closely with new commissioners to help them understand
the needs of individuals with addiction so that services can be tailored to meet these needs.
Open days are being held in the community hubs to help the local community understand
the work of the Service.
The change of the national drug strategy from one of administering methadone to control
addiction to the ‘recovery model’ has increased the need for more psychosocial
interventions. This has increased the diversity of the workforce to include people from
different backgrounds with different knowledge and specialisms working in multi-disciplinary
teams e.g. psychology, social workers, counsellors, mental health, CBT and people who
have been in recovery themselves. Interviews indicated that the workforce is diverse.
On an annual basis diversity data is analysed and summarised within the Workforce
Development Plan. There is statement that ADS is broadly representative of the local
population.
The on-line assessment indicates a 98% positive response to ‘a positive relationship with the
community is key to my organisations success. (82% agree/strongly agree). In interviews it
was clearly evident that staff understand the relationship between ADS and the wider
community and there was some evidence of the impact it is having on the communities it
serves with an increase in positive discharges. However, the new service offering the
Community Reintegration Model is still being mobilised and although outcomes are starting
to be achieved it will be at least a year before the organisation can demonstrate a positive
impact.
Given the evidence provided ADS meet the Established Performance level for this indicator.
Development points:
 Although there is evidence of the benefits of change being measured and captured in
various reports with successes and failure openly communicated, consider including
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these in the annual report to provide an overall summary of changes made and the
benefits.
 Consider using the on-line assessment survey on an annual basis as a measure to
establish if year on year improvements are being seen in results as a result of
improvements implemented. E.g. my organisation is a great place to work and has a
positive future.
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Implications and Recommendations
Firstly, I would like to thank the staff who participated in the assessment process, both those
who completed the on-line assessment and those who took part in interviews. The results
and comments have helped to inform the strengths and areas for development that are
summarised in this section. It is hoped that the recommendations will help ADS continue to
build on a firm foundation and fully integrate its people practices into the heart of the
organisation as it works towards its ambition of ensuring sustainability by growing the
turnover to £10m over the next three years.
There is a clear vision, values and strategy with strong emphasis placed on working in
partnership to providing a holistic approach to recovery. This has required a change in skills
sets due to the introduction of more psychosocial interventions with the workforce
development plan identifying the capabilities required and these being developed through
the Practice Leads and Advanced Social Work Practitioner roles.
Staff are led, managed and developed in line with the values and are engaged in living the
values particularly in the way they work with their clients. There is an alignment between the
organisations values and their own values which makes them want to work for ADS. Staff
feel empowered to make decisions when working with their clients and are encouraged to
come up with new and different ways of working with them. There have been opportunities to
work with different client groups to not only make the work more interesting and varied but
also to further develop their capabilities.
The Aspire Community Reintegration Model has been developed and recently implemented
and although results are starting to be seen it is too soon to evaluate the impact it is having
on recovery and positive discharges. Moving forward, this is the model that will be used in
bids to provide Services in other geographical areas to support the growth and sustainability
of the organisation. To successfully deliver the Service there will be a need to recruit,
develop and retain staff to ensure the organisation has a ready, willing and able workforce,
with the capabilities to deliver the model.
In terms of recruitment it is imperative that the organisation continues to recruit staff at all
levels who can live the values and behaviours and that the process is seen as effective,
particularly relating to TUPE. By gaining feedback from those who have been through the
TUPE process on areas for improvement and by introducing values based interviewing and
assessment this will help to overcome the less positive responses on the recruitment
process in relation to staff being selected for roles based on their proven capability.
Once recruited, it is important that new staff are given the information and development to
undertake their roles effectively:
 For line managers this would involve further defining and developing leadership
capabilities in line with the values, introducing a structured process for reviewing the
effectiveness of managers against the capabilities to identify development needs
including development relating to HR policies and practices. This will help to improve
the positive responses around having great leaders and being given every
opportunity to grow capabilities to be the best they can be.
 For all new staff to have an induction which re-enforces the vision, values and
behaviours along with an assessment at the end of the probationary review to
demonstrate they have adopted and live the values. This will help to ensure that the
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client remains at the heart of everything you do and shape the way the organisation
operates at all levels.
In terms of staff retention, engagement and motivation to overcome the less positive scores
relating to recognising and rewarding high performance:
 Review the financial reward linked to appraisal and increase the emphasis on
recognising potential for progression and demonstration of values instead of just
focusing on the achievement of objectives. This will help to recognise staff for their
behaviour as well as their performance.
 consult with staff on how they would like to be recognised and rewarded to inform the
Recognition and Reward strategy to ensure that they feel motivated to perform at
their best
In addition to the above points the following are a summary of the development points within
this report:
Opportunities for Improvement

Benefits leading to higher performance

The timing of the Annual Conference
enabled the sharing of vision and
objectives, particularly, with new staff who
had joined from the beginning of April.
However, as the organisation plans to bid
for new contracts and staff will be joining
throughout the year, consider developing a
‘corporate’ induction to re-enforce the Vision
and objectives.

This would continue to ensure that as the
organisation grows new staff understand
what the organisation wants to achieve and
how it plans to get there.

In addition, the ‘growth’ will potentially
provide opportunities to recruit more ‘line
managers’. Therefore:
 Define and develop future leadership
capabilities in line with values.
 Introduce a more structured process
for reviewing the effectiveness of
managers against the capabilities
 Introduce a more structured
induction for the ‘line management’
role to include HR practices and
processes and relevant development
to apply these.
With the potential to increase the number of
locations for service delivery review the
remit and agree terms of reference for the
Employee Works Group to ensure it is clear
what the meeting is for as it appears to have
lost its way. I.e.is it a forum for the CEO to
provide an organisation update or is it a
consultative group to bring ‘opportunities’ /
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This could further improve the confidence
staff have in the leadership and
management capabilities and ensure that
managers have the capabilities to meet
future challenges.

This will provide a more consistent
approach to participate in decision making
and feel their contribution make a
difference.

points requiring clarification to the table for
discussion? To ensure the meeting is
effective there should be a requirement for
individuals who attend, to feedback to their
peers the outcomes of the meeting.

Consider including within the appraisal
process an assessment of behaviours
against the values. This will help to not only
further embed the values but also ensure
that performance is based not only on
achievement of objectives and targets but
also on how the values are being
demonstrated.

This would help to further ensure that the
values are lived and breathed and helped to
demonstrate that staff are doing the right
things in accordance with the values and
not necessarily the easiest or most
convenient thing.

Reviewing the reward process linked to the
appraisal. Along with financial incentives is
there an opportunity to provide more
emphasis on recognising potential for
progression using e.g. the 9 Grid
Performance and Potential matrix
( http://www.hr.uct.ac.za/hr/performance/ma
nagement/pass/performance_potential ) .
This could also provide an HR metric
around the % of staff star with potential.

This would help to ensure that the approach
taken to recognising and rewarding people
is flexible and tailored to meet individual
motivations.

Consulting with staff on how they would like
to be recognised and rewarded both
individual and as teams / financial and nonfinancial to provide a more flexible approach
to meet individual motivations. Is there a
role for the Employee Works Group.?
Including the Recognition and Reward
strategy within the employee handbook so
as new staff come on board they are aware
of the criteria for being recognised and
rewarded.

Consider developing formal career
pathways to clarify the capabilities staff
require to progress i.e. from Recovery
worker to Case Manager, to Senior Case
Manager, to Team Leader. This would help
them to make informed decisions around
their career aspirations and development
Consideration could be given to recording
the number of internal promotions / lateral
movements within and across Services to
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This could be used to support recruitment
and retention and succession planning
within the organisation

measure whether there are increased
opportunities to help staff develop the skills
and capabilities for progression as the
organisation grows. In addition, there could
be a metric around the number of staff who
have achieved ‘professional qualifications’
whilst working for ADS e.g. Social work
degree or counselling qualifications. This
information could be used as part of the
recruitment process to show that there are
clear career pathways for staff to develop
and grow within ADS.

Consider, introducing a more structured
approach to delivering training on social
media to support staff to work more
effectively with clients.
Consider how best to communicate
successes and learning outcomes from
audits and mistakes/ near misses. Is this
something the Practice Forum could take
forward.?
Consider, introducing a metric/ around
generating new ideas/ approaches for
individual /teams to be able to monitor how
teams are embracing innovation/
introducing new ideas. This could be linked
to the innovation award.

Although there is evidence of the benefits of
change being measured and captured in
various reports with successes and failure
openly communicated, consider including
these in the annual report to provide an
overall summary of changes made and the
benefits.
Consider using the on-line assessment
survey on an annual basis as a measure to
establish if year on year improvements are
being seen in results as a result of
improvements implemented. E.g. my
organisation is a great place to work and
has a positive future.

Page 42 © Investors in People

This would enable learning to be shared
across the organisation.

This would help to measure how passionate
staff are about innovation and volunteering
new ideas.

This would help to ensure that change is
seen very much as business as usual and
staff can recognise the importance of
change to ensure the sustainability of the
organisation.

This could be used to identify metrics to
support evidence at the advanced/ high
performance level.

Next Steps and Key Dates
A meeting has been agreed with the Chief Executive and Workforce Development Manager
on 1st September 2016. The purpose of this meeting will be to discuss the findings in this
report and agree an action plan for continuous improvement
As highlighted in the table below, the Investors in People Practitioner will return to ADS in
twelve months to conduct a review in July 2017 and again for a twenty-four months review in
July 2018. The scope and objectives for the review will be agreed each time in advance,
leading to the full Standard review in July 2019.
Accreditation
date
21 July 2016

12-Month Review
21 July 2017
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24-Month Review
21 July 2018

Accreditation Expiry
21 July 2019

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

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

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

Advanced

Note: Lowest theme level dictates final indicator outcome

Established

Final outcome against 27 themes

Developed

Annex 1: Assessment outcome table

