
From the start, capturing detailed information using Covalent proved 
to be far easier than Pennaf had anticipated.  Creating a structured 
action plan helped them to achieve implementation quickly and 
simply.  

Covalent provided the templates to create PIs, actions and risks before 
the Housing Group purchased the system so they began by setting 
these up.  Within 2 days of receiving System Administrator training 
Pennaf had set up 1200 PIs and within 5 days they had populated them 
with data and tested that all the formulas were working correctly.

As soon as the order to buy the system was sent to Covalent the 
software was available to Pennaf .  Covalent is a hosted system, so 
there was no lengthy and expensive implementation and no impact 
on the organisationõs very busy IS department.  Users can log in 
anywhere they have internet access, and members of PennafõsSenior 
Management Team are able to work from home.  

Implementing Covalent

The Pennaf Housing Group selected Covalent as its corporate performance management solution in April 2007.  

Following implementation and training, Covalent was rolled out across the organisation. 

Covalent has exceeded Pennafõs performance management aims and has proved an invaluable tool for the Housing 

Group.  The structure and discipline provided by the software has resulted in a more robust approach to performance 

management and significantly enhanced the Groupõs performance management culture.
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Our performance management aims
ôWe wanted to strengthen our reporting capabilities and make the transition from historic performance reporting to 
proactive performance management.  By providing early warning of falling performance to the right person at the right 
time, we could focus performance management action where it is needed and improve the outcome. 

ôThe first step to improving performance is knowing how well we are performing now so we wanted a system which would 
provide complete visibility of current performance and performance trends.  Although performance reporting to senior 
management and the Board was sufficient to prompt the right questions to be asked, reporting at manager, team leader 
and individual level was not sufficiently developed to easily provide the answers. We needed the ability to drill down from 
a top level overview of performance and to quickly identify and rectify areas of poor performance. Performance of 
individuals in the same activity varies considerably so we wanted a system that would help us to understand the reasons 
for these variances and help us set appropriate targets.  Furthermore, we wanted to strengthen our ôGolden Threadõ - the 
link between the Group's vision, high -level objectives and individual objectives.

ôBefore purchasing the software, we made some independent enquiries with existing Covalent customers.  They were 
delighted with the system and with the service provided by Covalent.  In fact their endorsements of Covalent made us 
confident that we werenõt just buying a system; we were identifying a partner to work with.

ôWe chose Covalent because we knew that it had the functionality to allow us to achieve our aims.  It is graphically rich, 
intuitive and simple to use. This was important because we aimed to role it out to all our staff as the tool to manage their 
own objectives.  Moreover it was good value for money.õ

Brian Wooster, Business Improvement Manager, Pennaf Housing Group

The results
ôCovalent has allowed us to accomplish all the things we wanted to achieve and more besides.  Using the software has 
highlighted gaps in our approach and we have now developed a much stronger performance management process as a 
result.

ôWe bought Covalent because we thought it was the best tool to help performance management across the Group and 
this is proving to be the case. Covalent brings structure and discipline to performance management. A key and 
unexpected advantage has been that the implementation process has highlighted several areas where our performance 
management was not as good as we thought it was. Addressing these weaknesses has helped us develop a more robust 
performance management framework.õ

Brian Wooster, Pennaf Housing Group
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ôImplementing Covalent helped us to realise that we 
were not as good at action planning as we thought.  

ôAs an organisation we produce lots of action plans, 
but when we tried to input them in to Covalent we 
found they were not very SMART. We tended to 
monitor activity rather than outcomes,  resource 
planning was limited and actions either complete or 
not complete.  

ôWe recognised that Covalentõs ability to monitor 

how complete actions are was a big step forward. 
We understood that progress at project level was 
driven by the weighting and percentage complete 
at leaf and milestone level. We considered using 
percentages for leaf level action and milestone 
weightings but quickly realised that using the 
estimated number of person days to complete the 
task would provide some basic capacity planning. It 
would also take account of the relative size of 
different projects.õ

Brian Wooster, Pennaf Housing Group

Improving capacity planning

ôCovalent has improved the discipline and structure of our performance 
management processes

ôTo use one example, we wanted to mainstream our risk management, to 
determine and to mitigate risks, and to link them with our relevant action plans 
and PIs.  When we uploaded our risk plans onto Covalent, we found that there 
were a number of weaknesses to our current approach.  Covalent systematically 

highlighted a number of areas that didnõt ôfitõ and we were able to make 
positive improvements to our risk management approach as a result.õ

Brian Wooster, Pennaf Housing Group

Mainstreaming our risk management approach

ôUsing Covalent helped us to identify that our approach to target setting was too simplistic.  As a result we have 
developed new target setting methodologies in key areas.

ôFor example, we used to set rent arrears percentage targets and this was then applied universally to all housing 
offices.  In reality, however, housing patches can have very different management issues and required targets that 
reflect those differences.  The iterative process we have developed allows us to set realistic improvement targets for 
each housing office and model the effect on the activity and Group as a whole. We can assess if the overall 

improvement is on target to achieve upper quartile performance within the desired timescale.õ

Brian Wooster, Pennaf Housing Group

Iterative, robust target setting


