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1.0 INTRODUCTION 
 
 
BCHA is a specialist housing and housing-related support (HRS) provider, helping people who are 
homeless and vulnerable to access the right housing, health, learning and work opportunities.  
Our vision is to create lasting solutions to homelessness, unemployment and social exclusion.  
Each year, in some way, we work with approximately 10,000 individuals and families in need.   
 
In these challenging times when public finances are under increasing pressure and customers 
need and demand good services, demonstrating value for money is essential.  This statement is 
therefore an accountability tool aimed at all our stakeholders and sets out to what extent BCHA 
provides efficient and cost-effective services. 
 
1.1 THE VALUE FOR MONEY JOURNEY 
 
The Value for Money journey through this document starts with a brief overview of BCHA (section 
2) and, in particular, the challenges we face helping homeless and vulnerable people. We then 
identify our various stakeholder audiences (section 3) and portray their views of us before 
concluding the overview with a look at the  “health” of the business in terms of operating costs, 
cashflow and income collection (section 4).    
 
After this, we review our main activities:  the provision of accommodation (section 5) and the 
provision of services (section 6). These two sections aim to give the reader information about how 
well we understand our business and how well we are doing so that a conclusion can be drawn 
about whether these activities are providing value for money.   
 
Finally, we review how value for money is being achieved in relation to corporate support to the 
rest of the organisation (section 7) before concluding with a summary of value for money savings 
or gains (section 8). 
 
1.2 WHAT IS VALUE FOR MONEY? 
 
At BCHA, we define Value for Money as “achieving the optimum level of social and business 
results to the complete satisfaction of our stakeholders within the resources we have available.”   
 

1.3 MAKING VALUE “HAPPEN”  
 
BCHA’s Culture, through its Values and 
Behaviours, supports and rewards 
achievement through an overarching 
philosophy of “Good to Great.”  This approach 
drives continuous improvement by 
recognising that aspiring to be great at what 
we do, rather than just good, is a continuing 
story. 
 
1.3.1 Using Resources 
 
Our approach to using resources stems from 
developing a clear understanding of our 
business and customer needs resulting in the 
deployment of the right people, right systems 
and right finances.    
 

 
1.3.2 Getting Results 
 
Our organisation is governed by a voluntary board, supported by two sub-committees.  Part of the 
Board’s role is to approve and monitor strategies and plans to deliver the organisation’s mission 
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and objectives.   The development of these strategies and plans, including the consideration of 
business models required to deliver them is undertaken at twice-yearly Board away days and, 
where needed, ad hoc Task and Finish Groups comprising a smaller number of Board members 
and senior staff. This Task and Finish approach is how the Board led the production of this year’s 
Value for Money statement. 
 
Our Business Plan comprises the organisation’s objectives which are set out within four themes:  
     
 

   For more information…  
 

A 
 

 ACCOMMODATION  – increasing the number of 
homes we own; future-proofing our homes 

See section 5 
(“Accommodation”) 

 
B 
 

 BACK TO WORK  – supporting our customers 
towards employment 

 
C 
 

 CUSTOMERS & COMMUNITIES – providing and 
growing quality services 

See Section 6 
(“Operations”) 

 
D 
 

 DELIVERY – the right people, right systems and 
right finances to achieve the Plan 

See Section 7 
(“Delivery”) 

 
 
Understanding our business results enables the organisation to take timely action to correct 
adverse performance.  It also enables us to take positive decisions about which services we wish 
to subsidise because they make a valuable contribution to our social mission of meeting the 
needs of homeless and vulnerable people.  Comparing our results with other organisations is 
another vital step in assessing how well our services are performing. 
 
As part of the Good to Great philosophy outlined above, we encourage our staff towards high 
performance through a number of initiatives including a Staff Reward Scheme (a non-consolidated 
annual bonus if a basket of key performance indicators is met) and celebration events to 
recognise staff who have gone the extra mile. 
 
1.3.3 Stakeholder Satisfaction 
 
We look at Stakeholder Satisfaction in detail in Sections 3, 5 and 6. 
 
 

2.0 WHAT WE DO & THE CHALLENGES WE FACE 
 
 
Our activities can be grouped into three broad headings:  social housing, support & learning and 
social enterprise activity.  This section briefly explains these activities and the challenges we face 
as an organisation in delivering them. 
 
2.1 Social Housing 
 
Providing and managing affordable accommodation for rent to people who are homeless or in 
need (“Social Housing lettings”) accounts for 62% of our turnover.  The map below shows, at 31 
March 2015,  the BCHA Group’s management of accommodation across Southern England*.   

Our geographic spread is carefully considered and does not increase cost as most out-of-Dorset 
stock is supported housing funded within an agreed pricing structure and locally-based staffing. 
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*2030 units were 
managed at 

31/3/15.  47 units 
managed in 

Oxford are not 
included in this 
map as BCHA 

was withdrawing 
from providing 

services there in 
March 2015. 

 

  

BCHA owns  
822 units.   

The remainder 
are leased from 
or managed for 

third parties. 

 

  

66% of stock is 
single 

occupancy  
with a much 

higher turnover 
of tenants than 
family housing. 

 

  

Stock comprises 
purpose-built and 

acquired 
properties, the 
latter of varying 

ages but 
traditional 

construction. 

 
 
2.2 Support & Learning 
 
In addition to providing homes for rent, BCHA’s other main activity is providing support to 
vulnerable people in our accommodation and also in their own homes to help them manage their 
tenancies or to help them with particular crises such as mental ill health or domestic abuse.  We 
also provide services to help jobseekers improve their confidence, motivation, skills and 
employability with a view to supporting them into training, volunteering and paid work.  These 
Support and Learning contracts, which are fundamental to delivering our mission, represent 33% 
of turnover. 
 
2.3 Social Enterprise 
 
For several years BCHA has operated a number of social enterprises with the aim of providing 
training and employment opportunities for customers as well as generating surpluses for 
reinvestment by the Group.  Towards the end of 2014/15, these enterprises came together at a 
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single site to improve their effectiveness and internal operating efficiency.  A new business plan is 
being developed to seek to expand trading and in the meantime our target for the retail element 
for 2015/16 is a budget surplus of 8% of income. 
 
2.4 Operating Challenges  
 
BCHA operates in an increasingly challenging environment.   Key threats to our business in the 
next financial year and beyond include: 
 

 Anticipated Local Authority and government cutbacks placing our support and learning 
contracts at risk of price reductions or even termination over the next 12-18 months. 

 
 The Government’s continuing reforms to Welfare benefits which will mean that our customers 

risk benefit sanctions or the withdrawal of entitlement to benefits, affecting their ability to pay 
their bills.   

 
 Government policy to reduce social housing rents by 1% per year for the next four years will 

lead to a cumulative loss of revenue of £3.2M by 2020, assuming all our stock is affected.  
 

 Social enterprise trading may generate operating losses if ventures are not successful which, 
if sustained, will impact on BCHA’s financial health. 

 
 The wider economy such as interest rate rises (making borrowing more expensive) and 

increased costs of maintaining and developing homes. 
 

 Other Government policy (such as extending the Right to Buy) will need careful assessment 
as details become clear to determine how big an impact this has on our finances. 

 
The Association has undertaken robust stress testing of our business plans against these 
challenges singly and cumulatively.  In doing this, we can mitigate the impact of these risks: 
 

 Each revenue contract relates predominantly to the costs of directly related payroll and 
associated expenditure. Only 10% of any contract is a contribution to the wider organisational 
overhead and so where a contract is lost the income reduces but so does 90% of the cost. 

  
 Our Housing team works closely with customers to budget and manage their finances, 

thereby promoting resilience and independence.  
 

 Rent reductions take effect from April 2016 and, dependent upon their extent as the policy is 
clarified, will require robust review and control of costs, particularly maintenance, corporate 
support and payroll.  Planned efficiency savings identified in this statement and targets 
looking forwards will be an important contribution to controlling costs as income is lost. 

 
 At the 31st March 2015 we had 72% of our loan portfolio with fixed interest arrangements. 

This helps to mitigate against rising interest rates.  Refinancing is not required until 2019 at 
the earliest. 

 
 Regular monthly management accounts are produced at service level in order to identify 

where potential overspends are occurring and to plot trends in increasing costs.  This 
information enables us to take the right decisions to keep our expenditure under close 
control. 
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3.0 WHAT OUR STAKEHOLDERS THINK 
 
The diagram below maps the snapshot views of our key external stakeholder groups.  More detail 
on trends and comparisons with other housing providers in relation to customer satisfaction can 
be found on pages 15-18. 
 

 
 

 
 
3.1 BCHA’s Customers 
 
Surveys and focus groups are the way we reach out to the people who live in our homes and use 
our services to gain their view of what we cost and how we perform.  This is supplemented by 
more detailed scrutiny by a panel of residents who review services of their choice to recommend 
improvements to customer experience, performance and cost.  The last STAR survey of all our 
residents carried out in December 2014 showed generally high levels of satisfaction and 
perception of Value for Money.    
 
3.2 Local Authorities & Service Partners 
 
We work closely with local authorities, funders and partners to provide services to meet local 
needs.  Regular meetings are held to discuss performance and determine how better value can 
be delivered over the lifetime of contracts. We proactively work with commissioners to reconfigure 
services to deliver contract savings or increase the capacity for no extra cost as an alternative 
solution to re-tendering.  Following a survey in the first quarter of 2015/16, results show a 
generally positive view of BCHA as a delivery partner1.  There was a broader spread of opinion 
about achieving outcomes for clients which is borne out to some extent by the results shown in 
section 6.2.  However, there is a strong need to engage more with stakeholders to raise 
awareness about what is happening in our services.  
 
3.3 Regulators & Lenders 
 
The latest Regulatory Judgement from the Homes & Communities Agency (HCA) awarded BCHA 
a compliant G2-V2, the second highest ratings for governance and viability.   In-year, BCHA has 
made great strides to improve governance:  reducing the size of the Board, introducing maximum 
terms and recruiting new members to the Board to achieve a better range of skills for the 

1 – weighted average score is used rather than a percentage and takes account of the numbers of respondents 
agreeing with a particular statement on a scale of 0-10. 
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business.  Finally, a review of performance reporting now provides greater assurance to the Board 
about the management of the organisation.    
 
Key loan covenants are well within the parameters set by lenders and this is borne out by the 
continued availability of loan finance for BCHA in order to undertake its growth ambitions. 
 
 

4.0 BUSINESS HEALTH  
 
This section aims to set out the top level financial information which enables a view to be gained 
about the overall health of our business by looking at results over the past four years.  The 
commentary here should be seen in the context set out in What We Do on pages 4,5 and 6.  
 
4.1 Turnover, Operating Costs and Operating Surplus  
 
 

Year Turnover Operating 
Costs 

Operating 
Surplus 

2011/12 £17.880m £16.391m 8.3% 
2012/13 £19.471m £18.122m 6.9% 
2013/14 £22.223m £20.341m 8.4% 
2014/15 £24.287m £22.748m 6.3% 
Increase (4yr) 35.8% 38.8%  

 
 
Turnover has grown by 35.8% over the last four years although operating costs have increased in 
excess of this. Our resulting operating surplus is much lower than that of traditional housing 
associations. This is because, by choice, and in order to fulfil our mission, a larger proportion of 
our revenues come from support and learning contracts where a break even position is the 
operating norm. Gradual reductions over time of revenue contract values with largely no 
inflationary uplifts have reduced contribution as costs inflate. 
 
This operating environment requires careful, ongoing monitoring in order to manage costs and 
maintain margins particularly in the light of mandatory rent reductions from 2016.  Maintaining 
growth targets for accommodation and customer support and learning services will also ensure 
better business health in the context of these challenges. 
 
 
Year SHL Turnover SHL 

Operating 
Costs 

SHL 
Operating 
Surplus 

Average  No. 
Homes in 

Management2 

Cost per 
Home 

2011/12 £9.519m £8.172m 14.1% 1213 £6,737 
2012/13 £10.501m £8.516m 18.9% 1213 £7,021 
2013/14 £12.998m £11.324m 12.9% 1653 £6,851 
2014/15 £15.031m £12.531m 16.6% 2054 £6,100 
Increase (4yr) 57.9% 53.3%   -9.5% 
 
For social housing lettings (SHL), growth in operating costs has been less than the growth in 
income, even though there has been a 60% increase in homes in management (primarily due to 
an arrangement with Knightstone Housing Association to manage its southern coastal stock).  
Hence there has been a significant reduction in operating costs per home.   
 
The “cost per home” is a measure of efficiency and the BCHA cost per home is higher than for 
traditional housing associations (£4,446 according to the HCA Global Accounts 2014) because 
BCHA leases or manages a higher proportion of its stock and has a higher proportion of 
supported housing than such traditional associations.    
 
 

The operating 
surplus has 

peaked at over 8% 
in years when we 
have benefitted 
from negative 

goodwill from the 
acquisition of 
subsidiaries. 

2 – calculated as the number of homes at the start and end of each financial year (as reported to the HCA under 
NROSH+) divided by two.  Hence, stock acquired mid year will not have a full year effect on cost per home. 
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4.2 Cashflow 
 
The diagram below shows how money was used by BCHA over the year 2014/15.  Clearly this 
reflects the importance of our mission in providing services to homeless and vulnerable people 
and also that BCHA used £2.6M of its own funds to achieve its property acquisition and 
development objectives in-year rather than obtain further borrowing.    
 
 

 
 
4.3 Income Collection 
 
Most income streams are fixed by contract but rents and service charges payable by residents 
(accounting for 48% of cash in) require active and ongoing management.  Three key measures – 
rent collected, current tenant arrears and rent loss due to properties being empty - show how 
effective BCHA has been over the last year, compared against our internal targets.  More detail on 
trends and comparisons with other housing providers can be found on pages 15 and 17. 
 
 
 2014/15  Previous Years Trend 
Rent Collected  
(all housing) 98.4% Target 100% 99.1% (2013/14) 

98.0% (2012/13) 
Worse 

 
 
Current tenant arrears 
(general needs) 
 

 
2.7% 

 
Target 2.5% 5.8% (2013/14) 

4.4% (2012/13) 

 
Improved 

Current tenant arrears 
(supported housing) 
 

 
4.0% 

 
Target 4.0%  4.7% (2013/14) 

 5.7% (2012/13) 

 
Improved 

Rent loss due to 
empty properties  
(general needs) 

 
1.8% 

 
Target 2.5%  2.4% (2013/14) 

 3.4% (2012/13) 

 
Improved 

Rent loss due to 
empty properties  
(supported housing) 

 
8.5% 

 
Target 4.0%  5.7% (2013/14) 

 5.7% (2012/13) 

 
Worse 
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Whilst rent collection overall has dipped when compared to the previous year owing to differential 
housing benefit payment cycles across a greater number of authorities we operate within, there 
has been noticeable improvement in three of the other indicators owing to management focus 
over the year.   Rent loss for empty supported housing units remains a challenge due to delays 
outside our control in providing appropriate referrals by local authority panels.   In order to address 
this challenge a number of supported housing contracts have been renegotiated in-year so that 
ongoing referral delays may be mitigated. 
 
4.4 Treasury 
 
Following a review by an external advisor of our current loan portfolio and future borrowing 
potential, our ongoing strategy was to: 
 

 Ascertain what level of unencumbered assets are available and chargeable as 
security to establish whether a club bond could be a borrowing option 

 Approach a small number of banks including existing lenders to ascertain what their 
appetite would be for providing a loan of between £4m and £5m 

 Assess the scope for re-financing an element of existing facilities including the new 
loan from the Co-operative Bank 

 Explore local authority partners for borrowing opportunities 
 Consider an external review of the security position. 

 
In year and as a response to the advice given the following has been actioned and reported: 
 

 Having compiled a comprehensive Asset and Liability register we have calculated that 
the value of properties not yet charged to any borrowing are worth approximately 
£17m. Using current asset cover requirements this would secure roughly £13.5m of 
new loans.  

 We were able to secure a new £5m loan facility from Triodos Bank for a 25 year term 
at a minimum variable interest rate of 3.5% 

 The new facility used existing pledged security to secure £1.7m of the new loan 
following a revaluation exercise. 

 We were able to release from security the property sold in Dorchester from a Co-
operative loan without pledging additional property 

 Initial discussions have taken place with Plymouth City Council and Winchester City 
Council who are willing to offer competitive borrowing for developments in their area. 

 
The Group continues to be well within both interest cover and gearing covenants however we 
have negotiated to increase the gearing covenant with one lender from 50% to 75% in order to 
increase development potential. Discussions with other lenders to do the same are continuing and 
expect to conclude during 2015/16. 
 
Performance against the two key covenant tests remains within comfortable limits. At 31st March 
2015 interest cover was 246% (higher the better) compared with the covenant of 130% and 
gearing was 31% (lower the better) compared with the covenant of 50%. During the year a third 
party audit was undertaken on our Treasury Strategy which looked at our adherence to policy and 
strategy and reported substantial assurance.  
 
Actions during 2015/16 include further review and understanding of the assets available to charge 
to future borrowing together with continuous testing of our financial plans in light of reducing rents 
and revenue streams. Cashflow remains an important business driver and we will continue to 
report our current and future liquidity to our Board and relevant stakeholders. 
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5.0 ACCOMMODATION 
 
This section is intended to provide an overview of the value for money of our investment in 
property assets. 
 
5.1 STOCK GROWTH 
 
5.1.1 Acquisition & Development 
 
There is still significant demand for social housing in our areas of 
operation.  This level of social need underpins our business 
objective of improving the organisation’s financial strength by 
increasing the number of homes in ownership and reducing homes 
leased from or managed for others. 
 
Over the course of 2011-2014, BCHA added 310 social rent units to 
its owned stock holdings with a further two new build developments 
of 39 affordable rent units coming on stream in 2014/15.  This far 
exceeds our original target of 150 units over the period 2011-2016. 
 
Over the five years 2015-2020 we plan to acquire a further 405 
units into ownership primarily through an arrangement with 
Knightstone Housing Association to purchase stock we currently 
manage on their behalf. This growth will be subject to the impact of 
rent reductions from 2016 to fund this scale of development.  
 
This transfer of grant encumbered properties represents significant value for money because it will 
cost less to borrow to purchase the units than to pay ongoing charges to Knightstone, thereby 
improving our overall surplus.   
 
5.1.2 Leasing and Management 
 
Historically, BCHA has actively sought to lease properties from the private sector for social 
housing use as the ease of entry and exit has made short-term leasing a flexible model for 
meeting the needs of local authority partners.   However, of late, a removal of local authority 
subsidy, Housing Benefit rent caps and higher than average maintenance costs have made this 
form of provision uneconomic and our Business Plan plots a gradual shift away from leasing and 
the handing back to owners when leases come to the end of their term.  This “managed exit” 
supports local authority partners and residents to seek alternative options.   
 
Whilst short term leases have fallen from 695 units at 31 March 2011 to 431 units at 1 April 2015, 
BCHA still seeks to acquire leased units in order to fulfil service capacity targets in housing-
related support contracts in Dorset and Plymouth as these are not subject to rent caps.   
 
BCHA currently manages 577 units of accommodation for Knightstone Housing Association.   This 
arrangement, largely absorbed into the existing housing management team with an additional 
housing officer post created, contributed £234,000 to corporate costs and made a surplus of 
£377,000 over 2014/15.   
 
5.2 RETURN ON ASSETS  
 
The overall return on assets for BCHA stock is 5.9% [operating 
surplus/net book value] which compares favourably to traditional 
housing associations where the return is 5.3% [Source: HCA 
Global Accounts 2014]. 
 
  
 
 

Economic Impact of 
Development 

 
With the two new 

developments in-year, the 
local economy benefitted from 
a total of £1.6M Gross Value 

Added3 and 35.4 Full time 
equivalent (FTE) jobs will be 
supported locally each year. 

 
[Source: NHF Local Economic 

Impact Toolkit 2.0]. 

Economic Impact of Being a 
Landlord 

 
BCHA managed 1983 units at 1 

April 2015.   Our footprint 
creates £10.6M Gross Value 

Added to local economies across 
the south and, excluding our own 

staff, supports 188.5 FTE jobs 
each year. 

 
[Source: NHF Local Economic 

Impact Toolkit 2.0]. 
 

3 – Gross Value Added (GVA) measures the contribution of a company or 
industry in terms of goods and services to the economy. 
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Internal analysis shows that properties we have built and older purpose built and individual 
houses which we have acquired all have above average Returns on Capital Employed. Older 
properties which we have acquired and substantially refurbished for use as hostels perform the 
worst (ROCE of 0%).    

Asset Management Scores (Owned Stock)
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5.3 STOCK INVESTMENT AND MAINTENANCE 
 
All stock managed by BCHA complies with the Decent Homes Standard.   Over the course of 
2014/15, we have been undertaking an exercise to ensure our stock data is accurate in respect of 
landlord compliance.   We have undertaken further survey work in respect of asbestos and 
legionella and will be undertaking remedial works as a result of these over the course of 2015/16. 
 
5.3.1 Service Delivery Model 
 
The maintenance service (contractor-side) is operated by New Leaf Repairs, a division of BCHA’s 
social enterprise subsidiary, The New Leaf Company Ltd.   
 
Whilst New Leaf Repairs focuses on responsive and voids work and estate maintenance 
(gardening and communal cleaning) primarily, it also provides aspects of the planned programme 
including decorating and kitchen replacement.  Capacity is added by sub-contracting to Spectrum 
Property Care and a number of other specialist contractors.    
 
This strength of an in-house repairs team means that we save approximately 10% 4 in costs 
against the same service being provided externally.  However, despite very high customer 
satisfaction with the service, we recognise there is scope for greater efficiency in this delivery 
model.  See service improvement section, below. 
 

A more detailed appraisal at individual 
building level is conducted annually on the 
basis of 30-year net present value (NPV).  
Using a scoring methodology provided by 
a property consultancy based on NPV, 
Decent Homes compliance, rental income 
and planned maintenance commitments 
we have determined that 68% of stock 
owned is rated as “good” and 26% as 
“reasonable”.  Median NPV is £27,484. 
No owned stock has a negative NPV 
(which would be undesirable). 
 
In-year, the decision was made to dispose 
of four hostel buildings of varying sizes.  
Whilst this improves the median NPV of 
remaining properties by 2%, the number 
of “red rated” buildings (those with a 
“poor” NPV score) has reduced to eight. 
 
Three of these properties, one sold in 
2014/15 and two sold in April/May 2015, 
yielded receipts of £0.5m of social 
housing grant for recycling.  The sales 
receipts and £257,000 of grant released 
contributed towards the purchase and 
refurbishment of a more modern property 
for young people with support needs in 
Poole and towards the development of a 
new build general needs site in 
Bournemouth. 
 

4 – the full saving on VAT is 20%, however, the costs of managing the in house service reduce the VAT saving 
to approximately 10%. 
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The Asset Management and Development service (client-side) has been delivered in house by a 
manager, a small team of three surveyors and an administrator.   Owing to staff turnover and 
recruitment difficulties, coupled with a larger and increasingly complex stock portfolio, outsourcing 
the service is considered to be the best way forward in order to meet the needs of the 
organisation for the next five years.  This will be achieved at the same cost of the current service 
(£290,000 pa), exclusive of VAT with the price uplift capped at CPI over the next five years.  In 
addition, this arrangement will deliver clear efficiencies (see below). 
 
5.3.2 Our Performance 
 
In considering the value for money of providing and maintaining accommodation, we will look at 
the contractor and client side together (i.e. as Asset Services ).  The table on page 15 illustrates 
performance in three areas:  asset management, day to day repairs and empty property 
management which are discussed below in terms of cost, performance and satisfaction. 
 
Are Asset Services Economic? 
 
The nature of our stock is a primary driver of cost: the high proportion of supported and single 
person housing (characterised by high turnover and wear and tear) and Leased stock 
(characterised by properties of varying types and ages and hence unpredictable maintenance 
needs). There is pressure to keep major spend down as repairs costs have been demonstrated to 
be a significant stress to the financial plan. 
 
Spend on cyclical and major works, whilst increasing over the past three years due to greater 
investment, is lower than the Housemark median. This is partly reflective of generally good stock 
condition and the shared nature of much supported housing meaning a single upgrade will benefit 
a number of units simultaneously.  The expenditure trend on responsive repairs is more variable 
and is adverse to the Housemark median despite fewer repairs being completed.  Overall 
maintenance spend is inefficient and needs rebalancing so that around 70% of works are planned 
(conforming with sector good practice).  For empty properties, spend is significantly higher than 
the peer group median and is increasing owing to high turnover of residents and inefficient 
processes which have been reviewed towards the year end.  See section 5.4 – improvement. 
 
Do Asset Services Perform Well? 
 
Overall, there is high and increasing customer satisfaction with the quality of their home despite 
responsive repairs performance having deteriorated by inefficient jobs planning. However, with a 
refocus on programming void works efficiently, the average re-let time for empty properties has 
improved by 14% on last year and is now better than the Housemark median.  The amount of rent 
loss due to properties being empty has reduced by 25%.   
 
Do Asset Services Provide Good Value for Money? 
 
With the cost and performance issues outlined above, asset services do not currently provide 
good value for money and hence a number of actions will be taken over 2015/16 to begin to 
address this.  See section 5.4 for improvement plans. 
 
5.4 HOW WE WILL IMPROVE 
 
As reported last year, BCHA engaged Housing Consultancy HQN in May 2014 to review the 
service provision by the in house maintenance service.  Whilst deemed good value for money 
overall, a number of recommendations were made to improve service performance.  A £45,000 
investment was made in an internal secondment in September 2014 to deliver an 18 month action 
plan.  The Action Plan is now 75% complete and progress made in-year has included: 
 

 A £122,743 investment in a new management structure. 
 

 Improving productivity with the introduction of a Planner role in January 2015.  This has 
resulted in a 60% improvement in the average number of jobs completed per day (2.88 to 
4.61) over the period December 2014 to April 2015 inclusive. From April 2015, operatives 
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have been set a notional income target of £300 per day (equivalent to an average of 5 jobs) 
to ensure optimum productivity for the service. 

 
 Better allocation of jobs (emergency, urgent, routine) by the call centre following an intensive 

training and monitoring programme.  HQN were concerned that over 50% of responsive jobs 
were categorised as emergency or urgent, making completion within target more onerous.  
This situation has improved significantly so that the split at June 2015 is as follows: 

 
 
 
 
 
 
 
 
 
 
 
 

 Focus is now to sustain these improvements with a view to achieving Upper Quartile results 
on cost, performance and satisfaction for the New Leaf Repairs by 31/3/2017. 

 
The new structure provides the foundation for taking the business forward. New processes and 
procedures are being introduced and communication links internally and externally are being 
improved. Developing a more multi tasking workforce for the future is our focus; this will ensure 
we are both effective and efficient which will put us in a strong position to explore external 
business options in the medium to long term. 
 
For asset management, outsourcing with Capita went live in July 2015 and brings in significant 
sector expertise into the organisation to develop a robust, cost-effective asset management 
strategy based on a 100% stock condition survey.  Besides improving our longer term return on 
property assets, the arrangement will deliver efficiencies within the first five years including: 
 

 Ensuring the split of planned to responsive works is 70%:30% by July 2018 
 Ensuring the average number of repairs per property is no more than 4 per year by 2020 
 Reducing the cost of Responsive repairs per property to less than £400 by 2020 
 Ensuring the cost of works to each empty property is economic (target to be determined 

following further analysis). 
 
5.5 VFM GAINS (SUMMARY) 
 
5.5.1 Looking Back 
 
In 2014/15, the sale of unsuitable properties unlocked £452,000 in social housing grant, £257,000 
of which was used towards the purchase and refurbishment of a replacement supported housing 
scheme for young people in Poole and development of flats for homeless people in Bournemouth. 
 
5.5.2 For Next Year and Beyond 
 

 £396,000 of social housing grant (including that released from another sale) will be available 
to fund other development. 

 Smarter materials procurement will generate at least 10% savings to keep costs down.  
 The benefit of outsourcing Asset Management and Development is targeted to deliver a 

“gainshare” of up to £800,000 over 5 years (35% of this share will be retained by the 
contractor) or £160,000 on average each year. 

 This outsourced service will also deliver added value benefits supporting our Back to Work 
objectives (see section 6.3).  

Category of Repair Actual Best Practice 

Emergency 8.8% 10% 

Urgent 28% 20% 

Routine 63% 70% 
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ASSET 
MANAGEMENT 2012/13 2013/14 2014/15 Peer Group 

Median 5 Commentary 

C
O

S
T

 Total cost per 
property (CPP) of 
Major  and 
Cyclical Works  

£280 £311 £545 £1,228 

Better than median; 
whilst spend is 

increasing this is 
desirable to improve 

efficiency 

% dwellings failing 
Decent Homes 
Standard 

0% 
 

0% 
 

0% 0% Good performance 

Average SAP 
rating 76 

 
70 
 

71  72  Worse than median 
but starting to improve 

P
E

R
F

O
R

M
A

N
C

E
 

% dwellings with 
valid Gas Safety 
Certificate 

100% 100% 100% 100% Good performance 

S
A

T
IS

F
N

 

Satisfaction with 
Quality of Home 92.8% 89.9% 93.0% 81.4% 

Better than median 
and improving 

REPAIRS 2012/13 2013/14 2014/15 Peer Group 
Median 5 Commentary 

Total CPP of 
Responsive 
Repairs 

£639 £432 £588 £393 Worse than median 
and not improving 

C
O

S
T

 

Average cost of a 
responsive repair £75 £73 £144 £119 Worse than median 

and not improving 
Av number of 
responsive repairs 
per property 

7.5 5.3 3.5  3.4  About median and 
improving 

% repairs 
completed within 
timescale 

98.3% 93.8% 65.1% Internal Target 
= 95% 

Worse than target and 
not improving 

% repairs 
completed at first 
visit 

94.1% 94.5% 93.0% 91.6% Better than median 
and not improving 

P
E

R
F

O
R

M
A

N
C

E
 

Average number 
of days to 
complete a repair 

10.8 days 9.4 days 13.7 days 10.2 days Worse than median 
and not improving 

S
A

T
IS

FN
 

Satisfaction with 
Maintenance 
service 

86.0% 87.1% 95.8% 84.6% 
Better than median 

and improving 

EMPTY 
PROPERTIES 2012/13 2013/14 2014/15 Peer Group 

Median 5 Commentary 

Total CPP of Void 
Maintenance £253 £279 £498 £153 Worse than median 

and not improving 

C
O

S
T

 

Total CPP of 
Property Lettings £132 £101 £115 £99 Worse than median 

but improving 
Average re-let 
time for General 
Needs properties 

33.4 days 26.9 days 23.0 days 25.7 days Worse than median 
but improving 

Rent loss due to 
voids as % rent 
due (GN) 

3.4% 2.4% 1.8% 0.7% Worse than median 
but improving 

P
E

R
F

O
R

M
A

N
C

E
 

% GN stock 
vacant at year end 
(available to let) 

3.0% 1.7% 1.7% Internal Target 
= 3% Within target  

S
A

T
IS

F
N

 % customers 
satisfied with 
condition of home 
when moved in 

90.7% 87.9% 

93.5% 
 
 
 

None. Internal 
target = 90% 

On target and 
improving 

PERFORMANCE RESULTS FOR ASSET SERVICES 
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6.0 OPERATIONS 
 
This section is intended to provide an overview of the value for money we deliver in providing 
services to our customers and communities. 
 
6.1 HOUSING MANAGEMENT SERVICES (GENERAL NEEDS) 
 

 
6.1.1 Our Performance 
 
The table on page 17 illustrates performance across 
general needs (GN) housing which is discussed below in 
terms of cost, performance and satisfaction. 
 
Are Housing Management Services Economic? 
 
As with Asset Services, the nature of our stock is the 
primary cost driver.  Temporary and single persons’ 
accommodation has a high turnover of tenancies.  Leased 
properties require significant inputs of officer time at the 
end of leases to re-house tenants prior to handback of 
units to their owners.    
 
Another significant cost driver is the changing profile of 
residents as agencies refer prospective tenants with 
increasingly complex needs needing more intensive 
management to sustain their tenancies.  This coupled with 
mitigating the impact of Welfare Reforms means that 
general needs housing management is becoming 
increasingly intensive. 

 
The cost per property of housing management is, however, favourably below the Housemark peer 
group median and the increase in units managed as a result of the arrangement with Knightstone 
HA has improved the cost-effectiveness of the service. 
 
Do Housing Management Services Perform Well? 
 
Re-focusing the Housing team, including offering more support with household budget and debt 
management, has resulted in improvements in collection of rent and arrears over the last three 
years, which compares favourably with the Housemark peer group median.  Satisfaction with the 
service is higher than peers although there has been a reduction in levels of satisfaction which is 
the result of more estate-based management challenges with the inclusion of Knightstone units 
within the portfolio. 
 
Do Housing Management Services Provide Good Value f or Money? 
 
The cost of managing properties has reduced and performance has improved in a number of 
areas suggesting the service is providing better value for money than previously. 
 
6.1.2 How We Will Improve 
 
With a new senior structure in place from August 2015, the priority for the service for the next year 
will be to review rent collection structures and processes to ensure these are effective. Given the 
further challenges posed by Welfare Reforms, sustaining arrears and void loss levels at present 
levels of performance will be our priority together with maximising rent collection rates. 

 
Service Delivery Model 
 
The Housing Services team 
manage patches of about 200-250 
units - comprising owned and 
managed stock. 
 
Housing Officer patches are 
distributed so disproportionate 
travel time is minimised.  
 
The strength of this generic model 
is close engagement with 
customers and regular tenancy 
audits conducted to ensure 
customers receive the support they 
need to sustain their tenancies and 
enable proactive intervention when 
tenancies are at risk.   
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 GENERAL NEEDS 
(GN) HOUSING 
MANAGEMENT 

 
2012/13 2013/14 2014/15 Peer Group 

Median 5  Commentary 

Total Cost per property of 
Housing Management £782 £580 £592 £622 

Better than 
median and 
improved 

C
O

S
T

 

Total Cost per property of 
Estate Services 

£110 £104 £84 £158 
Better than 
median and 
improving 

Rent collected as % rent 
due 
 

96.5% 105.2% 98.3% 99.8% 
Worse than 

median; trend 
variable  

P
E

R
F

O
R

M
A

N
C

E
 

Current tenant rent 
arrears as % of rent due 
 

4.4% 5.8% 2.7% 2.7% At median and 
improving 

% general needs (GN) 
tenants satisfied with 
overall service 

96.2% 96.6% 89.7% 84.0% 
Better than 
median but 
reducing 

% GN tenants satisfied 
that rent is value for 
money 

86.5% 91.2% 89.0% 80.0% 
Better than 

median; trend 
variable 

% GN satisfaction that 
tenants feels their views 
are listened to 

88.7% 89.1% 82.3% 65.2% 
Better than 
median but 
reducing S

A
T

IS
FA

C
T

IO
N

 

% GN satisfaction with 
ASB case handling 

68.0% 74.4% 94.4% 90.0% 
Better than 
median and 
improving 

 SUPPORTED 
HOUSING (SH) 
MANAGEMENT 

 
2012/13 2013/14 2014/15 Peer Group 

Median 5  Commentary 

C
O

S
T

 Average operating cost 
per supported housing 
unit (exc. sheltered) 

£7,309 £7,328 £6,052 £7,2006 
Better than 

median; Costs 
improving 

 
Current tenant rent 
arrears as % of rent due 
 

5.7% 4.7% 4.0% 3.6% 
Worse than 
median but 
improving 

Planned departures 67.2% 61.5% 65.3% Internal Target 
=70% 

Worse than target; 
trend variable 

P
E

R
F

O
R

M
A

N
C

E
 

 
Average re-let time 
 

14.8 days 14.3 days 17.9 days 23 days 
Better than 

median and not 
improving 

% SH tenants satisfied 
with overall service 95.0% 94.3% 95.5% 92.5% 

Better than 
median and 
improving 

% SH tenants satisfied 
that rent is value for 
money 

86.3% 84.6% 86.7% 80.0% 
Better than 
median and 
improving 

% SH tenants satisfied 
with tenancy support  

98.8% 98.8% 95.7% Internal Target 
= 90% 

Better than target 
but reducing S

A
T

IS
FA

C
T

IO
N

 

% SH tenants agreeing 
they are able to cope with 
less support on exit  

98.9% 98.8% 97.9% Internal Target 
= 90% 

Better than target; 
variable trend 

PERFORMANCE RESULTS FOR HOUSING SERVICES 

5 – Housemark:  all participating landlords with stock size of 5,000 or less; where no direct comparison available, 
internal targets are used. 
6 – comparison obtained from accounts of 8 other supported housing providers; average no supported units used. 
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6.2 SUPPORTED HOUSING 
 

6.2.1 Our Performance 
 
The table on page 17 illustrates performance across 
supported housing (SH) which is discussed below in terms 
of cost, performance and satisfaction. 
 
Are Supported Housing Services Economic? 
 
To a large extent, cost drivers are similar to general needs 
housing – short stays and high turnover and the referral of 
individuals with increasingly complex needs, requiring 
intensive support. Referral pathways into supported 
housing are defined within our contracts creating an 
inflexibility and hence bigger risk of lost rent when 
properties are vacant.  Finally a number of larger contracts 
now require dispersed provision rather than larger hostels, 
increasing management cost. 
 

 
The unit cost of supported housing management has been reducing over the last three years 
primarily as major contracts are re-tendered and we examine the cost-effectiveness of seeking to 
retain the business.  For example, in 2014, BCHA decided to withdraw from providing supported 
housing in Oxford owing to the increasing viability issues with this area.  
 
Do Supported Housing Services Perform Well? 
 
Performance in supported housing in terms of results and customer satisfaction were better than 
benchmarked medians or internal targets.  The main area of deterioration was the time taken to 
re-let empty bedspaces which to a large part is due to referral delays from local authority 
brokerages.  Some contracts have been renegotiated to reduce the number of units provided or 
have been ended to address this loss of income risk. 
 
Given the range of contracts we deliver, it is more challenging to summarise the extent to which 
we support customers towards successful outcomes.  However, some contracts require 
participation in a national recording scheme which enables a comparison of outcomes between 
particular providers and the areas where they operate.  In the main, BCHA achieves similar 
outcomes as the South West regional average although it is apparent that levels of need against a 
particular area of support are markedly higher for BCHA clients than the regional average  
 

 
St Andrew’s 

University Data 
 

% BCHA clients where an 
identified need had been met 

at exit 
(N =531) 

% SW clients where an 
identified need had been met 

at exit 
(N = 11,758) 

Maximising Income 91% 91% 

Managing Debts 
 77% 78% 

Maintaining Mental 
Health 80% 82% 

Maintaining 
Accommodation 94% 79% 

Obtaining settled 
accommodation 71% 74% 

 
Do Supported Housing Services Provide Good Value fo r Money? 
The operating costs of providing supported housing and other areas of performance are improving 
suggesting the service is providing better value for money than previously. 

Service Delivery Model  
 
Each Supported Housing service is 
funded by a contract which 
specifies the capacity (number of 
clients) and support input (usually 
staffing or hours of support to be 
purchased).  Staff are either 
scheme based or, increasingly, 
visit a patch of units.   Each 
service is required to be self-
sufficient in terms of rental and 
support contract revenues.  NB: 
Care Homes are all managed by 
care agencies and are therefore 
excluded from this analysis. 
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6.2.2 How We Will Improve 
 
Supported housing faces great challenges over the 
next year, not least with the risk of further financial 
savings putting pressure on service delivery.  
Hence our main focus will be on ensuring business 
is retained wherever possible and supplemented 
with commissioning from other sectors such as 
health and probation.   We have recently 
restructured our management tiers within our 
existing budgets to create a single senior post and 
three area managers to better achieve these aims. 
 
6.3 BACK TO WORK 
 
6.3.1 Supporting People with Learning and 

Work Needs 
 
BCHA has recognised the importance of supporting 
Government employment and skills strategies for 
many years.  By providing services to jobseekers 
either contracted directly or as part of a consortium, 
we are able to create far more community 
sustainability than with just accommodation alone.   We currently run four major programmes 
where staff teams are funded by revenue grant or contractual payment (where a significant 
proportion of funding is linked to achieving set results): 
 

 Ignite (for people looking to develop motivation and skills) 
 Training Academy  (teaching vocational City & Guilds qualifications) 
 Work Programme  (a mandatory programme for JSA and ES claimants) 
 Routes  (for young people not in education, employment or training – NEET) 

 
Over the course of 2014/15 we achieved the 
following results: 
 

 510 people achieved a qualification 
 200 people entered employment 
 69 people started volunteering  
 63 people started further training 

 
Our commitment in the coming years towards our 
Back to Work objectives includes: 
 

 2 apprenticeships to be created in our in house 
maintenance service (New Leaf Repairs); 

 
 Creating social value through asset 

management outsourcing by 
 

o creating one new post per year in New Leaf 
Repairs through expanding business 

o creating one new apprenticeship per year 
for a BCHA customer 

o additional placement opportunities and job coaching sessions 
 
 
 
6.3.2 Establishing Social Enterprises 
 
 

Hannah House  
 
Hannah House is a service in Bournemouth 
supporting homeless individuals with alcohol 
addiction.  A 2015 internal study showed that 
the service was making a difference to the 
health of residents: 
 

 Average reduction in alcohol consumption 
was 19 units per day.  

 Support provided by staff actually reduced 
the need for GP visits, ambulance call-outs 
and A&E admission. 

 If savings on emergency healthcare were 
extrapolated over 2014/15, this would 
amount to a saving to the NHS of 
£188,8537  

 The Return on Investment for this service 
is £1:£1.28 given the Support grant of 
£147,303 (excluding other, non-health 
outcomes achieved). 

 

Economic Impact  of Learning  
 
Assuming those going into work are 25% under 
25 years old and 75% over 25 and all were 
claiming JSA, then annual savings to public 
purse are £698,790. 
 
Assuming people have been volunteering at 
least 2 months, a social value of £159,183 per 
annum is generated8. 
 
Assuming all courses are part time, HACT 
suggests8 a social value of £754 per person 
per annum x 510 = £384,540. 
 
Return on Investment: For every £1 of public 
investment in these four programmes, at least 
£1.85 benefit to society is generated. 
 

7 – Unit Cost Database, New Economy, Manchester 2014 
8 – Social Impact of Housing Providers, D Fujiwara, HACT 2013 
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Our new Business Plan seeks to create social enterprises which trade for profit but at the same 
time benefit our customers with opportunities to develop skills in the local community with a range 
of ethical alternatives.  Basing our in-house repairs service at the site also creates synergies for 
customers’ skills training and work opportunities.   
 
With the leveraging in of a £775,000 loan from Dorset LEP and a charitable grant of £150,000, 
BCHA purchased and renovated an old Remploy site in Poole to be a single site for existing 
learning and work activities as well as regenerating the local area.   
 
The Factory, the new name for this exciting new facility, opened its doors to the public in March 
2015 and is expected to break even by March 2016 and is targeted to generate around 8% 
surplus each year for reinvestment.   In addition, the Factory will provide a single ordering point for 
furniture for supported housing.   Our value for money approach here will be to deliver “more for 
the same money”, giving a better standard of furniture which will be more durable for the same 
cost due to bulk procurement. 
 
6.4 VFM SUMMARY 
 
6.4.1 Looking Back 
 
In 2014/15, closure of small accommodation based support services and the remodelling of 
staffing structures for housing-related support services in Bournemouth reduced the bill to the 
Borough by £456,000 (21%) from April 2015.   
 
6.4.2 For Next Year and Beyond 
 
For coming years, the emphasis will be on stabilising our income collection performance whilst still 
seeking to achieve our social mission against the tougher financial operating environment the 
Government has announced.  The Board will review its response once details are known later in 
2015 so it will defer setting targets in relation to housing and back to work activity at this stage. 
 
 
 

7.0 DELIVERY 
 
 
The delivery section of the Business Plan is about ensuring the right people, right systems and 
right funding to achieve our objectives.   Funding is covered in the Treasury section on page 10.   
This section will look at the key delivery decisions taken in 2014/15. 
 
7.1 THE RIGHT PEOPLE 
 
Over the course of the last quarter of 2014/15, a significant restructure 
of the management tiers took place.  The investment rationale behind 
this was to ensure effective and efficient delivery of the new Business 
Plan and improvements to performance to offset Welfare Reform and 
other challenges.   
 
Overall, the restructure was intended to be cost neutral. However, 
savings of £100,000 in middle management were generated to fund a 
new area structure for housing-related support and health services and 
a new Business Development Team to support a net growth in revenue 
funding of £2M per annum average over the next three years. 
 
7.2 THE RIGHT SYSTEMS 
 
We have made the decision to implement two major IT projects in 2015/16.  First to the overall 
infrastructure as the existing systems and hardware estate are becoming obsolete.  Following a 
tendering exercise, BCHA will be outsourcing IT and telephony services to a cloud-based solution.  
In addition to modernising the operating system (with ongoing automatic upgrades), this will 

Our Workforce  
 

 BCHA’s Group Payroll was 
£10.9M for 2014/15. 

 
 The group employed 510 

people at 31st March 2015. 
  

 Total Overhead costs as 
% of our adjusted turnover 
at 31 March 2015 were  
11.8% (better than the 
Housemark Peer group 
Upper Quartile, 12.15%). 
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ensure guaranteed connectivity at remote sites, system support and effective disaster recovery 
whilst reducing the overall investment required in the IT team. 
 
Comparison with the 2015/16 budget indicates increased revenue costs of £62-84,000 assuming 
no changes in working practices which will be paid for by a 30% reduction in travel costs of 
£55,000.  Support time saved on improved connectivity provides the potential to generate non-
cashable savings of £133,000, assuming improved staff productivity with better-performing IT. 
 
The second major project will be to roll out new Housing Management Software as the scalability 
and functionality of the current system is limited. The increased costs of the new software will be 
offset by £88,000 savings from 2016/17 on compliance monitoring and repairs administration.  
Improved reporting should also lead to savings on additional software currently procured.  The 
main benefits will be in service quality which will result in improved call, correspondence and 
complaints handling plus self-service options for tenants. 
 
7.3 SPENDING WISELY 
 
In 2014, we launched a new Procurement Strategy with an emphasis on securing better value for 
money and, for larger contracts, making a positive contribution towards our “Back to Work” 
objectives.  In February 2015, we hosted a “Meet the Buyer” event for our current suppliers and 
already connections have been made with our Learning and Work Team to offer placement and 
apprenticeship opportunities for our customers.   
 
Over 2014/15, we achieved £12,000 savings on office stationery through use of a central supplier 
and saved £20,000 pa on insurance premiums by entering a 3 year agreement with our current 
insurer rather than re-tender.  These savings go towards keeping overall costs under control. 
 
As stated in Section 5, we will be partnering with Capita Property and Infrastructure Ltd to provide 
Asset Management and Development services.   This contract sets a target for “gainshare” – 
delivery of up to £800,000 of efficiencies over 5 years via at least 4 approved cost saving 
proposals each year.  BCHA will benefit from 65% of these savings in the first year and then 
100% thereafter. 
 

8.0 SUMMARY 
 
This section provides a useful summary of the issues relating to cost savings or efficiencies 
mentioned throughout this document.  Reducing cost to save money will be a significant priority in 
coming years to meet the challenges outlined in section 2.4. 
 
8.1 ACCOMMODATION 
 

Looking Back 
 

In 2014/15, the sale of unsuitable properties unlocked £452,000 in social housing grant, 
£257,000 of which was used towards the purchase and refurbishment of a replacement 
supported housing scheme for young people in Poole and development of flats for 
homeless people in Bournemouth. 

 
For Next Year and Beyond 

 
 £396,000 of social housing grant (including that released from another sale) will be 

available to fund other development. 
 Smarter materials procurement will generate at least 10% savings on 2014/15 levels 
 Outsourcing Asset Management and Development is targeted to deliver a 

“gainshare” of up to £800,000 over 5 years (65% of this share will be to the benefit of 
BCHA, 35% will be retained by the contractor for the first year of the saving)  

 This outsourced service will also deliver added value benefits supporting our Back to 
Work objectives (see section 6.3).  
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8.2 OPERATIONS 
 

Looking Back 
 

In 2014/15, closure of small accommodation based support services and the remodelling 
of staffing structures for housing-related support services in Bournemouth reduced the bill 
to the Borough by £456,000 (21%) from April 2015.   

 
For Next Year and Beyond 

 
For coming years, emphasis will be on stabilising our income collection performance 
whilst still seeking to achieve our social mission against the tougher financial operating 
environment.  The Board will review its response once details are known later in 2015 so 
it will defer setting targets in relation to housing and back to work activity at this stage. 

 
8.3 DELIVERY 
 

Looking Back 
 

Savings of £100,000 in middle management post were generated to fund a new area 
structure for housing-related support and health services and a new Business 
Development Team to support a net growth in revenue funding of £2M per annum 
average over the next three years.  £32,000 savings were generated within insurance and 
stationery procurement. 

 
For Next Year and Beyond 

  
 An outsourced cloud-based IT and telephony infrastructure solution is targeted to 

generate £133,000 in non-cashable savings from better performing technology and 
hence increased productivity.  

 New housing management software will be procured to be offset by £88,000 savings 
from 2016/17 on compliance monitoring and repairs administration.  Improved 
reporting should also lead to savings on additional software currently procured.  


