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INTRODUCTION  
 
 
What Is BCHA? 
 
BCHA is a specialist housing and housing-related support 
provider, helping people who are homeless and vulnerable to 
access the right housing, health, learning and work 
opportunities.   
 
Why A Value for Money Statement? 
 
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. 
 
The Value for Money Journey 
 
We begin with what value for money means to BCHA and our approach to achieving it (section 
1).  After an overview of the organisation which provides an understanding of BCHA and its 
operating challenges (section 2), we then look at a newly developed “Sector Scorecard” which 
aims to present a consistent way of looking at value for money in social housing (section 3).  
 
We then go on to review top-level business health and operating costs (sections 4 & 5), our 
approach to providing homes (sections 6 & 7) and the cost and performance of providing our 
main services (section 8) which are set out to enable the reader to form a view about whether 
BCHA is actually delivering value for money.  Finally, after considering our corporate 
resources (section 9), we review in-year achievements in terms of efficiency gains and savings 
and set out our targets for the next year and beyond (section 10). 
 
Governance & Value for Money  
 
Our organisation is governed by a voluntary board. Part of the Board’s role is to approve and 
monitor strategies and plans to deliver the organisation’s mission 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 Vision 
 

“Working 
together: 
Building better 
lives, better 
homes and 
better 
communities .” 
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1 - WHAT IS VFM?  
 
 
1.1 DEFINING VALUE 
 
At BCHA, we define Value for Money (VFM) as “achieving the optimum level of business 
results to the complete satisfaction of our stakeholders within the resources that we have 
available.” Because of our mission, our business results are focussed on adding social value 
to the community. 
 

 
 
 
Value for Money is a cross-cutting issue and cannot be seen in isolation.  Delivering Value 
runs through all of our business objectives. 
 
1.2 MAKING VALUE HAPPEN (OUR STRATEGIC APPROACH) 
 
BCHA’s Culture, through its Mission, Values and Behaviours, supports and rewards 
achievement through an overarching philosophy of “Good to Great.”  This approach drives 
continuous improvement and recognises that aspiring to be great at what we do, rather than 
just good, is a continuing story. 
 
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.   Key elements of this approach include: 
 

 A Treasury Strategy  – to secure appropriate funds to deliver our objectives 
 A Procurement Strategy  – focussed on smarter purchasing to achieve tangible cost 

savings and social benefits; 
 An Asset Management Strategy  – focussed on maximising return on investment and 

maintaining the quality of our homes; 
 Robust budgeting  and financial management to drive Cost efficiency; 
 Systems and processes to recruit, train and develop  quality staff 

 Our Business  
Objectives 
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Increasing the number 
of homes we own  

(see section 6) 
 

Future-proofing our 
homes 

(see section 7) 
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Providing quality 
services  

(see section 8) 
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y Having the right people, 
systems and finances 

(see section 9) 
 

 

Optimum 
Business 
Results 

 

Complete 
Stakeholder 
Satisfaction 

 

Effective  
Use of 

Resources 

Value 
= 
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Getting Results 
 
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.  Our approach to optimising performance 
includes: 
 

 A Leadership Focus  on working in teams not silos; 
 A Performance & Risk Framework  against which subsidiaries, contracts and 

activities are regularly judged in terms of financial and performance returns; 
 Performance targets  across the business; 
 Active benchmarking  - Comparing our results with other organisations to assess how 

well our services are performing; 
 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. 

 Periodic studies  to assess the social & economic impact of our work  
 
In the last year, we have had a greater focus on embedding awareness of value for money 
through staff workshops which have explored areas where the business can save money and 
review processes to make them more efficient.  We are keen to build on this form of staff 
engagement going forwards.   We also wish to strengthen our understanding of expected 
returns on our investments.   
 
Ensuring Satisfaction 
 
BCHA places great emphasis on engagement with customers and partner organisations to 
seek assurance that activities and services are valued.  Such engagement includes: 
 

- Regular Customer satisfaction surveys  
- Resident Scrutiny  – customer-led reviews of our services 
- Collaboration with residents’ associations  
- Strategic and operational liaison with partner organisations  such as local authorities 
- Ongoing dialogue with lenders and regulators  

 
 
  



Page | 6 
 

2 - BCHA IN CONTEXT 
 
 
Our activities can be grouped into three broad headings:  providing social housing (“housing”), 
providing support to people who are homeless or vulnerable (“support”) and assisting people 
overcome skills and motivation barriers to strengthen employability (“learning and work”).  This 
section outlines these activities and the challenges we face in delivering them. 
 
Having this range of provision does set BCHA apart from the majority of traditional housing 
associations meaning that when we compare ourselves to others or to a sector average, the 
comparison may not be “like for like.” 
 
2.1 HOUSING FOR RENT 
 

 

 

Legal Interest

49% owned;            
16% leased;            

35% managed for 
other landlords

Size

Two thirds of our 
homes are for single 

people

Turnover

There were 885 
lettings in 2016/17

(97% supported housing)

Our footprint as a social landlord, based on homes managed, creates a total 
impact of £7.9M Gross Value Added1 to local economies and supports 159 FTE 

jobs each year.  [Source: NHF Local Economic Impact Calculator 2017]. 

The total of 1746 excludes 27 shared ownership 
units managed for another RP. 
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2.2 SUPPORT 
 
The map above illustrates where our supported housing provision 
is located – from Plymouth in the west to Reading in the east.  This 
provision consists of a range of services from high support 
environments, with 24-hour staffing, to lower support shared 
housing with visiting support.   BCHA also provides community-
based services to support people to maintain their tenancies and 
institution-based services – for example, to support older people to 
manage health and well-being in prison.  
 
2.3 LEARNING & WORK 
 
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.    
 
2.4 KEY ACHIEVEMENTS & IMPACTS 
 
As will be noted later in this section, BCHA is operating in a very tough environment.  However, 
we are proud of our many positive achievements in 2016/17.   Highlights include: 
 

 £2.5M HCA grant secured for 3 development projects in Bournemouth and Exeter – to 
refurbish two 40-bed hostels and build six flats for young people over 2017/18. 

 New business plan developed through a series of staff engagement days. 
 BCHA recognised for contribution to complex needs services by Plymouth City Council 
 BCHA and subsidiary Recoop recognised for its work with older prisoners on the 

National Offender Management Service CF03 contract. 

In the year, our various services made a difference to the lives of many thousands of people 
in need of help.  Here is a flavour of some of what we achieved. 

 

117 people supported into a job and 57 people into 
volunteering;  225 supported to gain a qualification

138 homeless people were supported to leave 
hospital with a suitable resettlement package

About 1,000 people supported at any one time 
in the community to find better housing or 
maintain their tenancy and avoid eviction

1,141 older people in prison were supported 
with health, social and resettlement needs

82% of people supported with their mental health 
reported a positive outcome with BCHA support

75% OF OUR
WORKFORCE 
IS ENGAGED 

IN PROVIDING 
SUPPORT &

LEARNING
SERVICES

[01/04/2017]

Supporting 117 jobseekers 
into work yields  £421,819 

annual saving to the public 
purse  

 
[based on 2016/17 JSA rates, assumes everyone 
claims as single person and 25% are aged <25]. 

 
Supporting 72 homeless 

people on discharge from 
hospitals in Plymouth saves  
the NHS £65,150 per year in 

reduced admissions  
 
[NHF Study: based on £400 per person per day, 

2016 rates]. 

Supporting 500 people in 
Bournemouth to avoid 

eviction saves  the Council  
£1,089,600 per year in 

applications  
 

[based on £2,724 per application, 2016 rates, 
assumes 80% at risk]. 
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2.6 CASHFLOW 
 
The diagram here shows a simplified cashflow for 
2016/17 (with the change on the previous year in 
brackets), demonstrating the focus on our 
mission.   
 
 
 
 
 
 
 
 
 
 
 
 
 

The biggest reduction in cashflow stems from the 
reduction in turnover of housing-related support 
contracts due to local authority commissioning 
decisions.  The biggest increases in year relate to 
investment in acquiring new social housing to 
strengthen our financial health, funded through 
loans and grant income. Further analysis is 
presented in section 3. 

 
 
 

2.7 CHALLENGES & MITIGATIONS 
 
BCHA operates in an increasingly challenging environment with impacts in government policy 
affecting all strands of our work.  Our three key exposures are:  
 

 Ongoing risks of Local Authority and Central Government cutbacks placing our support 
and learning contracts at risk of price reductions, market competition or termination over 
the next 12-18 months. 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. 

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

risk benefit sanctions or the withdrawal of entitlement to benefits, affecting their ability to 
pay their bills.  Our Housing team works closely with customers to budget and manage 
their finances, thereby promoting resilience and independence.  

 
 Government policy to reduce social housing rents by 1% per year is in its second year 

and will lead to an appreciable loss of revenue to 2020.  A further risk on rent income will 
be the cap on benefits to the Local Housing Allowance (“LHA Cap”) which may result in 
rents not being affordable even to those on benefits, particularly in supported housing. 
Our response to this challenge will require ongoing focus on controlling costs, particularly 
maintenance, corporate support and payroll and ensuring we have flexible options and 
exit strategies for our properties.   

 

Where our 
income came 

from

Rents & Service 
Charges: 

£11.6M (-10%)

Support & 
Learning 

Contracts:

£5.2M (-19%)

New Bank loans:

£3.3M (+94%)

Grants: 

£1.6M (+33%)

Management
Fees:

£1.5M (-3%)

Other:

£2.1M (+4%)

How this was 
spent

Housing 
Management:

£8.1M (+4%)

Support & 
Learning Services:

£5.2M (-18%)

Loans & Leases:

£5.6M (+3%)

Property 
Acquisition & 
Development:

£3.1M (+68%)

Repairs & 
Maintenance:

£2.7M (-1%)

54% on delivering services  

46% on providing homes 
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The Association has undertaken robust stress testing of our business plans against these and 
other challenges singly and cumulatively.  In doing this, we believe we can mitigate the impact 
of these risks. 
 
2.7 GOVERNANCE & REGULATION 
 
Following the In Depth Assessment by our Regulator, the Homes and Communities Agency 
(HCA), BCHA’s regulatory judgement was reaffirmed as G2/V2 in August 2016.  The full 
judgement can be seen at www.hca.gov.uk.  This grading is compliant with the Regulator’s 
standards with some areas for improvement highlighted. Over the course of 2016/17, the 
Board has focussed attention on three key areas:  
 

 The Group structure has been reviewed and a decision taken to fully merge in one of 
its subsidiaries which was no longer adding value.  There has also been review of 
committee structures to streamline the effectiveness of governance; 

 The board’s role in strategic risk management has been reviewed, particularly to 
develop and adopt high level “Golden Rules” [limits set to maintain a margin of safety 
over measures in our loan covenants – effectively a cushion to manage treasury and 
liquidity risks] and a Performance and Risk Framework by which the contribution of 
entities and activities can be rigorously assessed; 

 A new five year Business Plan and Financial Plan were developed and approved.   An 
underpinning Care and Support Strategy has also been developed with input from 
external consultancy. 

 An internal audit of Governance by Mazars in May 2017 reported substantial 
assurance to the Board. 

 
Achievement against our action plan is being reviewed with the HCA for a re-evaluation of the 
current Regulatory Judgement later in 2017. 
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3 - A SECTOR WIDE VIEW OF VALUE FOR MONEY 
 
 
Over the course of 2016/17, a number of Registered Providers developed a set of metrics with 
the intention of standardising the approach to assessing value for money.  BCHA has signed 
up to using the “Sector Scorecard” which is now being hosted by the Housemark 
benchmarking service. 
 
The scorecard is divided into five key themes containing 15 metrics in all.  The table below 
shows these metrics, why the metric is useful, BCHA’s year end result, the benchmark result 
and the section reference where the narrative explores the issue in more detail alongside other 
measures of potential interest to stakeholders.   
 
Theme Metric  Purpose  2016/17 

Results 2 
Reference  

Business 
Health 

Operating Margin 
(overall) 
 
Operating Margin 
SHL (social 
housing lettings) 
 

Measures the 
amount of surplus 
generated  
from turnover on a 
provider’s day-to-
day activities 
 

BCHA: 
3.7% (overall) 

2.7% (SHL) 
Section 4 

Median: 
25.7% (overall) 
30.3% (SHL) 

EBITDA MRI (as a 
% of interest) 

An approximation 
of cash generated. 
As a percentage of 
interest, shows the 
level of headroom 
on meeting interest  
payments on 
outstanding debt 
 

BCHA: 
148.0% 

Section 4 

Median: 
187.8% 

Operating 
Efficiency 

Headline Social 
Housing Cost per 
unit 

This measure is 
used by the HCA to 
assess the relative 
efficiency of all RP’s 
 

BCHA: 
£8,000 

This is discussed in 
Section 5  although 

different 
benchmark groups 

are used. 
Median: 
£4,587 

Rent Collected 
(general needs 
only) 

Demonstrates the 
effectiveness of 
income 
management in 
collecting rent due 
and managing 
arrears levels 
 

BCHA: 
99.4% 

Section 8   

Median: 
99.8% 

Overheads as a  
percentage of 
adjusted turnover 
 

Shows the 
proportion of 
turnover which is  
required to pay for 
overheads 
 

BCHA: 
12.4% 

Section 5 
Median: 
13.5% 

Development 

Units developed 
(absolute and as % 
owned stock)  
 

Demonstrates 
contribution of the 
sector to the supply 
of new homes (all 
tenures). 
 

BCHA: 
26 units; 2.3%  

Section 6 
Median: 

25 units; (% n/av) 

Gearing Shows the 
proportion of  
borrowing in 
relation to size of a  
provider’s asset 
base. 

BCHA: 
36.4% 

Section 6 
Median: 
36.3% 
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Asset 
Management 

Return on Capital 
Employed (ROCE) 

Shows how well a 
provider is using 
both its capital and 
debt to generate a 
financial return.  
 

BCHA: 
1.4% 

Section 7 
Median: 

3.8% 

Occupancy 
(General Needs) 

Demonstrates how 
efficient providers 
are at turning 
around void stock. 
Measured at the 
year end point. 
 

BCHA: 
100% 

Section 7 
Median: 
99.5% 

Ratio of responsive 
repairs to planned 
maintenance spend 
 

Effective planning 
based on detailed 
stock condition 
surveys should 
allow the sector to 
reduce spend on 
responsive repairs 
in favour of planned 
maintenance. 
 

BCHA: 
1.2 

Section 7 

Median: 
0.92 

Service 
Outcomes 
Delivered 

Customers satisfied  
with the service  
provided (all 
customers) 

Brings in the 
customer’s 
perspective; to  
what extent are 
they satisfied with 
the service? 
 

BCHA: 
74.7% Section 8 looks at 

the variations for 
general needs and 
supported housing Median: 

87.8% 

£s invested for 
every £ generated 
from operations: 
 
-in new housing  
supply 
-in communities 
 

Demonstrates the 
extent to which 
providers are 
investing their own 
money in new 
supply, or other 
areas generating a 
social return 
 

BCHA: 
N/av 

Data collection for 
these indicators 

needs to be 
developed by 
BCHA so that 

accurate results are 
reported next year. 

Median:  
New Supply £0.69 

 
Communities £0.02 

 
 
BCHA’s results have been colour-coded as follows: 
 
GREEN = BCHA is upper quartile (i.e. top 25% of organisations in the peer group) 
AMBER = BCHA is around the median (i.e. is mid-range when compared with peers) 
RED = BCHA is lower quartile (i.e. the bottom 25% of organisations in the peer group). 
 
It is desirable to be green and amber for as many indicators as possible. BCHA’s  comparative 
position is variable which is not unusual in itself. Upper quartile (green) in terms of occupancy, 
for example, median in others and lower quartile (red) in some cases due to features or 
activities not typical of the peer group and which are not therefore negative reasons.  For 
example, some indicators (operating margins and ROCE) are surplus dependent and BCHA’s 
surpluses are much lower than the norm due to high levels of activity in housing-related 
support and learning and work contracts.   Headline social housing costs are also lower 
quartile for a similar reason, the provision of supported housing and community-based 
support.  The key area of concern is, however, a reduction in customer satisfaction this year 
which is a key focus for the Organisation to address next year, particularly in terms of a 
fundamental review of repairs and maintenance. 
 
As this is the first year of this scorecard, trend information will be developed in next year’s 
statement.  
 
2 – The median relates to the comparator group from the Housemark benchmarking service is listed in the appendix. 
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4 – BUSINESS HEALTH 
 
 
This section looks at some of the key elements of business health. 
 
4.1 TURNOVER 
 

Year Group 
Turnover 

Operating 
Costs 

Operating 
Margin 

2013/14 £22.223m £20.341m 8.4% 
2014/152 £24.738m £23.555m 4.8% 
2015/16 £23.044m £21.473m 6.8% 
2016/17 £21.292m £20.493m 3.7% 
Change (4yr) -4.2% 0.7%  

 
 
The fall in turnover over the last four years is due primarily to the termination of Housing-
related Support contracts (through decommissioning or retendering) although the 1% statutory 
rent reduction has also begun to have a material effect. Operating costs across all activities 
are now around 2013/14 levels with higher than anticipated costs in the last year on lease 
handbacks, repairs and voids.   
 
Despite this, our forecast for turnover (presented below) illustrates our expectation of modest 
growth of 5.4% to 2022 arising primarily from property acquisition for low cost rented housing.  
 

 
 
 
4.2 OPERATING MARGIN 
 
Operating Margin (all turnover) 
 

Given the nature of our support activities, 
our operating margin is much lower than 
that of traditional housing associations. 
For all RP’s, the sector average is 28.4% 
(HCA 2016 Global Accounts) and the 
Sector Scorecard median (see appendix 
for peer group) is similarly much higher.    
 

 

16

17

18

19

20

21

22

23

24

25

26

2013 2014 2015 2016 2017 2018 2019 2020 2021 2022

Group Turnover £M

2016/17 
Benchmark

25.7%

Change on 
2015/16

-3.1%

BCHA 
2016/17

3.7%
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Operating Margin (Social Housing Lettings) 
 

Even with a focus on more like-for-like 
activity (social housing lettings), BCHA's 
margin is still much lower than our peers.  
A breakdown by activity stream gives 
further context of the financial 
performance of our activities below.    
 

Activity  2015/16 Operating 
Margin 

2016/17 Operating 
Margin 

General Needs Housing  -2.4% 0.14% 
Supported Housing  16.1% 5.4% 
Other Social Housing (support contracts)  1.5% 1.8% 
Non-Social Housing (learning  contracts)  -1.4% -2.0% 
Non-Social Housing ( inc management 
contracts) 

56.3% 20.7% 

 
Margins on General Needs are lower than would be expected due to rent payable on leased 
stock (which is excluded from the calculation of management costs in the next section). 
 
Despite the challenges on our income and accompanying pressures on salaries and property 
maintenance costs, our Business Plan and financial forecasts identify an improving operating 
margin position over the next five years on the basis of: 
 

 Purchasing a range of leased stock from another RP and a continued, steady 
acquisition of owned stock and parallel reduction in our leased portfolio 

 Further reductions due to decommissioning of marginal housing-related support 
contracts 

 Implementing the more efficient ways of working that have been identified 

 

 
 

 
4.3 INTEREST COVER 
 
The organisation has a range of loan covenant requirements with its funders.  Interest cover 
is generally measured on the basis of earnings before interest tax depreciation amortisation 

0.0%

2.0%

4.0%

6.0%

8.0%

10.0%

12.0%

14.0%

2013 2014 2015 2016 2017 2018 2019 2020 2021 2022

Operating margin %

2016/17 
Benchmark

30.3%

Change on 
2015/16

-4.4%

BCHA 
2016/17

2.7%
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with (capitalised) major repairs included (EBITDA MRI).  The limit with two of BCHA’s funders 
was renegotiated to 110% in 2016/17 . 
 

Our year end results are median 
compared with our Sector Scorecard 
peers although the reduction in surplus 
from last year has seen a marked 
reduction in interest cover. 
 
The chart below shows that sufficient 
interest cover is projected across the 5 

year period of the latest Financial Plan.   The tightest position is in 2018 but there is a marked 
improvement thereafter as a result of cost improvements and the acquisition of managed and 
leased stock.  Whilst there is a modest growth in earnings from 2019 the Plan prudently 
assumes steadily rising interest rates leading to a slight tailing off of interest cover in later 
years.  Nevertheless adequate headroom is maintained throughout the 5 year period. 
 

 
 
 
4.4 CONCLUSION 
 
BCHA is not typical amongst RP’s in that it has a high proportion of temporary and high 
turnover supported housing, leases a proportion of its stock and provides a range of 
community based services over and above its social housing provision.   These activities are 
the result of a conscious strategy to provide services to a range of vulnerable groups.  Pursuing 
this strategy does not yield the level of surpluses generated by more mainstream RP’s which 
therefore means direct comparison in some areas appears to show BCHA in a weaker light.  
 
Despite this, BCHA continues to be an important provider of services in our region and 
continues to attract investment from lenders.   Our financial planning and sensitivity analysis 
also reassures stakeholders that BCHA is confident its business health can be maintained in 
the future by pursuing prudent strategies to improve margins and as we develop in line with 
our business objectives. 
  

2016/17 
Benchmark

187.8%

Change on 
2015/16

-78.7%

BCHA 
2016/17
148.0%
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5 - OPERATING EFFICIENCY 
 
 
5.1 OPERATING COSTS 
 
The HCA is focussing more on VFM as measured through the lens of operating costs.  
Alongside the Global Accounts, it produces an analysis of unit costs for each RP3 based on 
its annual FVA Return.   Results for BCHA are as follows: 
 

 Cost Per Social Housing Unit 4 
 Headline  Manage-

ment 5 
Service 
Charge 

Maint en-
ance 

Major 
Repairs 

Other  

2013/14 
(1938 units) 

£9,260 £1,940 £2,190 £1,010 £310 £3,810 

2014/15 
(2006 units) 

£9,890 £2,750 £1,730 £1,040 £380 £3,990 

2015/16 
(1883 units) £7,830 £900 £2,620 £1,000 £430 £2,880 

2015/16 All  
RP median £3,970 £1,080 £530 £1,010 £890 £470 

2016/17 
(1632 units) 

£8,000 £910 £2,800 £1,180 £560 £2,550 
 

Comparison with the sector shows significant variance from the median for all RP’s although 
the trend in headline costs per unit  is broadly downwards - skewed in 2016/17 by an increase 
in maintenance costs due to lease handbacks associated with the closure of two county-wide 
housing-related support services and an overall reduction in units for the same reason. 
 
Removing Cost Distortions 
 
As we stated last year, this methodology for calculating operating costs for the sector creates 
distortions for RP’s like BCHA.  The main distortion which makes like for like comparison more 
difficult is the placement of housing-related support contracts  in “other” costs (these 
contracts do not  fund social housing provision).  
 
Removing this key distortion shows that headline unit costs for BCHA in 2016/17 shows BCHA 
as being about 37% higher than the RP median, rather than double the median as above.   
The main variance now being service charge costs  which can be explained in terms of our 
larger provision of temporary supported housing with furniture and intensive housing 
management (which is atypical in many housing association service charge structures). 
 

 Cost Per Social Housing Unit 4 
 Headline  Manage-

ment 
Service 
Charge 

Maint en-
ance 

Major 
Repairs 

Other  

2015/16 
(1883 units)  £4,950 £900 £2,620 £1,000 £430 £0 

2015/16 All 
RP median £3,970 £1,080 £530 £1,010 £890 £470 

2016/17 
(1632 units) 

£5,450 £910 £2,800 £1,180 £560 £0 

 
With further analysis, it becomes apparent that unit costs for general needs housing are more 
typical of the norm (service charge costs excepted) when compared with the sector median. 
Supported housing is, as is generally recognised, a more costly form of provision. 
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 Cost Per Social Housing Unit4 by Type 
 Headline  Manage-

ment 
Service 
Charge 

Maint en-
ance 

Major 
Repairs 

Other  

2015/16 All 
RP median £3,970 £1,080 £530 £1,010 £890 £470 

2016/17 
General needs 

£3,770 £670 £1,350 £1,120 £630 £0 

2016/17 
Supported 

£14,170 £1,790 £4,410 £1,310 £490 £6,170 

 
Due to reduction in unit numbers due to lease handbacks and resulting additional end-of-lease 
maintenance costs, the general needs Headline unit cost has increased by 7.1% on the 
previous year and for supported housing, the increase has been 6.6%.  We expect these costs 
to reduce as we implement further savings plans and more efficient ways of working. 
 
Comparison with Better Peer Groups 6 

 
Comparing BCHA’s top-level operating costs with a smaller group of organisations which have 
similar features (rather than all RP’s) also demonstrates the points made above.   Three peer 
groups are created for comparison from the 2016 Global Accounts: 
 

 “SHRP” – Registered providers where their stock is at least 15% supported housing.   
These 16 organisations show a median headline cost per unit broadly similar to BCHA 
although BCHA has higher service charge costs and other costs (i.e. support contracts) 

 “Stock ” – 43 Registered providers which manage a portfolio of social housing ranging 
from 1400 to 2400 units. 

 “SHLTO” – 29 Registered providers with a turnover in social housing lettings ranging 
from £14M to £17.5M. 

A fourth (and closest) peer group “10RP” comprises 10 Registered providers, including 
BCHA, which share two or more  of the above features (see Appendix).  BCHA, service 
charge costs excepted, performs favorably to the median results for this peer group. 

 
 Cost Per Social Housing Unit4 
 Headline  Manage-

ment 
Service 
Charge 

Maint en-
ance 

Major 
Repairs 

Other  

2015/16 
(1883 units)  £7,830 £900 £2,620 £1,000 £430 £2,880 

2015/16 
SHRP 
median   

£8,240 £1,660 £1,290 £1,200 £670 £1,900 

2015/16 
Stock 
median 

£3,970 £1,030 £520 £1,000 £820 £210 

2015/16 
SHLTO 
median 

£3,720 £1,160 £360 £1,000 £780 £160 

2015/16 
10RP 
median 

£9,090 £2,210 £1,420 £1,100 £630 £3,650 

2016/17 
(1632 units) 

£8,000 £910 £2,800 £1,180 £560 £2,550 
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5.2 OVERHEADS 
 

BCHA’s approach for many years has 
been to carefully control overheads such 
as the costs of centralised HR, Finance, IT 
and Premises.  This results in an upper 
quartile position (i.e. amongst the top 25% 
best performing organisations) when 
benchmarked on this measure, which is 
another aspect of operating efficiency. 
 

 
5.3 CONCLUSION 
 
We can conclude, on a like for like basis, that BCHA’s operating costs are not significantly 
dissimilar in terms of management and maintenance from traditional RP’s even given the 
much higher turnover of its stock.  However, it is still the case that our operating environment 
requires careful, ongoing monitoring in order to manage costs and maintain margins 
particularly as mandatory rent reductions are applied annually to 2020.   
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
3 - “RP” here means “registered provider” of social housing; “traditional” RP’s do not include organisations which transferred stock 
from local authorities. 
 
4 - the number of social housing units is stated for each year and is calculated in accordance with the HCA’s annual FVA return 
for the relevant year (“closing social housing units”).  
 
5 – the significant reduction in management costs from 2014/15 to 2015/16 is due to the removal of rent payable on leased stock.   
This exclusion enables better comparison between providers which lease stock, like BCHA, and the majority of providers which 
do not. 
 
6 – we have not used the Sector Scorecard peer group for this purpose as too few comparable supported housing providers use 
Housemark.  Better comparisons are obtained from the HCA Global Accounts. 
 

2016/17 
Benchmark

13.5%

Change on 
2015/16

+0.4%

BCHA 
2016/17

12.4%
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6 - DEVELOPMENT 
 
 
Providing homes of choice forms one of the four key strands of our Business Plan.  In this 
section we consider the two main objectives within this strand – increasing the number of 
homes we own and future-proofing to ensure our homes are fit for purpose for our customers 
now and over the coming decades. 
 
6.1 INCREASING THE NUMBER OF HOMES WE OWN  
 
There is still significant demand for social housing in our areas of operation.  This level of 
social need underpins our development strategy which seeks to: 
 

 Improve the organisation’s financial strength by increasing the number of homes in 
ownership (a shift from leasing stock from others).  

 Ensure Development is net positive to BCHA and focusses on flexible, great value, 
modern, low running-cost products. 

 Build on our current geography 
 
Over the course of 2011-2016, BCHA added 353 social rent units to its owned stock holdings.  
This far exceeds our original target of 150 units over the same period.  During the last financial 
year we purchased 66 units (40 units formerly leased, 26 new acquisitions increasing the 
supply of social housing), all as social/affordable housing.   
 
Compared as a percentage of owned stock, this addition to new supply equates to 2.3%.   Our 

benchmark group had a median of 25 unit 
additions to stock but there was no 
benchmarked percentage.    
 
The HCA Global Accounts 2016 identify 
that RP’s under 5,000 social housing units 
in management had an addition to stock 
managed due to development of 1.4% in 

2015/16.   BCHA’s result would be 1.6% if new units added were as a percentage of stock 
managed (this figure being higher than “units owned”) showing performance around median. 
 
Pipeline   
 
Our target over the next five years is to bring a further 500 units into ownership – a mixture of 
purchasing units leased/managed for other RP’s as well as new supply. By the end of March 
2018, we expect to add 174 units to our owned stock portfolio: 
 

 Purchase 55 care bedspaces which we manage in Hampshire for another RP (the care 
service being provided by third parties); 

 Purchase 91 units of supported housing in Bournemouth and Devon from another RP; 
 Acquire a further 3 off-the-shelf properties to complete the move-on pathway of 20 units in 

total in Plymouth with £20,000 per property grant from the City Council; 
 Purchase at least 2 properties as shared accommodation in Winchester 
 Build 6 social rent units to maximise capacity on an existing site in Bournemouth using 

£293k HCA Platform for Life funding 
 Refurbish a newly acquired former care home in Bournemouth to provide supported 

accommodation for homeless people. 
 

2016/17 
Benchmark

n/av

Change on 
2015/16

+1.9%

BCHA 
2016/17

2.3%
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Beyond 2017/18, we plan to commence work on building accommodation for people with 
learning disability in Plymouth and to remodel a sheltered housing site in Weymouth to provide 
rental and low cost home ownership units.  Longer term, over a five-year period, we will be 
seeking to acquire 374 units from another RP, currently managed by BCHA on its behalf. 
 
6.2 LEASING 
 
Historically, BCHA has actively sought to lease properties short-term from the private sector 
for social housing use as the ease of entry and exit has made 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 so we have adopted a strategy of gradually handing back 
to owners when leases come to the end of their term.   
 
Short term leases have fallen from 695 units at 31 March 2011 to 287 units at 1 April 2017 
with a particularly sharp fall in 2016 due to an extensive handback programme following 
termination of two large supported housing contracts in Dorset.  BCHA may still seek to 
acquire leased units from time to time, particularly if part of the service delivery model for any 
new housing-related support contracts and only where such acquisitions are financially viable.   
 
6.3 GEARING 
 
Gearing measures the proportion of debt to the assets or “net worth” of the business.  BCHA 
currently has two different measures across its funders as shown below.  There is ample 
headroom against the property cost measure.  The net worth (grant plus reserves) basis, 
measured against the most restrictive limit (with the Co-op), is achieved but becomes tight 
towards the end of the 5 year period. The majority of the Co-op debt will be repaid by this point 
and discussions continue with the bank to re-negotiate this limit. 
 

 
 

The Sector Scorecard shows BCHA’s level 
of gearing, (historically been low due to a 
greater emphasis on acquisition by lease) 
is of a comparable level to peers and is 
rising as we seek to acquire more property 
into ownership funded through loan finance. 
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2016/17 
Benchmark

36.3%

Change on 
2015/16

+1.9%

BCHA 
2016/17

36.4%
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7 - ASSET MANAGEMENT 
 
 
7.1 STRATEGIC MANAGEMENT OF STOCK 
 
BCHA’s existing Stock comprises purpose-built and acquired properties, the latter of varying 
ages but traditional construction.  We undertook a major Stock Condition Survey in 2015/16 
in order to enhance our knowledge of our assets for intelligent future planning. 
 
Stock investment 
 
The Stock Condition Survey revealed that investment required over the next 30 years will be 
of the order of £1M per year (smoothed out over the 30 year period).  This figure is close to 
historic levels of spend and our financial forecasts have adjusted this for inflation. 
 
Return on Assets 
 
The overall return on assets [Return on Capital Employed] using the standardised sector 
scorecard methodology for BCHA stock is 1.4%. This return for 2016/17, has fallen due to a 
lower operating surplus compared with the previous financial year. The median return for the 
Sector scorecard peer group is as below: 
 

A more detailed appraisal at individual 
building level is conducted on the basis of 
30-year net present value (NPV)7.  Using 
a scoring methodology provided by a 
property consultancy based on Decent 
Homes compliance, rental income and 
planned maintenance commitments we 
have determined that 58% of stock owned 

is rated as “good” in relation to NPV and 26% as “reasonable” – hence 16% is performing 
below expectation.  The analysis also shows: 
 

 Average NPV is £28,200 and Median NPV is £25,798 
 No owned stock has a negative NPV (which would be undesirable) although some 

units with a long lease (term of 21 years or more) do   
 Value is highest in self-contained freehold stock (Average NPV = £37,170) and value 

is lowest in shared long leased stock (Average NPV = £4,567).  

The diagram below shows the NPV profile of our owned stock and long leased stock8: 
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2016/17 
Benchmark

3.8%

Change on 
2015/16

-2.3%

BCHA 
2016/17

1.4%
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A further breakdown by stock type is included below using the asset management scoring 
system devised by Mazars to categorise stock as “good” (green), “reasonable” (amber) and 
“poor” (red) which enables us to further understand and manage stock performance. 
 

 
Whilst there is little variation in performance by geographic area (not included above), the 
chart shows the performance on average of stock which is owned is generally reasonable to 
good, irrespective use or building age.  The lowest levels of performance are seen in 
properties which are leased on a term of 20 years or more8. 
 
Options Appraisal 
 
This analysis has enabled BCHA to seek to optimise the use of its assets.  Over the last 2 
years, the decision was made to dispose of four hostel buildings of varying sizes, improving 
the median NPV of remaining properties by 2%.  Three of these properties, sold over the 
period 2014 - 2016 yielded receipts of £452,000 of social housing grant for recycling. Another 
property sold in 2016/17 released £201,000 of social housing grant for recycling. 
 
Over the next two years, we will seek to: 
 

 Purchase a number of the long-leased dwellings which will improve financial performance 
and NPV as there will be a greater margin between loan repayments (rather than rent 
payable) and rent receivable.   Essential structural maintenance will also be undertaken to 
one site by the vendor, prior to completion of the sale in December 2017. 

 Seek to generate £4M cashflow for future development by remodelling two high latent 
value sites to include accommodation for outright sale in Bournemouth which will 
generate proceeds for further investment in social housing.  These projects are currently 
at planning consent stage. 

 Remodel a hard-to-let sheltered housing site in Weymouth to provide new housing for rent 
and sale for people in need. 

 Complete the Refurbishment of 2 large hostels in Exeter and Bournemouth using £2.2M 
Homelessness Change Programme funding; 

 
Appraisal of the entire stock will be ongoing and investment decisions based on a number of 
factors including a minimum rate of return, continuance (or otherwise) or support contracts, 
demand, ease of remodelling and fitness for purpose for intended customer groups. 
 
 
7 -  BCHA, in common with other Registered Providers, uses the Net Present Value calculation to determine whether a 
development is a good use of capital investment.  NPV takes the net rental cash flow of a property discounted over 30 years 
compared to the cost of the original investment.   

STOCK by  
Age 

Average Asset Management Score  
Self Contained  Shared  

Purpose Built Refurbished Purpose Built Refurbished 
GN SH GN SH GN SH GN SH 

Owned - Built <1950     29 30     40 37 
Owned - Built 1950-
1979     38 30         
Owned - 1980-date 34 35 37     38     
Long Lease Pre 
1979     19         18 
Long Lease Post 
1980 10   50     40     
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7.2 OCCUPANCY 
 
This is a demand measure as much as it is a measure of efficiency in turning around empty 

properties ready for new tenants.   
 
The Sector Scorecard provides a 
snapshot on 31 March and only measures 
General Needs social housing stock that is 
owned and available for letting.  At the 
year end, our General Needs stock fitting 
this definition had no voids awaiting 

occupation, hence the upper quartile result.  If all other forms of social housing are also 
considered, the occupancy rate at the year end was 96.1% (92.4% the previous year). 
 
7.3 LANDLORD HEALTH & SAFETY 
 
BCHA is committed to ensuring absolute compliance with its legal obligations in the 
management and maintenance of its stock - the safety and well-being of customers who live 
in our homes being paramount.  With the termination of arrangements in 2016 with our asset 
management partner, policies and procedures were reviewed with an external consultant to 
ensure alignment with our legal duties.  A new asset management team structure was created 
although some individuals are not yet in post at the time of publication.  This team will take 
overall control of landlord compliance, including completion of remedial works and liaison with 
the internal repairs team and external contractors (it should be noted that all compliance 
strands bar gas are fully undertaken by external specialists). 
 
Compliance against key health and safety strands is presented below and shows a high level 
of compliance although not 100% due to access issues.   By way of comparison the median 
level of compliance for gas appliance servicing for our Housemark peer group was 99.9% 
indicating the challenges of ensuring access to undertake compliance testing are not unique 
to BCHA.  However, we will work towards improving compliance by ensuring enough lead-in 
time to complete the required tests and surveys and provide ongoing assurance through 
quarterly independent internal audit reports to our Board.   
 

 
As BCHA stock is largely of traditional build and no blocks above 6 storeys, there are no 
system building or high-rise dwelling issues which are common in larger urban areas. 
 
8 - stock leased on a term under 20 years is not included in this analysis as this product uses a different feasibility model based 
on anticipated spend over the term of the lease and dilapidation costs at handback.  

Position at 2016/17  
Year End 

Total 
Number of 

Components  

Total Number 
Compliant 

Components  

 
Target  

% 
Compliance  

Gas compliance ( CP12 
certificates) in date 

1,111 1,109 100% 99.8% 

Fire Risk Assessments 
(FRA) in date 

351 345 100% 98.3% 

Periodic Electrical 
Testing (PET) in date 

1,673 1,671 100% 99.9% 

Legionella Surveys in 
date 

85 82 100% 96.5% 

Asbestos Surveys in 
date 

184 184 100% 100% 

Overall Compliance  3,404 3,391 100% 99.6% 

2016/17 
Benchmark

99.5%

Change on 
2015/16

+0.4%

BCHA 
2016/17

100%
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7.4 MAINTENANCE 
 
Maintaining our homes is very much part of our strategy to ensure our stock is fit for purpose 
into the future.  In this section, we seek to look at our maintenance service to assess whether 
it is providing value for money on the basis of cost, performance and customer satisfaction, 
the elements contained within the diagram in Section 1.  
 
Delivery Model 
 
The Asset Management and Development service (client-side) is now provided in house 
following an unsuccessful outsourcing partnership which was mutually terminated prematurely 
due to performance issues.    
 
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 a number of other larger or 
specialist contractors.    
 
Operating Costs 
 
Operating costs here are as calculated by Housemark so are a more specific definition than 
those based on an analysis of operating costs in section 3.   
 
 
 
 
 
 
 
 
 
 
 
Are 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 subsequent wear and tear) and leased 
stock (characterised by properties of varying types and ages and hence unpredictable 
maintenance needs)  Leased stock also requires end-of-lease dilapidation works prior to 
handback to the owner and 2016/17 saw a spike in lease ends due to the termination of two 
large supported accommodation services in Dorset.  
 

Spend on cyclical and major works has 
reduced by 26% on the previous year and 
is lower (i.e. better 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 has also reduced (by 15%) from last year is also 
better than the median for the Housemark peer group.  It is clear that efficient investment in 
planned maintenance should reduce expenditure on component failure (reactive 
maintenance).   The ideal ratio of expenditure that many organisations aim for is 30% reactive, 

Cost Per  
Property 

2013/14 2014/15 2015/16 2016/17 National 
Housemark  

Median10 
Major & 
Cyclical 
Works 

£311 £545 £958 
 

£707 £1,215 

Responsive 
Repairs & 
Voids 

£711 £1,086 £844 £713 £871 

2016/17 
Benchmark

0.9

Change on 
2015/16

0.0

BCHA 
2016/17

1.2
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70% planned (or 0.43).  BCHA’s result, whilst at median level with the peer group defined in 
the Appendix, has too much emphasis on reactive spend and we are committed to rebalancing 
this as part of our service improvement plans (see below).  
 
Performance and Satisfaction 
 
General 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Are services performing? 
Prior investment in a new structure and focus on job planning and improving operative 
productivity has generated turnaround in service performance.  Maintenance handling of void 
properties has improved steadily over the year so the turnaround time has improved from 17.1 
days in April 2015 to 7.6 days by the end of March 2017.   
 
Whilst referral delays continue to be an issue in some locations, overall void losses are 
continuing to improve but could still be better in general needs housing.   Option appraisals 
have commenced with a view to redeveloping a hard-to-let sheltered housing site and handing 
back a range of leased accommodation to their owners rather than renew leases will enable 
losses from voids to be reduced further in the medium term. 
 
Satisfaction for repairs has continued to decline and is below the benchmark median.  It has 
become apparent during a maintenance review in the summer of 2017 that there is a high 
incidence of customers contacting BCHA regarding outstanding repairs.  This undoubtedly will 
have affected satisfaction levels and the section below sets out an improvement strategy. 
 

Repairs 2013/14 2014/15 2015/16 2016/17 Housemark  
median 

% repairs 
completed 
in time  

93.8% 65.1% 91.2% 99.5% 97% 
(internal target) 

Avg d ays to 
complete a 
repair 

9.4 13.7 8.7 5.6 
 

7.1 
(2015/16) 

Voids 2013/14 2014/15 2015/16 2016/17 Housemark  
median 

Avg Re-let 
Time  
(Gen Needs) 

26.9  
days 

23.0  
days 

30.9 
days 

36.1 
days 

25.2 
days  

Avg Re -let 
Time 
(Supported) 

14.3  
days 

17.9 
days 

15.6 
days 

12.9 
days 

16 days  
(internal target) 

Void Loss  
(Gen Needs) 

2.4% 1.8% 2.3% 1.7% 0.6% 

Void Loss 
(Supported) 

5.7% 8.5% 7.4% 6.4% 6.8% 
(2015/16) 

Customer 
Satisfaction 

2013/14 2014/15 2015/16 2016/17 Housemark  
median 

Repairs 
service 

87.1% 95.8% 78.5% 67.7% 93% 

Quality of 
Home 

89.9% 93.0% 86.3% 82.1% 87.2%9 
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7.5 HOW WE PLAN TO IMPROVE 
 
Our goal is to ensure unit costs, performance and customer satisfaction are all consistently 
above median (when compared with other providers) or our internal target, where no 
comparable information is available.   
 
In 2017, BCHA began working with New Leaf Repairs to improve the performance, 
effectiveness and efficiency in the delivery of its Responsive Repairs service. We appointed 
Vanguard -  a systems-thinking management consultancy – to assist in the redesign all 
elements of this function using a systems thinking methodology. 
 
The initial focus has involved forensic analysis of processes across all areas within our control 
- including initial and continuing communication with the customer, programming and planning, 
delivery of repairs service, processing of payments, delivery within budget and timescales and 
monitoring completion and customer satisfaction.  Analysis at this level, rather than top-level 
KPI’s has given a deeper understanding of performance. For example, the review 
demonstrates that the first time fix rate for reported repairs may be as low as 48% which is 
highly inefficient and means an additional cost of approximately £197K per year in not getting 
things right the first time. 
 
Our findings also illustrate that there is a 40/60 split between value demand (demand raised 
by the customer which contributes to the creation of value in terms of our purpose as defined 
from a customer perspective) and failure demand (incoming demand caused by a low first 
time fix). Inevitably this leads to a high proportion of “wasted work” – work which creates no 
value but is in itself created by inefficiencies within the current system.   Over the months 
following this review, focus will be on designing out the attributes of the current procedures 
which contribute to the generation of waste work and thereby to achieve significant cost 
savings.  
 
The volume of wasted work created is also clearly the major contributory factor to the use of 
sub-contractors for repair work, rather than our own DLO.   The Vanguard analysis evidenced 
that 37% of the work subcontracted is purely due to a lack of capacity, equating to between 
£120K to £160K per year on use of third party contractors.  
 
In total we believe that it is possible to realise significant savings of at least 25% from a £1.4M 
responsive repairs annual spend through designing out the current identified waste in the 
system and that this will also lead to improved performance and customer satisfaction.  
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8 - PROVIDING SERVICES 
 
 
Providing Services to a wide spectrum of customer groups forms the second strand of our 
Business Plan.  Part of this strand seeks to develop services to help people overcome skills 
barriers and move towards employment.   The other part is about providing and growing quality 
services. 
 
In this section, we focus primarily on our housing services to assess whether these are 
providing value for money on the basis of cost, performance and customer satisfaction, the 
elements contained within the diagram in section 1.  We consider each of our two key housing 
products – general needs housing and supported housing – separately. 
 
8.1 GENERAL NEEDS HOUSING MANAGEMENT 
 
Delivery Model  
 
The Housing Services team has recently been 
restructured away from a generic service and instead 
will contain two specialisms – income and tenancy 
management.  The former focuses on rent and arrears 
collection and financial inclusion support to customers.  
The latter focuses on other tenancy matters – lettings, 
tenancy and neighbourhood matters with officers 
managing new patches of about 200-250 units - 
comprising owned, leased and managed stock.  These 
patches are distributed so disproportionate travel time is 
minimised.  
 
The strength of this model is close engagement with 
customers and back-up support from the income team 
to ensure tenancy sustainment and enable proactive 
intervention when tenancies are at risk.   There is some 
use of digital “self-service” options for customers – for example in reporting repairs or paying 
rent via the website with scope to significantly increase usage/take-up over time. 
 
Operating Costs 
 
Operating costs here are as calculated by Housemark so are a more specific definition than 
those based on an analysis of operating costs in section 3. 
 

Cost Per 
Property 

2013/14 2014/15 2015/16 2016/17 National 
Housemark 
Median10 

Housing 
Management 

£580 £592 £663 £550 £546 

Estates  
Management 

£104 £84 £93 £125 £224 

 
 
Are services economic? 
As has been mentioned earlier, the nature of our stock is the primary cost driver.  Temporary 
and single persons’ accommodation has a high turnover of tenancies.  Leased properties 

IN 2016/17, OUR 

FINANCIAL INCLUSION 

OFFICER SUPPORTED 

CUSTOMERS TO 

RECOVER £42,259 IN 

ADDITIONAL BENEFITS & 

REFUNDS THEREBY 

ENABLING THEM TO PAY 

RENT & OTHER BILLS. 
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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. 
 
Costs of management have reduced by 17% on the previous year, in part reflective of fewer 
leases, and compare favourably with the costs in mainstream housing associations (and 
reinforces the analysis in section 5).  This also offsets loss of income through the statutory 1% 
rent reduction.  Estate management costs are, however, increasing due to the larger numbers 
of properties in our portfolio with communal areas. 
 
Performance & Satisfaction 
 

 2013/14 2014/15 2015/16 2016/17 Housemark 
Median 

Rent collected  105.2% 98.3% 99.1% 99.4% 99.8% 
 

Current tenant 
arrears 

5.8% 2.7% 2.15% 1.5% 2.8% 

 
Customer 
satisfaction 

2013/14 2014/15 2015/16 2016/17 Housemark 
Median 

BCHA Overall  96.6% 87.5% 72.2% 59.4% 87.8% 
Rent is Value for 
Money  

91.2% 89.0% 75.9% 77.2% 84.2%9 

BCHA l istens to 
views and acts on 
them 

89.1% 82.3% 60.3% 
 

54.8% 74.5%9 

With Neighbour -
hood 

92.5% 88.5% 83.5% 79.9% 85.5%9 

 
Are services performing? 
As reported last year, significant focus has been placed on rent collection and arrears recovery 
leading to performance improvements, particularly in terms of recovering unpaid rent. 
Interestingly, these improvements have been accompanied by a fall in evictions (0.59% of 
tenancies led to eviction in 2016/17, down from 0.84% in 2015/16). 
 
However, the satisfaction levels of general needs customers with housing management 
services has suffered, partly due to an increase in levels of neutral opinion but also due to a 
hardening of customer perceptions.  This may be due to many pressures on social housing 
including the impacts of Welfare Reforms on household incomes as much as it reflects 
frustrations with maintenance.   We are committed to reversing this trend and believe that the 
service improvements outlined below will have a positive impact on satisfaction levels. 
 
How We Plan to Improve 
 
Our goal is to ensure unit costs, performance and customer satisfaction are all consistently 
above median (when compared with other providers) or our internal target, where no 
comparable information is available.  To achieve this, priorities for the department in the 
coming year are as follows: 
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 We will work closely with the Customer Scrutiny Panel and other tenant groups to 
understand reasons for the decline in satisfaction so that specific action can be taken.  
A review of customer satisfaction surveys to ensure better participation rates will also 
be undertaken. 

 We will develop a more “self-service” approach for our customers to manage their 
tenancies.  This will be enabled by the launch of a customer portal to report repairs, 
and make rent payments on our new housing management system, introduced in early 
2017.  With initiatives to encourage use of the portal, it is hoped that this will reduce 
resource costs, and again allow for a more interactive approach to customers 
managing their own tenancy responsibilities. 

 Over 2017, our Financial Inclusion strategy will focus on building up more profiling data 
of tenants so that early intervention can be put in place for customer at most risk of 
tenancy failure.  In addition, with the roll out of Universal Credit in Bournemouth, Poole 
and Weymouth in late 2017, we plan customer engagement sessions to ensure 
customers are prepared for the radical changes to the benefits system. 

 We will further streamline processes to maximise income recovery in advance of the 
changes being introduced by Universal Credit – for example proactively encouraging 
all customers to get into 4 weeks credit with their rent accounts. 

 We will promote “property care” to ensure customers look after their homes and reduce 
maintenance costs for the Organisation – for example through developing self-help 
videos, regular inspection and more proactive enforcement of tenancy conditions and 
by signposting to social care support where required. 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
9 – The Sector Scorecard, from which our Housemark peer group is set (see appendix) does not cover much customer satisfaction 
data.  The median measures here are from a wider benchmark of all Housemark participants in benchmarking the STAR survey 
(a standardised satisfaction measurement tool). 
 
10 – the National Housemark median for unit costs comes from the Annual Cost and Performance Survey run by Housemark 
and, as with note 9 above includes all participating organisations in the benchmarking exercise. 
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8.2 SUPPORTED HOUSING MANAGEMENT 
 
Delivery Model 
 
Each Supported Housing service is funded by a contract which specifies the capacity (number 
of clients) and support input (usually staffing levels or hours of support to be purchased).  Staff 
are either scheme based or visit a patch of units.   Each service is required to be self-sufficient 
in terms of rental and support contract revenues and staffing structures require regular review 
in the light of service contract repricing, decommissioning and retendering.   
 
NB: Care Homes are all managed by care agencies and are therefore excluded from this 
analysis as are contracts which offer community-based support i.e. to non-BCHA residents. 
 
Ultimately, wider value is defined by the commissioners of supported housing services and is 
reflected in winning new business or retaining existing business by competitive tender.  In 
2016/17, BCHA was successful in: 
 

 Winning a three-year contract in Poole to provide supported accommodation to 
people with mental health diagnoses (£244,325 annual value). 

 Retaining a contract to support young people in Dorset (albeit at a lower value) 
 Confirming extensions to a range of other contracts valued at £2.8M 

Over the next 3 years, we will continue to focus business retention and development in our 
existing areas of operation across our main disciplines of homelessness/rough sleeping, 
young people, offenders, mental health and complex needs and wrap around support to health 
services – for example to prevent repeat admissions to hospital/facilitate efficient discharge. 
 
Operating Costs 
 
Operating costs are calculated as per the operating costs in section 5.  Analysis in this section 
only considers the management  of supported housing (exc rent payable on leased dwellings) 
as commissioners will review support services to customers based on the individual 
requirements of each contract. 
 

Headline Cost 
per unit 

2013/14 2014/15 2015/16 2016/17 10RP 
Median 

Supported 
Housing 
Management  

£5,320 £4,980 £6,830 £8,000 £8,240 

, 
Are services economic? 
To a large extent, cost drivers in supported housing are typified by short stays and high 
turnover. On average, each supported bedspace has two to three occupants each year.  The 
referral of individuals with increasingly complex needs requires more intensive support from 
staff to reduce the risk of tenancy breakdown and referral pathways into supported housing 
are defined within our contracts creating an inflexibility and hence bigger risk of lost rent when 
properties are vacant.   
 
Costs per unit have been increasing, although the overall level compares with the “10RP” peer 
Group (see appendix).   Two major reasons explain the increase.  Firstly, maintenance and 
major repairs costs associated with the closure of two county-wide supported housing services 
in Dorset (which involved a significant number of lease handbacks).   Secondly, the review of 
service charges to ensure better cost recovery of staff and service costs in supported housing 
has also contributed to the overall increase in headline costs. 
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Performance & Satisfaction 
 

 2013/14 2014/15 2015/16 2016/17 Housemark 
Median 

Rent 
collection  

97.4% 97.8% 87.7% 99.3% 98.1% 
(2015/16) 

Current 
tenant 
arrears 

4.7% 4.0% 9.5% 6.4% 3.6% 
(2015/16) 

 
Customer 
Satisfaction 

2013/14 2014/15 2015/16 2016/17 Internal 
Target 

Overall 
Satisfaction 

93.4% 95.5% 94.7% 90.4% 90% 

Rent is Value 
for Money  

84.6% 86.7% 86.2% 75.3% 90% 

BCHA listens 
to views and 
acts on them 

83.7% 91.6% 90.4% 80.9% 90% 

Support SH 
(exit) 

98.8% 95.7% 100% 100% 90% 

 
Are services performing? 
Rent collection is improving on previous years although arrears are still off target due to 
disputed service charges not being fully removed from rent accounts from the previous 
financial year.  Service charge setting procedures were fully reviewed in year and agreement 
reached with local authorities on amounts that could be charged.  Housing management is 
being centralised across supported housing services to further improve performance.  
Satisfaction levels have reduced across supported housing and greater focus on the quality 
of support (see section below) is expected to lead to service improvements in 2017/18. 
 
How We Plan to Improve 
 
Our goal is to ensure unit costs, performance and customer satisfaction are all consistently 
above median (when compared with other providers) or our internal target, where no 
comparable information is available.  To achieve this, we will be implementing a number of 
improvements, as contained within our new Supported Housing & Health Strategy. 
 
The primary challenge to delivering supported housing services remains the competitive 
commissioning environment.  This ultimately drives contract prices down.  Nevertheless, 
BCHA is committed to remaining in this market and delivering good quality services which 
produce good outcomes for customers.    Over the next year, we plan to: 
 

 Ensure all our supported housing environments are inspiring places to live so internal 
refurbishment plans will conform to the Psychologically Informed Environment model.  
http://www.rjaconsultancy.org.uk/6454%20clg%20pie%20operational%20document%20aw-1.pdf. 

 Continue to review the overall performance of services to ensure viability. 
 Implement a new staffing structure to deliver efficiencies in management and 

administration.  This new structure will also include capacity to assess and develop 
good practice to ensure the provision of quality support to customers. This will be 
coupled with a new Training and Development offer to equip staff to achieve the 
highest standards of service delivery. 
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9 – DELIVERY 
 
 
Delivery forms the third and final strand of our Business Plan which is all about having the 
right people, right systems and right finances to achieve our business objectives.  In this 
section we look at each element in turn     
 
9.1 THE RIGHT PEOPLE 
 
The BCHA Group employed 390 people at 31 March 2017, a full time equivalent complement 
of 295.2, based on a 37.5 hour working week.   BCHA employed 89% of the headcount with 
a further 9% employed by our social enterprise subsidiary, The New Leaf Company.  The 
Group Payroll amounted to £8.9M for 2016/17. 
 
Owing to the planned termination of some contracts and staff transfers to other providers 
where BCHA was not successful at re-tendering for services, the headcount shrunk by 6% on 
the previous year.    
 
Investors in People (IIP) status was retained following the audit in June 2016 with a positive 
view about the organisation’s culture.  A more senior Head of Human Resources post was 
created in year and was successfully filled with effect from April 2017.   A major focus for the 
organisation for 2017 is on development and implementation of a new People Strategy later 
in 2017.  The Strategy is holistic and seeks to enable our staff to achieve excellence by activity 
across six strands: 
 

 People & Development Services – developing an innovative, efficient and customer-
focussed HR service 

 Recruitment – Ensuring our systems attract and select outstanding employees of the 
future 

 Career opportunities – Providing learning and development opportunities to help 
individuals develop their career and excel at what they do 

 Leadership & Development – Giving our leaders the confidence and support to excel 
 Recognition & Reward – Creating a high-performance culture, recognising and rewarding 

staff fairly 
 Positive Working Environment – Creating a great place to work; being an employer of 

choice 

9.2 THE RIGHT SYSTEMS 
 
In August 2016, BCHA rolled out its new cloud-based IT infrastructure.  Moving away from on-
site provision was necessary to enhance system performance, particularly at remote sites, 
and to strengthen system support and disaster recovery.  In March 2017, we also rolled out 
new housing management software to improve the scalability and functionality of our tenancy 
and repairs management systems.  Further modules are planned for introduction during 
2017/18.  Due to later implementation, benefits for these projects will not be realised until the 
latter part of 2017, at the earliest, but nevertheless will lead to more efficient working. 
 
9.3 THE RIGHT FINANCES 
 
Treasury 
 
New funding 
In the summer of 2016 BCHA issued a funding prospectus seeking proposals for facilities of 
up to £20 million to fund its business plan.  The various proposals were considered by the 
Audit Risk and Treasury (ART) Committee and it was agreed that the best offer came from 
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the association’s main funder, Triodos, as this offered both £10.5m of new funding at a 
competitive rate together with the re-financing of the existing loans on more favourable terms.  
It was agreed to park the association’s longer term funding requirement for the time being 
albeit to maintain contact with key funders to pursue their funding offer at the appropriate time. 
 
The new facility with Triodos has enabled a reduction in the minimum interest rate from 3.5% 
to 1.85% generating a saving of circa £190k pa on the existing £11.5m loan based on current 
rates. 
 
Loan covenants 
Loan covenant requirements with two of the Association’s main funders were renegotiated 
during the year.  This provides additional capacity for future growth in line with the business 
plan ambitions.  Performance against the two key covenant tests remains within comfortable 
limits. At 31st March 2017 the tightest interest cover was 217% (higher the better) compared 
with the covenant of 130% and gearing was 45% (lower the better) compared with the tightest 
covenant of 50%.  Whilst these limits tighten as the business grows they remain manageable 
and have been extensively stress tested as part of the Financial plan. 
 
Treasury strategy 
The Group’s treasury strategy and policies have recently been reviewed and updated in line 
with best practice.  The Treasury Management Strategy has been reviewed in the light of the 
new Financial Plan and incorporates proposals for additional interest rate fixing to achieve a 
more appropriate level of risk mitigation through interest rate hedging.  The strategy also 
proposed following up more detailed negotiations for new funding in advance of future growth 
commitments. 
 
The treasury management policies follow the principles of the previous document but 
substantially expand these in line with best practice given the growth of the loan portfolio.  This 
incorporates the more practical interest rate management strategy with 60 – 80% of loans 
being held on fixed rates.   
 
Procurement 
 
Given the more challenging pressures on income faced by the organisation, the Group 
undertook a review of procurement activity in late 2015 led by Capita.   The report 
recommended: 
 

 A focussed approach to delivering savings on third party spend (which totalled £8M 
for 2014/15). 

 Better use of spend analytics to aid strategic procurement. 
 Improved policies, processes and terms to aid supplier selection and management. 

 
Capita were subsequently appointed to lead a 12-month project with a target of delivering 
£250,000 of savings on 2015/16 baseline spend (this represents a 3% annual reduction) to be 
achieved primarily through renegotiating or re-tendering, invoice rationalisation and supplier 
consolidation.   Results are outlined in section 10 and BCHA aims to continue to achieve 
savings in other areas of spend in future years. 
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10 – EFFICIENCY SAVINGS & GAINS 
 
 
Social landlords are working in challenging times particularly with a number of key risks to our 
income streams.  For that reason, operating efficiently has never been so crucial.  However, 
whilst savings can be made on budgets from year to year, creating structural efficiencies, that 
is re-engineering how we work, may take a number of years to realise the full benefits. 
 
10.1 LOOKING BACK 
 
In last year’s statement we set a number of targets and challenges to deliver better value 
during the 2 year period 2016/17 to 2017/18.  Here we report on progress against our targets. 
 
Providing Homes 
 

 Target 1:  The sale of Rosslyn House will generate £201,000 grant for recycling in other 
social housing in Purbeck.  ACHIEVED – property sold 31/3/17 and grant availabl e. 

 Target 2:  Two sites with latent high value will be redeveloped with units for sale in 
order to generate further proceeds for investment in social housing.  IN PROGRESS 
– sites are pre-planning stage.  

 Target 3:   To implement a Utility Use Project to deliver savings of 10% on energy and 
water consumption (£64,000) so customers benefit through reduced service charges.  
ABORTED – project aborted when outsourcing contract  terminated.  

Providing Services 
 

 Target 4:  Complete implementation of new Housing Management software and 
associated process and customer service improvements to deliver £88,000 in non-
cashable savings by 2018 [carried forward].  IN PROGRESS – implementation took 
place in-year and savings can be analysed over the year following.  

Delivery 
 

 Target 5:  Deliver 3% savings on 2015/16 baseline procurement spend and 
administrative efficiencies (equivalent to £250,000 saving per year).   ACHIEVED – 
procurement project delivered £350,000 annual savin gs (equivalent to 11% 
against identified spend categories or 4% of total third party spend).  
 

Category Notional Saving 
Achieved 

Category Notional Saving 
Achieved 

Property maintenance – 
via competitive tender 

£171,930 Energy 
Procurement 

£27,819 

Building Materials – via 
negotiation 

£77,255 CCTV – via 
negotiation 

£12,000 

Business Rates – via use 
of exemptions 

£30,352 Van stock – 
calculated saving 

£12,000 

Invoice Reduction – 
calculated saving 

£11,000   
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 Target 6:  Deliver non-cashable savings on new IT infrastructure of £133,000 through 
service quality and productivity improvements [carried fwd].  IN PROGRESS – 
implementation took place in-year and savings can b e analysed over the 17/18.  

Other key savings in-year include reduced interest payments equivalent to £195,000 per year 
from the new loan facility agreed with Triodos. 
 
All savings generated will lead to a reduction in operating costs and enable the continuance 
of fully funded community activities such as the New Leaf Allotment (project offering 
horticulture as therapeutic occupation). 
 
10.2 LOOKING FORWARDS 
 
Work undertaken in year has laid solid foundations for delivering significant strategic 
efficiencies over the next two years.  Our primary objectives are to: 
 

i) Reduce operating costs to address the key income pressures outlined in section 2 
ii) Achieve better-than-median performance across cost, performance and 

satisfaction measures (using Housemark benchmarking data) 
iii) Optimise social value in our front-line services and through procurement choices. 

In addition, the following appraisal criteria will continue to be used:  for capital investment in 
property acquisition, we expect cashflow to be positive in year one and for loan finance to be 
repaid in year 30.  For investment in systems, we expect that projects will deliver efficiencies 
to offset the investment fully and deliver improved service quality. 
 
Below, we have set out our key targets for the coming two years  against our business aims. 
 
Providing Homes 
 

 Target 1 (carried forward):  Two sites with latent high value will be redeveloped with 
units for sale in order to generate proceeds for investment in social housing.  

Providing Services 
 

 Target 2 (carried forward):  Complete implementation of process and customer 
service improvements from new IT infrastructure to deliver £88,000 in non-cashable 
savings by 2018.   

 Target 3:   Implement efficient processes to reduce responsive maintenance spend by 
25% by 2018/19 (equivalent to £350,000) 

Delivery 
 

 Target 4 (carried forward):  Deliver non-cashable savings on our new IT infrastructure 
of £133,000 through service quality and productivity improvements.   

 Target 5:  Continue to source procurement savings of at least £100,000 full year value. 

 
We will report back next year on how we are progressing against these targets. 
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APPENDIX – PEER GROUPS 
 
 
OPERATING COSTS (SECTION 5) 
 
“10RP”:  This peer group was created using the HCA Global Accounts 2016.  The following filtering 
was applied: Supported Housing at least 15% of stock (the average in this group being 45%), Stock 
size 1,400-2,600 (with an average of 1,878 units).  This produced a peer group of 10 (including BCHA) 
where the average turnover in Social Housing Lettings was £18.4M. 
 

Peer organisation (Entity level only) Type 2015/16 Stock Region 

Advance Housing & Support Traditional 2220 Mixed 
BCHA Traditional 1883 South West 
Central and Cecil Housing Trust Traditional 2289 London 
Chapter 1 Charity Traditional 1408 South West 
Croydon Churches HA Traditional 1487 London 
Endeavour HA Traditional 3205 North East 

Golden Lane Traditional 1833 Mixed 
St Mungo’s Community HA Traditional 2284 Mixed 
Salvation Army HA Traditional 1710 Mixed 
The Christian Action (Enfield) HA Traditional 1541 London 

 
HOUSEMARK BENCHMARKING (SECTIONS 3, 7 & 8) 
 
The following RP’s are members of the Housemark benchmarking service and are used for comparison 
purposes mainly on account of broadly comparable stock size and turnover (average = 2,188 units). 
 

Peer organisation Type 2015/16 Stock Region 

Axiom HA Traditional 2262 East of England 

BCHA Traditional 1883 South West 
Black Country Housing Group  Traditional 1972 West Midlands 
Brunelcare Traditional 1390 South West 
Central and Cecil Housing Trust Traditional 2289 London 
Croydon Churches HA Traditional 1487 London 
Gateway HA Traditional 2767 London 
Impact HA Traditional 2761 North West 
Islington and Shoreditch HA Traditional 2201 London 
Local Space HA Traditional 1817 London 
Rosebery HA Stock Transfer 2244 South East 
Staffordshire HA Traditional 2754 West Midlands 
The Cambridge Housing Society Traditional 2806 East of England 
The Christian Action (Enfield) HA Traditional 1541 London 
Watmos Community Homes Stock Transfer 2659 West Midlands 

 
Providing a significant proportion of support and learning services makes it more challenging to find 
organisations of a similar profile for making meaningful comparisons.   Whilst the list of comparators 
above may not be ideal, as many are  mainstream providers, Housemark is well-recognised and allows 
a proportionate and cost-effective means of benchmarking with a range of social housing providers.  
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