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Value for Money (VFM) Self-Assessment  
For year ended 31 March 2017 

Background and Introduction 

This self-assessment is provided to inform our tenants and residents, business partners and key stakeholders. It sets out 
how we are doing in providing an economic, efficient and effective service for our tenants whilst also delivering on our 
core purpose.   

Controlling costs as a housing association has never been so important. The combination of financial pressures arising 
from the government’s rent reduction policy, the predicted reduction in our rental income from the local housing allowance 
‘cap’, the increase in arrears and bad debts that are being seen in the roll out of Universal Credit mean that delivering 
‘value’ is challenging but critical to our future success. 

About us  

Eden Housing Association (EHA) is a charitable, community based housing association that owns and manages 1821 
properties consisting mainly of social and affordable rented homes alongside low cost home ownership, leasehold and a 
small number of market rental properties. Most of our homes cater for general family needs but around 9% are categorised 
as supported housing or housing for older people under our regulator’s definition. 

Most of our homes are located in the rural District of Eden but we also own and manage properties in Allerdale, South 
Lakeland and Carlisle.  We manage a small number of affordable homes on behalf of Mitre HA, Allonby Almshouses and 
Lyvennet Community Land Trust and we lease properties in collaboration with Eden District Council, as part of our 
managing agent role in operating a homeless & housing options service across the Eden district.   

We also deliver practical support services under our ‘Eden Independent Living’ brand which is a service set up to assist 
older and vulnerable people to live independently in their own homes. This service offers care alarms, handyperson, 
gardening and decorating schemes practical and social support and home care delivered directly through both ourselves 
and a range of delivery partners.   

In June 2016 we mobilised resources to extend our community alarm response services in Carlisle to provide a service 
to some 1,000 residents, many of them older and vulnerable who risked losing this type of service when another provider 
withdrew from this line of business. 

Value for Money and our core purpose 

Our Board is clear that VFM is a ‘core’ responsibility. It is integral to our business and is in our minds on a daily basis in 
everything we do.  

Delivering VFM is the same as running an effective social business. It is a business which adds value for tenants, the 
association and other stakeholders. It is not possible to measure value unless the desired outcome has been set out in 
advance. Value is unique to each organization and is about measuring what the organization is seeking to achieve, 
compared with its resources and the relative importance of that goal.  

Value for money means different things to different people and organisations’. Our definition of VFM is as follows: 

Delivering VFM means getting the most from our current assets, purchasing economically and continually 
improving how we deliver services efficiently and effectively.  
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This can be demonstrated in the model below;  

 

Our corporate plan ‘Owning our Future’ explicitly sets this out; 

Core mission:  To be an efficient and highly effective landlord enabling us to support the sustainability of people and 

communities in the rural county of Cumbria. 

Our goals are to; 

a) develop more high quality and desirable, affordable homes 

b) provide accommodation and housing support to sustain tenancies, independence and choice 

c) provide other practical support to enable people (not only tenants) to remain safely in their homes for longer 

d) working together with others to enhance the local economy and neighbourhood 

e) demonstrate value for money in achieving our goals, within our rural operating environment 

Independence of EHA 

A key part of the Board’s latest independently facilitated strategic review was to challenge itself and consider its own 
future. There was openness to exploring other futures for EHA if they were seen to better deliver the organisation’s 
objectives. The Board concluded it ‘has no divine right to be independent’ but its number one priority is to ensure the 
organisation does not stand still and that there is genuine progression of its core purpose. 

In January 2016 EHA adopted the NHF Voluntary Mergers, Group Structures and Partnership code. Signing up to this 
code requires us to be transparent and report on relevant activity during the year. We take this opportunity to report here.  

During the financial year 2016/17 EHA received three formal approaches exploring strategic group structure and or 
merger potential. Our Board supported by expert consultants took forward a merger proposal with another neighbouring 
association. The greater combined potential value for money opportunities on the face of it were being explored and a 
project plan and timetable was in place. However, short of the outline business plan stage and due diligence the project 
was aborted when the other housing association suffered a downgrading following a regulatory In Depth Assessment. 

The Association received two other potential strategic alliance / merger approaches in the financial year. The Board will 
consider its forward approach to merger and collaborations at a future Board strategic event. 
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Our VFM Strategy – Actions and Drivers 

The association’s strategy is outlined in the diagram below; 

 

In addition, our Board has set out its key strategic priorities for delivering VFM whilst meeting its stated core purpose; 

 Assets - Renew our asset management strategy and consider disposal, swaps and other options for under-

performing stock. 

 Corporate Overheads – Consider our head office needs / costs and the potential for relocation. Review this in 
parallel with a move to more flexible / mobile staff working from sheltered housing and other office hubs. Consider 
sub-letting of office space. 

 Organisational structure – Review and reduce the costs of the senior leadership and management tiers of the 
organisation without jeopardizing the ability to deliver the organisation’s core purpose. 

 Narrow the scope of services to customer priorities – Engage with tenants to understand what tenants value 

in the context of having to make cuts. Accommodate these tenant priorities within a more evidenced led, technology 
supported neighbourhood service provision that better targets our resources. 

 Tenancy sustainment – Keep our recent experience of witnessing higher incidences of presenting complex needs 
of tenants under review and invest in support interventions. 

 Community development – consider options for how we can get even more for the money we spend. 

 Competitor / partner analysis – keep abreast of other structural forms for the organisation. 

 Income generation – Seek new income streams in keeping with our values and supporting our core purpose. 

Our VFM performance in 2016/17 

The following is intended to convey how we have set about delivering on these actions and strategic priorities;  

Embed VFM throughout EHA 

Value for money is a standard item on our monthly management team agenda.  

Since 2015 a staff suggestions procedure has been in place that encourages staff to identify opportunities to achieve 
better value for money. 

Ideas are captured, evaluated and implemented with the outputs and outcomes being recorded. 

One of the ideas implemented during 2016/17 and saving us money was to carry out more ‘back to back’ lettings by using 
our own in-house operatives, which has provided more flexibility and opportunity than through our existing contractor. 
‘Back to back’ lettings are where we are able to arrange for a new tenant to move in on the same day the former tenant 
moves out, saving on any potential void rent loss. 
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Procurement 

We have continued our membership of Cumbria Housing Partners (CHP) and Northern Housing Consortium (NHC) . 
These memberships enable us to procure goods and services more efficiently and cost-effectively by bulk-buying with 
other like-minded organisations. 

Our annual statement from NHC received in April 2017 showed that our estimated savings for the year amounted to 
£23,404 through our accessing of procurement frameworks providing tenants contents insurance and community alarm 
maintenance. Our annual membership fee is £1,600. 

We continue to procure much of our planned maintenance work through Cumbria Housing Partners and in addition from 
benefitting from lower costs have also received funding to employ an office apprentice during the last year. 

CHP has recruited a specialist Procurement Manager as part of its plans to become a recognised procurement ‘hub’ for 
Cumbria and as we are too small to recruit this expertise alone, we anticipate benefitting from this appointment in the 
current year. 

Benchmarking 

We have consistently set out over a number of years how we compare with other organisations. Our primary focus is on 
comparing our own performance year on year, but also comparison of key indicators taken from our regulators annual 
Global Accounts publication. These comparisons are again set out later in this self-assessment. 

Performance reporting 

During the last 12 months our Board has reviewed the performance information it receives and a new reporting framework 
has been put in place. The resulting new Key Performance Indicators are reported quarterly to our Board and then 
published on our website. The Board monitors progress against our strategic and corporate plan objectives twice a year. 

Assets  

In last year’s self-assessment we reported on our investment in a pilot, the Chartered Institute of Housing sponsored 
neighbourhood management project, working with and learning from 11 other housing associations. Having now 
completed this project and forecast to receive a national accreditation for our work, we are now beginning to see the 
results of our investment c£15k plus staff time, as we move towards joining up the insight and intelligence we have from 
the management and maintenance of our stock and households. This is part of a necessary shift to a neighbourhood 
service approach following the significant around 7% reduction in our staff resource as a result of the 1% rent reduction 
policy. 

During 2016/17 we identified and voluntarily divested of seven void properties following options appraisals. The 
disproportionately high costs associated with repairing these properties and meeting decent homes standard, together 
with a lack of evidenced sustainable demand concluded with the agreement of our local authority partner to dispose and 
reinvest. 

These sales resulted in a surplus of £446k which will be re-invested in our homes and new developments. 

We now have the capability to run annually, reports to monitor the financial performance of every one of our properties. 
This can be used to identify poorer financially performing stock but also importantly provide an opportunity to better 
understand the reasons behind this, which could lead us to identifying unmet support needs. 

Corporate overheads – Through our merger in 2015/16 with Eden Community Alarms we have acquired a further office 
resource. In the short-term this is our ‘shop front’ for our range of independent living services. We have not yet reviewed 
our options for consolidation and savings with our office accommodation. This is included for review within the lifetime of 
our current corporate plan, ‘Owning our Future’ 2017-18. 

Cost savings were achieved through our retendering of the control centre monitoring contract in April 2016. 

We currently host staff from the Cumbria Law Centre in our head office in Penrith that enables valuable relationship 
building as well as a more local base for tenants requiring face to face discussion on their difficult financial and housing 
related problems. 

We continue to invest in IT and in the last 12 months have rolled out an e-finance system. This will provide a more efficient 
way of tracking, monitoring and authorising invoices. There will be less risk of paperwork being lost or mislaid and help 
with management and control of this important area. 
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Our neighbourhood officers and technical staff are beginning to routinely use hand held devices whilst out on calls. This 
is providing staff with better and more up-to-date information to share with customers and allowing instant write-backs to 
databases, increasing the efficiency of our administration. 

In the last year, we have also invested in our business continuity and IT disaster recovery infrastructure. Independent 
testing has confirmed our effective systems and strong resilience.  

Our corporate overheads have been spread further whilst 19 households in need have been accommodated through 
provision of new homes in Appleby and Penrith. These new dwellings were acquired under section 106 planning consents. 

Organisational structure – Over the last 12 months the association has prioritised its organisational restructure. This 
restructure covered all levels of the organisation and has achieved more than the forecast £150k annual establishment 
staff cost savings required for future viability. The majority of savings were made at the senior executive level in order 
that day to day, face to face and home visit interaction so valued by our tenants and residents was protected as far as 
was possible. A new and leaner executive leadership and management structure is now in place.  

The annual establishment staffing costs have been reduced by 7% and whilst this might not appear high in per-centage 
terms it will be a continuing challenge through 2017-18 and beyond for an organisation of our size to ensure we maintain 
the right skills and capacity to face the uncertain future housing and related environment. 

Scope of services 

Part of our restructure is based around moving to delivering our services based on a neighbourhood model. Our 
collaborative work with the Chartered Institute of Housing and a select number of other housing associations from 
across the country we have been establishing how we can better obtain value in delivery of our services whilst being 
more accountable to our tenants. 

During the year we engaged with our tenants’ groups and tenants generally in conducting a neighbourhood survey to 
establish resident priorities. These results have been captured and the baseline data for these neighbourhoods will 
enable more transparent monitoring of the outcomes of our neighbourhood management approach, to be rolled out in 
2017/18. Our first plan, for Alston is expected to be accredited and will be the first of our plans to be implemented. 

EHA supports a number of active Tenants and Residents Associations and a Tenant Scrutiny Panel. Our primary 
tenants and residents association is called ECHO. This group consists of representatives from the other constituted 
tenants and residents associations across our area of operation. Members of ECHO regularly attend the Cumbria-wide 
Tenants and Residents Participation Forum.  

The Cumbria tenants’ forum invested in an independently facilitated VFM exercise for tenants’ which found; 

“that tenants recognised the difficulties faced by housing organisations in making required budget cuts. They were very 
clear that tenants and residents need to be an integral part of the budget setting process”.  

Listening to this feedback, we ensured that our draft budgets were shared with our primary tenants and residents 
assembly ECHO and our Finance Director attended its meeting to ensure we achieved a greater involvement of tenants 
in our budget setting process. 

In addition, during 2016/17 EHA’s Tenants Scrutiny Panel conducted two reviews and reported its recommendations to 
our Board. 

These reviews were on the following topics; 

 Welfare reform 

 Local lettings policies 

The reports from the panel were very positive and the recommendations for improvement arising from these reviews 
were implemented during the year. 

A major challenge to the sustainability of our preventative, support services to tenants in our sheltered schemes has 
been seen by the withdrawal of supporting people grant. During the last 12 months tenants have chosen to meet the 
additional service charge costs, now unmet by the County Council’s supporting people grant. 

Investment in our sheltered scheme services in this period, now sees residents benefit from free internet access 
through the provision of a computer in our common area lounges and training to go with this. 

Exercise classes promoting better health and wellbeing, held weekly at our schemes saw 38 tenants attending 
regularly. 
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Tenancy sustainment 

For the last couple of years as pressure has increased on tenant households from welfare reform changes and public 
sector cuts, we have seen significant increases in people and households presenting to us with multiple and complex 
needs. 

This can be both within tenancies that we manage and presentations to the homeless and housing options service that 
we operate on behalf of Eden District Council. 

We have invested in training and development of staff and also in strategic partnerships to manage this changing 
landscape. 

We have considered the implementation of Introductory Tenancies but the evidence is not sufficient to warrant this on a 
cost/benefit basis at present, although we will continue to review this again during 2017/18. 

Our primary strategic relationship supporting us in our objective is with Cumbria Law Centre. 

Cumbria Law Centre is an independent charity offering specialist level legal advice and casework in housing, debt, 
welfare benefits and employment matters. 

The Law Centre offers a service to the customers of Eden Housing Association to provide specialist help in welfare 
benefits and debt matters. This is mainly done through a hosted collaboration running from our offices in Penrith. 
Additionally, clients may be seen in other locations or at home to suit. 

During the period 1 April 2016 until 31 March 2017, the Law Centre worked on 163 full cases and 11 matters not 
classed as casework. This continues to be a demanding workload for the project.  

 Of the cases reported, there were: 

6 housing cases 
37 debt / money advice cases 
131 welfare benefits cases 

Many of the above will actually contain casework performed across 2 or 3 areas of law but are listed by principle area of 

advice given. Increasingly as Universal Credit is being rolled out we are seeing more new cases opened relating to 

welfare benefits. 

The total gains on these cases total approximately £659k.  

The total of both benefit gains and debt relief to tenants of EHA recorded in this since the project began is around £1.48 

million of which around £821k has come in housing benefit and related benefits. 

EHA invested around £40k in the year for payment to Cumbria Law Centre for this service. 

We are proud of our strong track record on arrears recovery. Our current tenant rent arrears figure at the end of March 
2017 at 1.23% compares favourably with other organisations. This is a good indication of the value for money of our 
investment. It is not easy to prove that the increased disposable income our tenants benefit from is always paid directly 
to EHA, however there are strong indications in our performance figures that this is having a significant impact. 

In view of this success, supported in a recommendation during 2016/17 by our Tenants scrutiny Panel we will seek to 
continue our collaboration with the Law Centre, especially anticipating an increased workload as Universal Credit is 
implemented fully across our County. 

Another noteworthy success during 2016/17 was the association’s involvement in supporting the County Council to 
accommodate refugees from war torn countries. The association supported and re-homed two households this year and 
has given a commitment to help again in the coming year.  

Community development   

One of the consequences of our reduction in staff resources was the ending of our dedicated community development 
resource. We have of necessity reduced the amount of community development activity we engage in but will continue 
to seek opportunities to partner and collaborate with others. 

During 2016/17 we still partnered with our responsive maintenance contractor PPM Ltd and a local secondary school, on 
a Van Art project. The project was a Tenant Participation Advisory Service (TPAS) Regional Finalist and was aimed at 
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informing young people about careers in maintenance and housing whilst engaging with them on designing and seeing 
their artwork end up on our contractors work vans. 

We have continued to provide funds available for our tenants to engage with the Cumbria and Lancaster Tenants and 
Residents Forum. This has enabled members of our tenants and Residents Assembly ECHO and our Tenant Scrutiny 
Panel the opportunity to meet with tenants from other organisations and share learning and benchmark. 

With the help and support of other organisations, 7 practical training events were held across different localities. Over 75 
residents increased their skills and knowledge in such areas as ‘growing your own’, healthy eating and 1st Aid. 

Staff and residents at our extra care scheme in Carlisle, engaged with a local school on a gardening club and the inter-
generational engagement was of value to all involved. 

Competitor/partner analysis  

During 2016 we explored the potential for closer working with neighbouring associations. 

One of the initial proposals to come from these discussions was the development of a Cost Sharing Vehicle (CSV) for 
responsive maintenance, where VAT savings and the benefits from efficiencies of greater volumes of work being 
transacted could be shared among the members. 

On detailed investigation, our Board determined that there was insufficient benefits for the initial investment of time and 
resources but have not ruled out joining such a vehicle should the cost / benefit analysis indicate a higher probability of 
an immediate return. 

The association’s activity with other organisations has been mentioned elsewhere in this self-assessment. The Board has 
developed clear criteria to guide any future engagement. 

Income generation  

The association continues to earn fee income from its role as Managing Agents to Mitre HA, Allonby Almshouses and 
Lyvennet Community Land Trust and providing a housing options and statutory homeless service on behalf of Eden 
District Council (EDC). 

During 2016/17 we have extended our community alarm response service into Carlisle and this produced a small financial 
surplus at the financial year end after 9 months of operation. 

Building upon our partnership with EDC we received £34k during the year to provide housing related support to people 
facing homelessness. This has led to a significant improvement in circumstances for those engaging with this new service. 

  



 

Eden Housing Associated Limited: Value for Money Statement for the Year Ending 31 March 2017  – Page 10 

 

Reviewing our tenant satisfaction  

Costs and spend on our core purpose of course is only of value should our tenants’ be satisfied with our service provision. 
The tables following provide key indicators from our annual tenant satisfaction survey.     

Taking everything into account, how satisfied or dissatisfied are you with the service provided by EHA? 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
How satisfied or dissatisfied are you that your rent provides Value for Money? 

 

 2010 2011 2012 2013 2014 2015 2016 
 
Very satisfied 
 

 
40% 

 
56% 

 
43% 

 
48% 

 
45% 

 
46% 

 
41% 

 
Combined satisfaction 

 
83% 

 
87% 

 
84% 

 
81% 

 
86% 

 
84% 

 
77% 

 
Combined 
dissatisfaction 

 
8% 

 
7% 

 
9% 

 
13% 

 
8% 

 
6% 

 
8% 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
  

 2010 2011 2012 2013 2014 2015 2016 
 
Very satisfied 

 
49% 

 
65% 

 
58% 

 
57% 

 
58% 

 
58% 

 
53% 

 
Combined satisfaction 

 
91% 

 
91% 

 
94% 

 
88% 

 
93% 

 
91% 

 
84% 

 
Combined 
dissatisfaction 

 
6% 

 
6% 

 
5% 

 
6% 

 
5% 

 
6% 

 
6% 
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Generally, how satisfied or dissatisfied are you with the way EHA deals with repairs and maintenance? 

 

 2010 2011 2012 2013 2014 2015 2016 
 
Very satisfied 

 
49% 

 
66% 

 
63% 

 
55% 

 
60% 

 
56% 

 
50% 

 
Combined satisfaction 

 
90% 

 
88% 

 
89% 

 
84% 

 
87% 

 
90% 

 
79% 

 
Combined 
dissatisfaction 

 
6% 

 
9% 

 
9% 

 
10% 

 
8% 

 
7% 

 
9% 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
How satisfied or dissatisfied are you that EHA listens to your views and acts upon them? 

 

 2010 2011 2012 2013 2014 2015 2016 
 
Very satisfied 

 
32% 

 
45% 

 
51% 

 
49% 

 
49% 

 
41% 

 
37% 

 
Combined satisfaction 

 
77% 

 
81% 

 
79% 

 
77% 

 
80% 

 
79% 

 
71% 

 
Combined 
dissatisfaction 

 
7% 

 
11% 

 
11% 

 
13% 

 
11% 

 
10% 

 
12% 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Source: EHA Annual Customer Satisfaction Survey Results. Please note not all tables add upto 100% because the % for neither 
satisfied or dissatisfied is not shown. 
 

The tables indicate a downturn during last year on the very high levels of satisfaction we have seen over many years. 
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At one level it is pleasing to note that there has been no increase in dissatisfaction levels. It seems the movement of 
around seven percentage points is from satisfaction to the ‘neither satisfied nor dissatisfied’ category, which is still an 
indication of travel in the wrong direction. 

We cannot yet be absolutely sure whether this is a one-off. Whilst we did everything we reasonable could for the front-
line landlord services to continue, the organisational restructure has resulted in changed faces and some diminution of 
service that our tenants had been accustomed to, e.g. community development. In addition we are tightening our financial 
grip regards maintenance requests over and above landlord obligations in order to deliver financial efficiencies and it is 
likely that this path will continue.  

Reduced investment in the public sector over many years has seen EHA involve itself in a wide range of other related 
support services. Our own cut backs as a result of the government’s rent reduction policy means we are having to make 
more difficult choices on priorities and be realistic about what our resources will allow. 

We are aware from a neighbouring association that its satisfaction levels are down by an almost identical level, which 
could indicate this is a wider, sector issue. 

It is important we gain a better understanding of this indicator. We are reviewing how we capture tenant satisfaction and 
looking to review and measure this on a much more immediate basis. 

  



 

Eden Housing Associated Limited: Value for Money Statement for the Year Ending 31 March 2017  – Page 13 

 

Reviewing our financial performance 

A surplus of £2,073k was reported for the year, an improvement over the prior year, however, the operating surplus 

(surplus before revaluation and interest) has reduced to £3,082k. The government’s rent reduction policy continues to 

negatively impact the Associations financial results although the reduction was mainly due to the drop in capital grant 

income.  

The Association implemented its cost reduction program in the year to address the reduction in income. Roles were 

restructured within the organisation to ensure we remained viable whilst ensuring we have the right skills, abilities and 

capacity to be here and support tenants and residents whilst they and we grapple with the present and future welfare 

reform challenges.  

Additional redundancy costs were incurred this year due to this restructure process but savings will be generated in 

future years. 

Return on Assets - ROA  

The return on assets (ROA) shows the percentage of how profitable a company's assets are in generating revenue. The 

figures below are taken from the Eden Housing Association group as a whole and compare last financial year’s outcome 

with that of previous years. 

 

RETURN FY2016/17 FY2015/16 FY2014/15 FY2013/14 FY2012/13 

 £’000 £’000 £’000 £’000 £’000 

Operating surplus/(deficit) 3,082 4,161 7,564 3,054 2,890 

Less: Acquisitions - (91) (533) - - 

Less: Grant income (FRS Impact) - (810) (5,177) - - 

 _______ ______ ______ ______ ______ 

Operating surplus -  
exc Acquisitions & Grants 

3,082 3,260 1,854 3,054 2,890 

 _______ ______ ______ ______ ______ 

 
 

ASSETS FY2016/17 
FY2015/16 
Restated 

FY2014/15 FY2013/14 FY2012/13 

      

Fixed assets 65,055 62,912 80,621 76,390 76,390 

Current assets 1,001 1,023 787 896 894 

Current Liabilities (1,355) (1,501) (2,785) (1,272) (1,266) 

 _______ ______ ______ ______ ______ 

Net Assets  64,701 62,434 78,623 76,014 76,018 

 _______ ______ ______ ______ ______ 

Return on Assets 
(Return on Investment - ROI) 

     

Op Surplus (exc Acq) / Net Assets  4.76% 5.22% 2.36% 4.02% 3.80% 

Op Surplus (exc Acq) / Fixed Assets 4.74% 5.18% 2.30% 4.00% 3.78% 

 

  



 

Eden Housing Associated Limited: Value for Money Statement for the Year Ending 31 March 2017  – Page 14 

 

How do we compare? 

Comparing our financial and operational performance 

The attached table compares a selection of our financial indicators against the average of all Associations of over 1,000 
units taken from the latest available HCA publication ‘Global Accounts of Housing Providers’ (published Feb 2017). 

 

Housing Association Closing 
social 

housing 
units 

managed 

Headline 
social 

housing 
cost CPU 

(£K) 

Management 
CPU (£K) 

Service 
Charge 

CPU 
(£K) 

Maintenance 
CPU (£K) 

Major 
repairs 
CPU 
(£K) 

Other 
social 

housing 
costs 
CPU 
(£K) 

Eden Housing 
Association 

2015 
 
2016 

1,801 
 

1,818 

2.76 
 

2.85 

1.23 
 

1.16 

0.08 
 

0.08 

1.12 
 

1.09 

0 
 
0 

0.33 
 

0.53 

2016 Rural HA 2262 5.33 0.93 1.87 0.99 0.91 0.64 

2016 Urban HA 1529 3.43 0.84 0.29 0.76 1.49 0.05 
2016 Cumbria HA 2761 3.74 1.85 0.29 1.20 0.39 0.00 
2016 Average of all HAs  3.97 1.08 0.53 1.01 0.89 0.47 

The key points arising from this comparison are; our headline social housing cost per unit is in the top quartile nationally 
which is positive. 

However, our management costs per unit in 2016 are higher than the national average and are up marginally on the 
previous year.  

Our management cost per unit in 2017 is £1,360. Our target set by the Association’s Board is £999 by the end of 2018. 
We undertook a significant staff restructure during 2016-17 and reduced the staffing establishment costs by at least £150k 
annually. This cost saving will show through in future years and is masked to some extent by redundancy costs and other 
one-off costs in this year. 

Our primary area of operation, where we are the majority Registered Provider is the rural district of Eden. Eden is the 
largest non-unitary authority area in England and covers an area over more than 2,100 square kilometres (source: Eden 
District Council Local Plan) and has more than 120 towns, villages and hamlets, all with a strong sense of community, 
their own defining characteristics and needs and aspirations. The management and involvement of our tenants in this 
context is what we understand to be the ‘rural premium’ which explains a proportion of our relatively higher management 
costs. 

Our maintenance cost per unit is marginally higher than the national average (£1.09k against £1.01k). However, when 
combining this with major repair costs (£1.09k against £1.90k) a different, significantly lower cost per unit than the average  

picture emerges. We have been investing in significant catch up repairs to properties we now own and manage following 
the Transfer of Undertakings from Lowther & District HA in 2014.  

Our maintenance cost per unit in 2017 is £998. Our target maintenance cost per unit is £999. 
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Similar to previous self-assessments we have provided comparisons with the same small number of individual 
Associations, who are of a similar size and like us, are not part of a group structure for each of the years 2016, 2015, 
2014 to provide trend information.   

 
 Eden Rural HA Urban HA Cumbria HA 
 2016 2015 2014 2016 2015 2014 2016 2015 2014 2016 2015 2014 

Closing social 
housing units 
managed 

1818 1,801 1,694 2262 2,250 2,215 1,529 1,636 1,792 2,761 2,860 2,823 

Net book 
value of 
housing 
properties 

61,344 78,174 75,486 107,055 124,242 118,222 61,459 74,733 74,316 154,811 166,817 156,259 

Long term 
loans 

43,639 44,529 41,190 52,671 52,780 49,603 18,743 18,645 19,114 61,987 60,821 53,851 

Turnover 10,825 9,394 9,498 17,087 14,737 14,515 9,127 8,237 7,958 18,911 16,758 16,639 

Operating 
surplus/deficit 

4,161 2,696 3,056 3,158 3,601 3,453 3,664 2,383 2,065 2,699 3,523 3,434 

Operating 
margin 

38.4%   19.7%   40.1%   14.3%   

Net margin -69%   3.8%   24.8%   0.9%   

Management 2,106 2,214 1,995 2,096 1,492 1,411 1,278 1,420 1,470 5,096 5,149 4,962 

Routine 
maintenance 

1,593 1,544 1,263 1,067 1,044 1,032 1,157 1,490 1,800 3,194 2,354 2,359 

Planned 
maintenance 

389 475 402 1,172 1,197 969 0 369 500 129 165 168 

Routine v 
planned  

410%   33%   51%   262%   

Bad debts 102   75   148   115   

% 1.10%   0.55%   1.85%   0.83%   

Gross current 
arrears 

98   373   322   492   

% 1.06%   2.76%   4.03%   3.57%   

Gross former 
arrears 

148   98   112   554   

Void losses 141   182   125   349   

% 1.52%   1.34%   1.56%   2.53%   

Return on 
capital 
employed 
(ROCE) 

7.62%   3.39%   5.03%   1.91%   

Effective 
interest rate 

5.3%   5.2%   4.8%   4.4%   

 
 source: HCA Global accounts (financial figures above in £K) 

Key points arising from this comparison are; our operating surplus continues to be strong year on year and our operating 
margin at 38.4% compares well with others. 

Our net margin at -69% was impacted in 2016 by our policy decision to remain valuing our stock on an Existing Use Value 
basis. This is a one-off impact stemming primarily from the move to International Financial Reporting Standards in this 
year. 

We compare very well nationally on current tenant arrears at 1.06% and our track record of strong income management 
performance over many years will be of vital importance to us over the next few years, with the challenges of the roll out 
of Universal Credit and Local Housing allowance caps. 

Our effective interest rate is the highest at 5.3% when compared with the others in this grouping. The average of all of 
the housing associations who are members like us of Placeshapers, ( a national network of around 100 community based  

housing associations) is 4.8%. Potential re-financing is something that we will be looking to review in the next year or 
two. 

The Return on Capital employed at 7.62% is the best within this grouping and compares favourably with the Placeshapers 
average of 4.4%. 
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What did we learn and what improvement plans do we have for 2017/18? 

We see achieving and evidencing value for money as a continuous improvement cycle. 

Set out below are our VFM strategy, actions and drivers and our summary assessment of where we are now and what 
specifically we will look to improve upon in 2017/18; 

Embed VFM throughout EHA  

The sector scorecard (the housing associations’ own attempt to better indicate performance on efficiency and value) and 
other external environment events are likely to see a change in the regulators’ VFM standard. We have voluntarily signed 
up to be part of this and will report against these efficiency measures in 2017/18. 

We will look to refresh our vfm approach and strategy to take account of any new vfm standard. 

A Board strategic event in the Summer of 2017 will begin a new business planning cycle, will lead to the review, and re-
set of our strategic objectives which will in turn help focus benefit realisation measures and monitoring against these.  

We have identified that there are greater opportunities to procure more effectively to potentially reduce costs and risk. 
We intend to collaborate with other Cumbria Housing Partners members around a new business plan to procure beyond 
our planned maintenance commitments. This is planned to explore jointly procuring on such things as utilities, health & 
safety and compliance elements, such as lifts and legionella testing for example. 

Assets 

Our plan last year to renew our asset management strategy was delayed by our implementing our organisation 
restructure. This was a managed prioritisation of our resources and we still conducted a number of options appraisals 
and voluntary disposed of future liabilities. 

However, we will undertake this review in 2017 / 18. 

We intend to produce a 3-5 years strategy which will incorporate annual reviews with a clear forward programme and 
action plan.  The key objectives and projects will feed into our “Annual Deliverable Log”, essentially our annual plan. 

Key sections of the strategy will be: 

1. The rationale behind our approach to asset management.  Where we will focus our investment going forwards. 
2. Reducing responsive maintenance and prioritising planned maintenance. This recognises the indicator in the 

comparison table where our % of responsive to planned seems relatively high compared with others. 
3. Stock Rationalisation (divestment of poorly performing stock, including garages). 
4. The standard we intend to meet with the asset investment in our stock. 

Whilst we have a separate development strategy, there will be clear links between the two, moreover, the asset 

management strategy will be part of seeking raising additional financial capacity for investing in new homes. 

Corporate Overheads 

We will continue to work towards our Board’s target of a management cost per unit of £999 by the end of 2018. 

A refreshed efficiency and cost-cutting drive will follow the organisational restructure, and implementation and bedding in 
of our new processes such as e-finance for example. This system will allow a more paperless invoice approval transaction 
across our organisation. 

We will invest in job scheduling software for our in-house operatives Eden Works, which will support our objective of 
increasing productivity. 

Part of our IT strategy to roll out in 2017/18 is recycling functioning hardware at the time of its replacement cycle to 
develop our own disaster recovery resource as a way to become more self-sufficient and reduce future costs in this area. 

Investment in our IT is critical to our future success and there is a need to plan to be ready for the new General Data 
Protection Regulation coming in May 2018.  
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Narrow the scope of services to customer priorities 

We will continue to engage with ECHO and the tenants’ scrutiny panel tenants to understand what tenants’ value in the 
context of having to make continuing efficiencies.  

Our satisfaction survey results in 2016 indicate movement downwards in satisfaction and we need to further understand 
whether this is part of a longer-term trend and what direct influence we have over this. 

We will review the pros and cons of our neighbourhood management approach beginning with our pilot in Alston. This 
approach is intended to align the whole of our business around meeting specific, measurable objectives in a particular 
neighbourhood, informed by prior engagement and consultations in that local community. 

Last year saw us take on substantial, additional customers purchasing a community alarm response service. A review at 
the end of the first year of operation will inform whether this is financially sustainable and consider whether there are 
growth opportunities. 

Tenancy sustainment 

We are clear and our Tenant Scrutiny Panel have endorsed this view, that our investment in and collaboration with the 
Cumbria Law Centre is great value for money. It has undoubtedly helped the association to effectively manage rent 
arrears and provided excellent support to our tenant households, in some instances making the difference of continuing 
to have a roof over their heads. Help with growing budgeting skills and support in renegotiating loan repayments and 
increasing household income is of huge value. We will continue to invest in this regard with the full rollout of Universal 
Credit still to reach most of the areas we operate in. 

Community development  

This is an area that under our new structure, we no longer have funded dedicated resources for as a result of the cuts we 
have made following the rent reduction policy implemented from April 2016 . We continue to aspire within our mission to 
involve ourselves in place-shaping activities in our local neighbourhoods. We will do this not on our own but with partners 
within our neighbourhood approach. However, we will need to be clear before making commitments of scarce resources 
and that the forecast outcomes are realistic and achievable.  

Competitor / partner analysis 

We learned through this last 12 months that even where there appears a good cultural fit, a shared vision and rational 
and logical reasons why two organisations might potentially be better together as one, that this may not be enough to 
make that a reality. Our potential merger project with a neighbouring association did not come to fruition however this 
would not rule out future activity should this be a better way to achieve our local place shaping and tenant and resident 
ambitions.  

Our Board strategic event in July 2017 will present an opportunity to review our options, including the costs and benefits 
of merger. 

During this next 12 months, we will also seek cost savings through joint procurement of services with other members of 
Cumbria Housing Partners and reconsider other cost sharing opportunities. 

Income generation 

Our priority in 2017/18 is to consolidate and protect income. Following the organisation restructure and then working 
through potential merger, we will re-focus and prioritise on mitigating against reducing income. 

Fresh new business ideas and opportunities for income generation will be considered on their own merits but not to the 
detriment to taking resources from our primary objectives. 

Summary of Key VFM Actions in 2017/18 

 Review and re-set our corporate strategic objectives – July 2017 

 Adopt the efficiency measures of the Housing Association Sector Scorecard and report against these 
measures at the end of 2017/18. 

 Refresh our vfm approach and strategy to take account of any new vfm standard – by Dec 2017 

 Collaborate with other Cumbria Housing Partners members around a new business plan to jointly procure 
non-asset supplies and utilities – by Dec 2017 

 Reduce our responsive maintenance spend versus prioritising planned maintenance – part of asset strategy 
by end of Dec 2017 
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 Review and clarify the EHA standards we intend to meet with the asset investment in our stock – end of Dec 
2017 

 Continue work towards our Board’s target of a management cost per unit of £999 by the end of 2018 

 Invest in job scheduling software for our in-house operatives Eden Works, which will support our objective of 
increasing productivity – evidence results by end of March 2018 

 Recycle part of our IT hardware as a way to become more self-sufficient and reduce future costs in our disaster 
recovery systems – end of March 2018 

 Review the costs and benefits of our neighbourhood management approach beginning with our pilot in 
Alston – end of March 2018 

 Review our Independent Living Services at the end of the first year of extended operation in Carlisle to 
inform whether this is financially sustainable and / or whether there are growth opportunities. 


