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Value for Money Statement for the year ended 31 March 2020 

Value for Money (VFM) 

Introduction 

Our 3-year Corporate Plan (2018-21), ‘Owning our Future’ sets Providing Value as one of four goals and contains the 
following value for money success targets; 

 Absorb inflationary rises over the life of the plan and reduce our Management Cost per Unit. 

 Consistently achieve an Operating Margin for Social housing Lettings of at least 33.3% 

These measures are based in the context that we operate primarily across the second largest geographic and most 
sparsely populated District in England.  As a consequence of this and our organisational size we are unlikely to be the 
lowest on comparisons of management cost per unit, however we will be able to evidence that our headline costs are 
truly providing value. 

During the financial year a Value for Money (VFM) Strategy progress report was discussed at every meeting of our 
Audit & Risk Management Committee and in January 2020 our Board reviewed its 3-year VFM Action Plan to ensure 
the Association remained focussed on delivering its strategic objectives and in parallel meet the Regulator for Social 
Housing’s (RSH) VFM Standard introduced in April 2018.   

Our VFM Strategy supports our core mission, “to be a good trusted social landlord and employer with a strong sense 
of place” and we aim to optimise the use of our assets and resources to invest in our people and our communities to 
deliver this.  

The specific VFM goals and strategic objectives, from our Corporate Plan, ‘Owning our Future’ are as follows; 

Goal – Good Social Landlord 

a) Building and investing in the right homes in the right places, to protect value in our assets and evidence 
understanding of real demand 

b) Increasing our digital self-service offer, making it easier for customers 

Goal – Providing Value 

a) Reduce our cost base to strengthen long-term viability 
b) Explore and develop partnerships to innovate and increase capacity 

Goal – Trusted Employer 

a) Foster teamwork and commitment - so our 'one team' delivers more than the sum of its parts 

In simple terms we aim to make the best use of every pound we spend to; 

 Contribute to the delivery of much needed new affordable rented homes 

 Invest in our existing housing stock 

 Provide better services for our tenants 

 Invest in our staff and key relationships 
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Performance Metrics 

Our Board monitors performance against the key metrics directed by the Regulatory Standard on a quarterly basis 
and recognises these as a consistent base from which to build an indicative financial view of the organisation and 
those that we compare ourselves against. 

In addition to the mandatory metrics taken from the Standard our Board also monitors a small number of bespoke 
metrics to form part of its performance oversight.  The Board wished to see a capital maintenance metric, recognising 
the increased proportionate investment we will be making in our existing stock over the next few years as components 
renewed at the time of Transfer from Eden District Council come round for renewal some 20 years on. This was 
implemented from April 2019 and is reported on for the first time. The following table demonstrates how we have 
performed against all of these metrics during 2019/20 against internal targets with comparison against prior year 
results and our peers within the sector. 

  

2020/21 2019/20 2019/20 2018/19 2017/18 2018/19 

EHA 
Target *** 

EHA 
Actual  

EHA 
Target 

EHA 
Actual 

EHA 
Actual 

RSH 
Median 

RSH Metrics           

Metric 1 - Reinvestment % 3.1% 5.1% 5.0% 3.6% 5.3% 6.2% 

*  Metric 1b – Major Repairs % 2.4% 1.9% 2.3% n/a n/a n/a 

Metric 2a - New Supply SH % 0.1% 0.8% 1.0% 0.8% 1.0% 1.5% 

Metric 2a - New Supply SH - units 2 14 18 14 19 n/a 

Metric 3 - Gearing 51.3% 51.1% 58% 56.7% 61.9% 43.4% 

Metric 4 - EBITDA MRI 122% 141% 148% 196% 191% 184% 

Metric 5 - Headline Social 
Housing Cost Per Unit 

£3,453 £3,363 £3,324 £2,673 £2,638 £3,690 

Metric 6a - OP Margin (SHL) 32.0% 30.2% 31.2% 37.8% 38.9% 29.2% 

Metric 6b - OP Margin (Total) 30.9% 29.8% 31.5% 36.7% 35.8% 25.8% 

Metric 7 - ROCE 4.1% 4.3% 4.6% 5.4% 6.2% 3.8% 

          

EHA Metrics         

Metric 8 - Management Cost per 
Unit 

£1,204 £1,134 £1,169 £991 £988 n/a 

** Metric 9 – Arrears as % of Rent 
Debit 

100.0% 93.9% 100.0% 102.2% 97.5% n/a 

Metric 10a- % of Void Rent Loss 1.32% 0.97% 1.28% 1.51% 1.27% n/a 

Metric 10b – Out of Management 
Voids 

2 3 11 11 14 n/a 

Metric 11 - % of tenants would 
recommend EHA to family and 
friends 

90% 95% 90% 97.2% 
Introduced 
from April 

2018 
n/a 

Metric 12 - Bad Debt Indicator £230,000 £189,436 £230,000 £221,593 £220,243 n/a 

* Metric 1b introduced by EHA Board for measurement in 2019/20 to capture significant area of spend. 

** Metric 9 prior to 2019/20 measured as % of rent debit collected. EHA Board concluded pattern of rent 
payments received led to misleading result when contrasted with our current rent arrears performance and 
agreed the new measurement requirement. 

*** EHA targets for 202/21 were set and agreed by the Board prior to lockdown for Covid-19. 

Our metrics like many similar organisations, reflect a snapshot of where we are in our own journey whilst the 
backward look trend is helpful to provide context.  Generally we compare well with the sector and against the provider 
subset based on size (i.e. providers with less than 2,500 units, however the proportion of debt being carried relative to 
our size means we are more highly geared than the sector generally.  This is something the Board is aware of and 
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was a crucial part of its decision not to take out further debt from April 2019.  The association has reached peak debt 
and is now in the repayment phase agreed with our main funder, Barclays Bank PLC.  

Further explanation of performance against our VFM metrics follows; 

Metrics 1a – Reinvestment and 1b Major Repairs %:  Capital investment is in line with target.  Acquisition of new 
affordable rented homes (6 units at Penrith and 5 units at Plumpton ) have been delivered along with three property 
purchases on the open market.  The completion of 7 new units at William Street (Penrith) was days away and forecast 
for the end of March when lockdown due to Covid-19 intervened. However, spend against work in progress is 
included in this calculation and hence this has not had a negative impact on this metric.  

Our lower target for the year ahead recognises our planned investment in our existing stock but that we expect not to 
acquire or build new homes in the next 12 months.  A pipeline in line with our unused loan facility is being developed 
and we are optimistic that this will incur expenditure from 2021/22.    

Some of the previous year’s existing stock underspend was caught up however, we are conducting a pilot of new air 
source heat pump central heating installations before committing to a full roll out of a further 90 installations. It is 
unknown at the time of writing the impact of Covid-19 on rolling out the heating installations and other internal planned 
maintenance during 2020/21. 

No none-social housing (NSH) supply was undertaken last year and there are no plans to do so. 

Metric 2 – New Supply of Social Housing (SH):  The Association budgeted to deliver 18 new affordable rented units 
during the financial year. Fourteen properties were delivered by the end of March 2020 at Fairhill, Penrith 6 units, 
Plumpton 5 units, plus 3 open market purchases. The pausing of works at William Street due to the Covid-19 
pandemic meant that our target was not reached.  

Our financial plans include an average of 9 new units a year over the next five years with 8 new units forecast in the 
year ahead. 

Metric 3 – Gearing:  The increase in the valuation of housing properties has had a positive impact on this ratio.  After 
allowing for this, results were in line with target, net debt and assets in line with expectations.   

The Association drew down its full loan facility at the end of the previous year, but due to underspend in 2018/19 and 
reduced expenses, cash holding was more than anticipated.  Thus gearing at the end of the previous year was lower 
than planned. We have made comment in previous years that we recognise we are an outlier on this metric as a 
factor of our size and historic Transfer Debt model. However, we are focussed on repaying debt over the next few 
years to unlock future financial capacity.  Our pre-Covid forecasts result in an improved gearing indicator of 49% in 5 
years’ time. 

Metric 4 – Earnings Before Interest, Tax and Depreciation Amortization – Major Repairs Included (EBITDA 
MRI):  EBITDA MRI Interest Cover ratio ended marginally below target.  We continue to monitor performance closely, 

controlling costs across the business and reducing waste where possible.   

Metric 5 – Headline Social Housing Cost Per Unit:  Our Headline Social Housing Cost Per Unit for the year was 

higher than in the previous 2 years but very close to our target for the year of £3,324 and the profile we set out in our 
business plan.   

We set out last year that the previous results on this indicator were not representative of our forecast profile.  
Maintenance underspends due to ‘lag’ from our major organisation review in 2017/18 combining with difficulties 
procuring volumes of work contributed to underspends rather than savings. We have recovered some of this ground in 
the last year. Additional spend has been made in the area of safety compliance arising from increased fire and other 
safety expectations. During the year we mitigated against future increased pension contributions and liabilities, when 
following consultation with staff we moved to a future of offering Defined Contribution pension schemes only. 

Metric 6(a) – Operating Margin (Social Housing Lettings only):  Our margin at 30.2% was marginally below target.  

Income and expenditure were broadly in line with budget but additional depreciation was incurred due to the accelerated 

replacement of certain assets, mainly kitchens.  Our margin was tighter than in the previous couple of years due to delayed 
planned maintenance investment. This year’s result is much closer to our Corporate Plan target of achieving 
consistent margins of around 33.3% as we catch up and complete delayed works and planned investment in our 
existing stock is maintained. 
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Metric 6 (b) – Operating Margin – (overall):  The Operating Margin (all operations) was 29.8%, marginally below 
target. This calculation of margin includes additional activity, non-social housing works included here.  These 
additional activities (such as our Homeless and Housing Options contract) do not generate significant margins and 
hence reduce the overall margin calculated.  

Metric 7 – Return on Capital Employed: The resulting ROCE for the Association was 4.3%, marginally below the full 

year target of 4.6%, the operating surplus and above the sector median, return broadly in line with expectations. 

Metric 8 - Management Cost per Unit:  At £1,134 per unit, Management costs are in line with target.  We continue to 

look at controlling costs across our business, reducing these where possible, but in a sustainable way. This year we 
have achieved savings on many areas of management costs, particularly staffing, to keep costs in check. 

Metric 9 – % of Rent Debit Collected:  We altered the method for calculation for 2019/20 to a current year only figure 

from a previous rolling 12 months figure. This change was made with the aim that figures would tie in correctly with all other 
financial reporting. However, the resultant figure at 93.9% does not accurately reflect our performance in managing rent 
arrears and our Board has agreed to replace the % of Rent Debit Collected with the % of Current Tenant Arrears as a % of 
rent debit from 2020/21.  Expressed as a percentage of the rent debit, current arrears came in at 1.30% at year end.  These 
two figures don’t immediately add up, however this is explained when we understand that the new method of calculating the 
rent debit has resulted in the anticipated housing benefit and Universal Credit housing costs being excluded as they have 

not yet been posted to accounts by the year end (they are paid in various degrees of arrears). The Association continues 
to achieve a low level of arrears and bad debts by working early with tenants and providing welfare, benefit and 
budgeting support through our hosted independent partner Cumbria Law Centre.  

Metric 10a - % of Void Rent Loss and 10b Out of Management Voids:  At 0.97% this is comfortably in target at year end. 

Considerable effort has gone in over the last 12 months to improve our performance from the previous year. A significant 
factor was our divestment during the year of our Assisted Living Scheme in Alston, where we had experienced very low 
demand for the last few years. In addition we reorganised our internal resources to introduce a dedicated voids team 
resulting in speedier void turnarounds by undertaking a greater proportion of necessary works within periods of occupation. 
It is anticipated that the present Covid-19 pandemic will have a material impact on the void rent loss figure in 2020/21. Out of 
Management properties at the year-end numbered three. A leased for rental property in Penrith being taken out of 
management pending being returned to the landlord.  The remaining two properties will be brought back in to management 
as we complete structural works. 

The divestment of our non-decent Assisted Living Scheme explaining the significant reduction from last year. 

Metric 11 - % of tenants would recommend EHA to family and friends: We aim to contact up to 50 service users 
every month to gain insight and understanding from customers about their latest experience with us. These are results 
from 477 tenants undertaking the telephone survey over the course of the financial year. 

Metric 12 - Bad Debt Indicator:  Bad debts were reduced on the last two years and within the target set. We 
anticipate there is the potential for a rise in the coming years as a legacy of Covid-19 but too early to accurately 
predict.  

Benchmarking 

The Regulator for Social Housing published its annual Global Accounts for 217 registered provider groups in 
December 2019.  These accounts are a rich data source for benchmarking purposes, though of course they need to 
be approached with consideration, the accounts reported on one year only, with results potentially affected by many 
unknown factors.  We have used the Global Accounts data to provide context for our work, to aid us to look in closer 
detail at our performance against the upper / lower quartile and against some local and out of county rural operators. 
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The following table highlights current year results for the Association compared with data published in the Regulator 
for Social Housing published 2019 Global Accounts; 

Registered 
Provider & (no. of 
units) 

Financial 
Year End 

Re- 
Invest. 

% 

New 
Supply 
(Social) 

% 

Gearing 
% 

EBITDA 
MRI 

Interest 
Rate 

Cover % 

Headline 
Social 

Housing 
Cost per 
unit, £k 

Op 
Margin 
(SHL) 

% 

Op 
Margin 

(Overall) 
% 

ROCE 
 % 

Broadacres HA Ltd 
(6,316) 

31/03/2019 5.7 2.7 40.7 203.6 3.77 28.2 22.5 3.0 

Castles & Coasts 
HA Ltd 
(6,723) 

31/03/2019 3.5 0.8 29.3 235.6 3.36 26.7 27.7 3.9 

Eden HA Ltd 31/03/2020 5.1 0.8 51.1 141 3.36 30.2 29.8 4.3 

North Devon 
Homes 
(3,302) 

31/03/2019 4.9 2.1 59.9 142.3 2.67 30.0 28.2 3.1 

South Lakes 
Housing 
(3,160) 

31/03/2019 8.4 0.6 28.0 198.4 4.39 39.4 40.8 4.7 

Providers with less 
than 2,500 units  
(48) 

31/03/2019 4.3 0.6 34.1 194 4.88 23.3 20.3 3.1 

  
 

                  

Lower Quartile 
Global 

Accounts 
2019 

4.2% 0.6% 32.6% 139% £3.18 23.1% 20.0% 3.0% 

Median 6.2% 1.5% 43.4% 184% £3.69 29.2% 25.8% 3.8% 

Upper Quartile 8.7% 2.5% 53.9% 238% £4.69 34.6% 30.8% 4.7% 

Reinvestment – The Association is below the median overall, but still above those of a similar size. Our Board has 
taken a decision to pay off debt which will limit investment in new development in the short term whilst prioritising 
investment in our existing stock. 

New Supply (social housing) – Our financial capacity over the next few years following peak debt is tight and our 

forecasts suggest we will continue to develop at modest levels below the sector median. 

Gearing – We remain highly geared, in the upper quartile within the sector.  This high gearing is mainly a legacy of 
our original LSVT set-up and financial model and our size. This impacts upon our borrowing capacity.  Our Board last 
year decided to fix down on our debt facility and to focus on a period of repayment in order to unlock financial capacity 
in the medium term. 

EBITDA MRI Interest Rate Cover – We are below the sector median and compared with registered providers of less 
than 2,500 units, but still demonstrate satisfactory interest cover, importantly to the satisfaction of our funder. Our 
proposed investment plans in sustaining and improving our existing stock in future years will continue to adversely 
impact on this measure.  This will continue to be an area of focus given its significance to loan covenants and our 
financial business plan forecasts are to achieve greater cover (200%+) on a consistent basis from year 3 onwards, 
above the industry median. 

Headline social housing cost per unit – Our cost per unit is only slightly above lower quartile. Our Headline cost is 
significantly above the last two years results but very much in line with our forecast and target for the year. This is in 
large part due to our increased planned maintenance spend compared with the year before.     

Operating Margin (Social Housing Lettings & Overall) – Strong margins continue to be reported, in line with our 
corporate plan target.   

Return on Capital Employed – Outturn at the year-end indicates strong return and within top quartile. 

  



Notes  

Eden Housing Association Limited: Value for Money Statements for the Year Ending 31 March 2020   

– Page 7 

 

Value for Money Statement for the year ended 31 March 2020 

Global Accounts ‘Best in Class’ – Last year we committed to looking at more meaningful comparisons for effective 
learning.  We analysed the Global Accounts to identify the best performing similar organisations and seek to learn 
from them as part of our drive for continuous improvement.  

We analysed data for the following metrics and identified four organisations of similar size, complexity etc. to Eden 
Housing Association where further investigation is proposed.  The metrics were selected following discussion with 
Board on risk and pro-actively managing the danger of these ‘slow burn’ issues increasing and becoming critical over 
time. 

 Bad Debts 

 Void Rent Loss 

 Gross Current Tenant Arrears 

We have informal relationships with these organisations through our membership of Placeshapers and the Rural 
Housing Alliance.   

As a pilot we established contact and trust with North Devon Homes and agreed to share and explore an efficient and 
effective way of sharing our practice and learning from each other.  

Unfortunately resource identified for this was sucked into dealing with the urgent and critical issue presented by our 
primary contractor serving its intention of adopting the break-clause in our repairs and voids maintenance contract. 
Whilst this issue was eventually resolved our benchmarking intentions were traded off. Our Board has instructed that 
this be prioritised during 202/21. 

Summary of how we did on what we promised last year 

In last year’s self-assessment we set out our intentions for 2019/20. The following is a progress report on how we got 
on; 

 Investigate the feasibility of introducing a new ‘caretaker service’ as part of our developing a business case 
for the organic growth of Eden Works (our in-house repairs team).  This potentially would see an estimated 
£80k phased saving and improved service to tenants.  

‒ This project was severely hampered by our primary repairs contractor serving notice in the autumn of 
last year, of its intention to use the break-clause to end its contract as a result of financial difficulties. 
This required us to prepare and plan for the immediate continuation of a repairs and voids service by 
other means. A protracted but constructive process eventually resulted in a renegotiation with our 
contractor, however this has come at increased average repair cost. This project will now be 
incorporated into this year’s plan which will to consider our strategic options for maintenance when the 
current contract ends in 2021. 

 Seek to extricate the Association from a long lease and any liabilities around an Assisted Living Scheme and 
working with our remaining tenants find alternative suitable accommodation.  

‒ Divestment of our low demand Assisted Living Scheme in Alston was achieved by a surrender of the 
long lease to Cumbria County Council. This resulted in savings on void loss and future maintenance 
liabilities. 

 Review options on our Market Rented properties, with a view to potentially divesting these properties and 
reinvesting in better value ways. 

‒ We have two locations where we have market rented properties. Historically our units in Carlisle have 
consistently been fully let whereas properties in Penrith this was not the case. In the last 12 months we 
have worked in partnership with the local authority to let these properties as temporary supported 
accommodation bringing in increased rental and service charge income and reduced void rent loss. We 
will continue to keep these units under review. 

 Source grant funding for installation of new energy efficient and heating schemes and improve comfort and 
affordability of running costs for tenants in less energy efficient homes. 

‒ We were successful in a bid for Warm Homes Fund grant (£350k). An Air Source Heat Pump heating 
system pilot scheme is now on site with 10 volunteer households. A potential further 90 installations can 
be funded following a successful pilot. Part of our funding on these installations will come from the 
Renewable Heat Incentive revenue funding which will provide an estimated further £400k of income over 
the next 7 years.  
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 Continue investment in digital services, such as an interactive website, at the same time improving self-
service options for customers. 

‒ We have made significant progress during the last 12 months, involving tenants at every step along the 
way. The ‘soft live’ of the tenants portal enabling self-reporting / self-service was due to be piloted by the 
end of March. The onset of the pandemic has inevitably hindered this, however the new ways of working 
forced into by the virus will likely accelerate completing this project going forward. 

 Continue our Pilot Benchmarking opportunity with North Devon Homes (NDH) and seek to extend this to 
other ‘top of the class’ organisations and take any learning. 

‒ A consequence of dealing with the instigation of a break-clause in our responsive and voids repairs 
contract by our primary maintenance contractor meant that we were unable to pursue our intended 
project with NDH. 

Continuous Improvement  

An important element to our VFM strategy has been further developing a culture of controlling costs within our 
business. 

A VFM item is discussed on every Management Team meeting and a register maintained that captures VFM ‘quick 
wins’ and more detailed projects. Below as an example is a selection of the cost savings made over the last 12 
months; 

 Ongoing membership to NHC to benefit from procurement frameworks - Annual savings from various 
frameworks = £8,020. 

 EHA ceased the SHPS DB Scheme and implemented differing tiers in the SHPS DC Scheme - Reduction in 
costs estimated at £41k p/a. 

 Return of the pool car - Savings through fuel costs, monthly rental, insurance costs and staff costs, results in 
an approximate saving = £3.8k p/a. 

 Two new photocopiers purchased with print management software - Expected cost saving over 5 years = 
£2,153. 

 Successful application to Microsoft for charity donations, resulted in EHA purchasing the maximum number of 
donated licences through the charity exchange scheme - Year 1 saving = £3,506.  Saving over 2 years = 
£8,531. 

 6 additional Units of Supported Accommodation. Enables increased income and contributes to tenancy 
sustainability – Additional income = £6,802 plus reduced void period for previously hard-to-let properties. 

 Merging separate groups of properties in finance system removing the need for separate coding and 
reporting - Approximate saving of £650 in staff time, Allpay fees saving = £155 and efficiencies in rent and 
budgeting process. 

 Finance journals and Ledger efficiencies = Resource savings estimated at £1200 pa. 

 Void Project Review resulted in specification savings on each void property – review results in £234 saving 
on each void property. 

 As part of the void review tenants asked EHA to consider local decorating firms rather than issuing decorating 
vouchers  - unclear whether this will produce cost saving however considered VFM as meets tenant 
preference and better use of money. 

 Review of Aids and Adaptation policy with tenants. Resulted in consultation and agreement with Local 
Authority to fund reasonable low cost requests through Disabled Facilities Grant – this will kick in next year 
but would have resulted in a saving to EHA this year of £13,166.40. 

 ‘To Let’ signs – changed supplier - Cost Saving last 12 months = £2,157. 

 Renegotiation of contract with Cumbria Law Centre (Independent welfare advisor) that delivers benefits to 
tenants - Reduction of £15k p/a without diminution of service provided. 

Going forward in a Covid-19 environment 

The extent of the impact that Covid-19 will have on our plans and forecasts for the years ahead remains to be seen.  
Business contingency plans have been evoked ensuring critical services are maintained, operational risks managed 
throughout the pandemic.  We are currently incurring short-term increased direct costs to respond to the pandemic 
and this will no doubt continue through the recovery phase.   

Although Covid-19 has caused serious disruption and a short-term financial impact, at the time of writing the 
association continues to operate as a going concern.  It looks like the pandemic is here for some time to come and 
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significant economic downturns are predicted.  We will continue to pro-actively monitor the event to ensure this 
situation continues to be managed effectively.  At the time of writing potential section 106 acquisitions are now looking 
less likely because of the developer reviewing viability of its proposed future developments. Regular updating of 
forecasts and stress testing of our financial business plan has been undertaken to take account of a range of potential 
scenarios and Board alerted to additional financial risks. 

Whilst this will present significant challenges there will be opportunities too and it is likely that an eventual return to a 
new normal will embrace the technological advances that have become more widespread during this time and provide 
potential to reduce costs and increase service effectiveness and productivity. 

Brexit 

There is still uncertainty around the implementation and impact of Brexit.  The Association operates within the UK and 
thus is not directly exposed to import/export risk, although recognises Brexit could impact the supply chain causing 
delays or costs to increase.  We have sufficient funding in place for the next few years with modest development 
plans and no aspiration to develop properties for resale, thus have reduced risk in this area compared with other 
providers in the sector.  The greatest concern to the business will likely flow from any downturn in the economy, 
alongside risks presented by the Covid pandemic which could impact tenants’ welfare and their ability to meet rent 
payments.  The Association’s exposure to potential risks here is considered low and thus currently no additional 
provisions have been established. 


