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Vale for Money Statement for the year ended 31 March 2021 

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 a simple comparison of management cost per unit, however we will always wish to 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 2021 our Board received a report detailing that our 3-year VFM 
Strategy Action Plan was complete.  We are now in the process of drafting an updated VFM Strategy to align with our 
new corporate plan, Succeeding Together, to continue to drive improvements and value to our tenants.      

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. In year 2 of our 3 year strategy we changed the 
emphasis from reducing to controlling our costs in recognition of the increasing health and safety and 
compliance demands arising from the recommendations flowing from the tragic event at Grenfell. 

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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Vale for Money Statement for the year ended 31 March 2021 

Covid-19 pandemic 
The operating environment during the financial year 2020/21 has been seriously impacted by the unprecedented 
global pandemic. At the time of writing there is optimism on the back of the so far successful and efficient roll out of a 
vaccination programme and the government roadmap out of covid restrictions.   

Responding to and dealing with the operational challenges thrown up by the pandemic have led to the associations’ 
employees working more flexibly with the majority of our workforce being based at and working safely from home. 

References to the impact on our value for money performance from the pandemic is threaded throughout this VFM 
self-assessment. 

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 VFM Standard our Board also monitors a small number of 
bespoke metrics to form part of its performance oversight.  The following table demonstrates how we have performed 
on these metrics during 2020/21 compared with targets and prior year results and against our peers within the sector. 

  

2021/22 2020/21 2020/21 2019/20 2018/19 2019/20 

EHA  
Target 
(as per 
budget) 

EHA 
Actual EHA 

Target *** 
EHA 

Actual  
EHA 

Actual 
RSH 

Median 

RSH Metrics         

Metric 1 - Reinvestment % 3.45% 1.79% 3.1% 5.1% 3.6% 7.2% 

*  Metric 1b – Major Repairs % 2.12% 1.43% 2.4% 1.9% n/a n/a 

Metric 2a - New Supply SH % 0 0.44% 0.1% 0.8% 0.8% 1.5% 

Metric 2a - New Supply SH-units nil 8 2 14 14 n/a 

Metric 3 - Gearing 49.0% 51.8% 51.3% 55.1% 56.7% 44.0% 

Metric 4 - EBITDA MRI 160% 196.7% 122% 129% 196% 170% 

Metric 5 - Headline Social 
Housing Cost Per Unit 

£3,461 £2,861 £3,453 £3,493 £2,673 £3,830 

Metric 6a - OP Margin (SHL) 34.2% 42.0% 32.0% 30.2% 37.8% 25.7% 

Metric 6b - OP Margin (Total) 31.8% 40.2% 30.9% 29.8% 36.7% 23.1% 

Metric 7 - ROCE 4.2% 5.4% 4.1% 4.3% 5.4% 3.4% 

 
EHA Metrics 

  
    

Metric 8 - Management Cost per 
Unit 

£1,407 £1,114 £1,204 £1,134 £991 n/a 

** Metric 9 – Arrears as % of Rent 
Debit 

1.4% 1.12% 1.39% 93.9% 102.2% n/a 

Metric 10a- % of Void Rent Loss 1.32% 1.12% 1.32% 0.97% 1.51% n/a 

Metric 10b – Out of Management 
Voids 

2 3 2 3 11 n/a 

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

90% 98% 90% 95% 97.2% n/a 

Metric 12 - Bad Debt Indicator £230,000 £177,148 £230,000 £189,436 £221,593 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. 
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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.   

Results in the last year have been dramatically impacted by the world-wide pandemic. Overall the association has 
performed strongly given this context. Our VFM indicators generally show a position ahead of targets which were set  
without a real understanding of the year to unfold as it did.  

The Registered Provider sector has generally reported higher surpluses as rental income has held up well and 
expenditure on maintenance has been somewhat curtailed in view of access difficulties, during national lockdowns 
and the availability of contractors due to shielding and isolating of its workforce. 

Further explanation of performance against our VFM metrics follows; 

Metrics 1a – Reinvestment and 1b Major Repairs %:  

The global pandemic has hampered the delivery of major repairs work impacting achievement of this target. Capital 

investment in existing stock was below budget at the end of the year.  We delivered 8 new units in the year, however, 

the bulk of development expenditure against these properties was incurred in previous years. The new development 

opportunities we are pursuing did not come to fruition quite as quickly as hoped and costs incurred this year were 

significantly lower than budgeted.  At 1.71% we did not achieve our reinvestment target for the year.  

Metric 2 – New Supply of Social Housing (SH):   

The Association delivered 8 new units this financial year (7 new affordable rented properties and acquisition of a new 

bungalow in Penrith).  Both developments were expected to be completed in the previous financial year, but got caught 

in the first national lockdown.  

Metric 3 – Gearing:   
Cash holdings are significantly above predicted levels due to delays in spend and capital expenditure.  Debt was 
marginally below predicted levels due to the £1m loan repayment made at the end of the year, above the required 
contractual level to reduce surplus cash.  Overall net debt (loans less cash) was lower than budgeted, 
reducing/improving the level of gearing to 47.5% compared with the targeted level of 51.3%. 

Metric 4 – Earnings Before Interest, Tax and Depreciation Amortization – Major Repairs Included (EBITDA MRI):   

Delays in costs and capital investment in existing stock has resulted in increased net earnings and hence improved the 

EBITDA MRI Interest Cover ratio.   

Metric 5 – Headline Social Housing Cost Per Unit:   
Whilst additional personal protective equipment costs and increased investment in IT was incurred during the year due 

to the pandemic, these costs were outweighed by reduction in management and maintenance costs, resulting in our 

headline social housing costs per unit of £2,861, well within our targeted cost.   

Metric 6a – Operating Margin (Social Housing Lettings only):   
The Operating Margin (Social Housing Lettings Only) for the year was 42.0%, much greater than our targeted level.  

Increased revenue grants from the final completion of the William Street and Tynedale Drive developments combined 

with reduced costs have improved our operating margin in this exceptional year generated from social housing lettings.    

Metric 6b – Operating Margin – (total):  
The Operating Margin (all operations) for the period was 40.2%, ahead of our targeted level.  This calculation of margin here 

includes all operating incomes and costs, including all non-social housing activity, bar gains and losses on property sales.  As 

the margin from property sales is excluded, the overall operating margin achieved is reduced.   

Metric 7 – Return on Capital Employed:  
The ROCE for the year was 5.4%, above the targeted level of 4.1%. The operating surplus (return) considerably above 

our forecast, increased income from grants and reduced costs due to the pandemic combining to improve financial 

performance as noted above. 

Metric 8 - Management Cost per Unit:   
At £1,114, management costs were below the targeted level. A general reduction in most areas of expense despite 
additional costs associated with covid. 
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Metric 9 – Arrears as % of Rent Debit:   
Despite the challenges on household income from the pandemic, tenants have continued to prioritise rent payments.  
Many of our tenants will have received furlough payment or other form of government support. Since March 2020 we 
have seen an additional 147 tenants claiming Universal Credit, now totalling 418 claimants at the end of March 2021. 
We provide support to our tenants by referrals to our hosted partner Cumbria Law Centre, which provides financial 
health check, budgeting and other tailored support to ensure our tenants our maximising any entitlements. 

Metric 10a - % of Void Rent Loss and 10b Out of Management Voids:   
Void rent loss over the year was well within our target. Our result would likely have been better had it not been for the 
restrictions in place during the first quarter of the year, during lockdown. During the subsequent lockdowns too we 
chose to be very cautious with movement in and around our assisted living schemes and re-let times will have been 
slower than normal. We have very few properties out of management. Three properties are being held from letting as 
they either require major structural work or are to be divested, in line with our board approved asset management 
strategy.  

Metric 11 - % of tenants would recommend EHA to family and friends:  
Our regular monthly surveys continue to indicate general high approval for the association and its service provision. 

Metric 12 - Bad Debt Indicator:   
Our bad debts have again been managed within our target. Our track record indicates we deploy effective prevention 
systems. We are not complacent and the year just gone has undoubtedly placed pressure on household incomes and 
we will monitor and manage income collection and debts diligently going forward. 

Benchmarking 
The Regulator for Social Housing published its annual Global Accounts 2020 in March 2021.  These accounts are a 
rich data source for benchmarking purposes, though of course they need to be approached with caution, 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. 

The following table highlights the results for the Association compared with data published in the Regulator for Social 
Housing published 2020 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 
(6,415) 

31/03/2020 9.5 2.0 43.2 97.6 4.33 19.8 1.28 1.7 

Castles & Coasts 
HA Ltd 
(6,711) 

31/03/2020 2.8 0.4 27.4 282.5 3.43 26.8 28.6 4.2 

Eden HA Ltd 
(1,823) 

31/03/2021 1.8 0.5 47.5 196.7 2.86 42.0 40.2 5.4 

North Devon 
Homes 
(3,308) 

31/03/2020 3.2 1.7 58.4 133.3 2.80 26.8 21.2 3.0 

South Lakes 
Housing 
(3,153) 

31/03/2020 8.2 0.5 28.1 137.6 4.41 15.8 17.3 2.1 

Providers with less 
than 2,500 units  
(44) 

31/03/2020 5.6 0.7 34.5 199.0 4.60 23.9 20.7 3.0 

                     

Lower Quartile 
Global 

Accounts 
2020 

4.9 0.7 33.0 126.0 3.34 20.8 18.1 2.6 

Median 7.2 1.5 44.0 170.0 3.83 25.7 23.1 3.4 

Upper Quartile 10.0 2.4 54.7 227.0 4.86 32.3 28.6 4.4 
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Direct comparisons are difficult and should be treated with caution. The March 2020 figures included for other 
associations clearly do not factor in the full impact of the covid-19 pandemic.  

The association is highly geared compared to most of this comparison group, however, our headline cost per unit, 
operating margin and return on investment are all better than the median. Taken in the round these value for money 
metrics indicate a reasonable performance for the year despite the full impact of the pandemic. 

Global Accounts ‘Best in Class’ –  
Our Board wished to see greater dialogue and exchange of learning take place with our identified ‘best in class’ 
associations. However, given the critical need to respond to the pandemic, we were unable to progress this as we 
would have liked to. Lots of effective engagement, sharing and learning did take place with various organisations in 
our pandemic response which is threaded through our outturn results for the year.  

We will look to secure efficient and effective learning from our identified ‘best in class’ organisations in the year ahead. 

Value for money gains over the last year 
In last year’s self-assessment we referred to making technological advances with the potential to reduce costs and 

increase service effectiveness & productivity. Little did we really know then just by how much and how quickly our business 

operations would change.  

An important fundamental element of our VFM strategy has been developing a culture of controlling costs within our 
business whilst achieving effective outcomes. 

This has served us well in the way our business quickly adapted to a hybrid working model where the majority of our 
staff have been temporarily home based whilst maintaining critical services to our tenants. 

Below are examples of the value for money gains achieved over the last 12 months; 

Project Outcome - Economy, Efficiency, Effectiveness 

Hybrid Working - 3CX System 
Replacement of Samsung phone system with 
new multi-purpose 3CX facility, which is 
supported by EHA IT Team instead of 
external support.   

1. One-off purchase cost of hardware for offices and schemes = 
approx £13k  + £1,500 annual license.   Cost saving of system 
over 5yrs = between £33k - £43k 

Hybrid Working - Licenses 
Trial licenses for hybrid working configuration 
instead of purchasing Microsoft licences at 
the start of the project 

1. Trial extended to allow usage from Nov-20 to Mar-21 = 
4months free usage 
2. Cost saving = £1,584 

Hybrid Working - Laptops 
Immediately prior to first Lockdown, EHA 
purchased 15x refurbished laptops instead of 
new ones to ensure immediate business 
continuity at a cost of £3,645 

1. Cost saving = approx £3,500 (half the cost of purchasing new 
laptops) 
2. Business continuity - delivery of refurbed laptops was quicker 
than it would have been with new laptops (from usual suppliers) 

Firewalls Replacement 
Current replacement of firewalls at HQ with 
newer/more capable model.  This includes 
20months of licence.  Our old firewall will be 
reused at our Extra Care scheme (Disaster 
Recovery site) which is due its licence 
renewal shortly 

1. Cost saving = £1,300 (based on licence renewal cost for 
Disaster Recovery site model for 20 months) 
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Electric Shower Supplier 
AKW (supplier) now provide electric showers 
to EHA at a cheaper price than SOR.  Field 
View fit item (usually within 48hrs) 

1. Economy saving - can be fitted for both general needs and 
sheltered units.  Have 5yr guarantee  
2. Improved service to customer and greater customer 
satisfaction 

PTSO Inbox 
New email inbox created to ensure all 
queries are collated in a central email 
location.  Shared responsibility for 
checking/dealing with queries, avoids delays 
in emails being sent to individual accounts 

1. Efficiency saving - improved customer response times, leading 
to greater customer satisfaction 

Rent Notices 
Notices now printed double-sided 

1. Cost saving on paper, toner, printer charges 

Electronic process for Rents Year End 
Pre-covid, processing Rents Year End would 
involve large volume of printing to check and 
review charges.  This is now completed 
entirely electronically 

1. Cost saving on paper, toner, printer charges 
2. Efficiency savings - process can be completed remotely, 
saving resource/staff time 
3. Effectiveness - enables electronic storage of checked 
documents for easy review by auditors 

Direct Debits Processing 
Process now completed electronically 
(except letters to tenants) 

1. Cost saving on paper, toner, printer charges 
2. Efficiency savings - customer queries can be more quickly 
checked using electronic documents, as opposed to locating 
paperwork that was filed away. Improved customer service. 

Online Training 
Training courses all now delivered online 

1. Substantial ongoing cost savings from travel, accommodation, 
subsistence expenses, as well as time away from the office 

Annual Report Produced In-house 
Design and production of Report by EHA 
instead of external supplier 

1. 2019 Report produced externally cost £3,104.  2020 Report 
produced internally (printed extrenally - £1,661).  Cost saving = 
£1,442 

Keysafes 
Fitting of keysafes at HQ for contractors to 
access/collect site keys 

1. Staff no longer spending time collecting/searching/delivering 
keys to contractors 
2. Contractors can collect keys at anytime of the day, whereas 
previously they could only do this during reception opening times 
- greater efficiency for our contractors and ultimately our 
customers 

Combining PDFs into Emails (setting Up a 
Tenancy) 
Pre-covid, all tenancy documents had to be 
in the same format when setting up a new 
tenancy, so that they could be combined into 
one document using software installed on the 
scanner.  Revised software now combines 
emails into a PDF, saving Customer Advisor 
time.  In the process of investigating remote 
connection the scanners to enable this 
process to be completed entirely remotely 

1. Significant saving in Customer Advisors' time cutting and 
pasting documents into correct format 
2. Documents are all saved in one place making it quicker and 
easier to complete the task 
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Installation of an Intercom 
During the pandemic there has been 
permitted limited access to our HQ, however 
customers/contractors still had to gain to 
access the building (using a doorbell) to 
collect/drop off items.  Installation of an 
intercom has enabled visual identification of 
customer, enabling staff to engage prior to 
enabling safe access to the building 

1. Staff time saved 
2. Intercom works alongside phone system, so can be answered 
bty any available staff member providing quick response 
3. Calls from the intercom can also be re-directed to staff working 
from home, enabling remote working and longer hours customer 
service 

Arrears Process 
Since lockdown, arrears process is now 
more digital 

1. Enables greater efficient team working 
2. Saving on paper and costs to the business 
3. More efficient process for customers 

 

 


