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Value for Money Strategy 2014 
1. Introduction
This is HfW’s first vfm strategy, developed with input from Board, staff and residents. The purpose of the strategy is to ensure a robust approach to consistently delivering and demonstrating vfm within HfW. As a top level strategy it puts in place a framework for delivering vfm across the organisation. Actions included are those identified within the HfW 2013-16 Business Plan.
2. Regulatory expectations and objectives

2.1 The HCA Regulatory Framework (March 2012) describes the vfm standard against which Registered Providers (RPs) are regulated (appendix 1). Specific expectations include:
· Robust decisions on the use of resources to deliver objectives
· Optimising returns on assets

· Performance management and scrutiny to drive and deliver vfm

· Understanding costs and cost drivers

· Communicating to stakeholders
2.2 The HfW Business Plan 2013 – 16 has 4 strategic objectives
· Provide excellent services in partnership with customers

· Do more to address the housing and support needs of target groups of women

· Become financially stronger

· Develop our people and our organisation

2.3 Across the life of the plan HfW’s aspiration is to add 28 new socially rented homes to our portfolio, to grow our specialist services by 25%, and to access 55 move-on properties per year for our residents in those specialist services
3. Defining vfm

For HfW, vfm means promoting behaviours, practices and processes across our whole organisation to drive economy, efficiency and effectiveness ( including those costs directly charged to residents) so as to maximise the association’s social value as an effective social business.
We assess the strategic effectiveness of our vfm activity against the delivery of our 4 key objectives.
4. Our approach to achieving vfm

4.1 Strategic level: the HfW Board and Executive Team (ET) maintain a strong overview of the utilisation of HfW’s resources and the social value that is the purpose of the organisation. It is the role of the Board and ET to take a total view of available resources – capital, revenue and existing assets -, to challenge business effectiveness strategically, and to set the standards and targets against which performance is measured.
4.2 The Board intends to set a target for an aspirational surplus which will provide an appropriate margin that optimises value for both current and future residents and service users

4.3 The 2013 – 16 Business Plan has placed additional emphasis on active asset management and HfW is in the process of developing a comprehensive Asset Management Strategy. Our intention is to fully understand the performance of our assets and manage them intelligently.
4.4 Operational level: HfW has two key business streams and our approach is to analyse these separately, in terms of both financial value and social value/social impact. Supporting these business streams are our central administrative support services, our property maintenance service, and our development and asset management services. Our approach is to analyse and review these support services separately, as each has different cost drivers and outputs
4.5 Service Standards: HfW has developed service standards across all operational areas. These have been agreed with service users, and operational delivery plans are framed around these customer and stakeholder expectations.

4.6 Maximise resources: HfW has targets to maximise non-rental income, to maximise its funding capacity, to utilise the contribution of volunteers, and to fundraise for donations in both cash and kind. 

5. Decisions about conflicting priorities
5.1 Business Plan: the Business Plan sets the direction of the association in the medium term, and the resources needed to achieve its objectives. Annually HfW reviews and agrees its strategic objectives, its performance against these objectives, its attitude to risk, its product mix, active asset management, and the balance between maximising surpluses and reinvestment. The Business Plan is supported by the 30 year financial model.
5.2 Budget and annual plan: the HfW annual budget round and planning cycle includes challenge on all areas of spend within the expectations and targets set by the medium and long-term financial and business plans. The Board, staff and residents are involved in this process.
5.3 Appraisal models: financial evaluation techniques, specifically NPV, are an essential tool in investment appraisal. HfW utilises an appraisal model and the assumptions and parameters are reviewed and approved by the Board
5.4 Option Appraisal is the technique we are developing within our Asset Management Strategy for making decisions about individual properties. Options include tenure change, change of use, sale, remodelling, reinvestment, demolition. Again decisions regarding the parameters and the assumptions are reserved to the Board.
5.5 Residents: Information on resident satisfaction and feedback from residents is fundamental to our decision making. We consult with residents in a number of ways

· Annual surveys
· Tenants’ panel

· Tenant phone in day

· Local and house meetings

· Feedback on repairs and complaints handling
Increasingly affordability is a significant consideration in the decision making concerning investment in new and existing stock. Within our Asset Management Strategy HfW is developing its approach to affordability, fuel poverty, and cost-in-use for residents
5.6 Procurement: effective procurement has a significant role to play in our vfm effort. The organisation is open to consideration of ‘make or buy?’, outsourcing, shared services, joint purchasing and other opportunities. Our revised Procurement Strategy is under development.
5.7 KPIs: the measures for our performance – financial, operational, social – are agreed by the Board. Targets are set for each KPI and agreed annually
6. Understanding costs, cost drivers, efficiency and value
HfW utilises/will utilise a range of tools to assist in understanding our costs, our cost drivers and the efficiency and value of our operations. These are listed below
· Produce data and analyse cost and efficiency on a per unit/per fte basis

· Benchmark against industry standards. HfW is a member of the Housemark benchmarking service

· Subject specific services, processes, and activities to detailed vfm reviews

· Subject procurement activity to soft market testing, competitive tender, benchmarking and cost benefit analysis
· Actively review in-house/outsource decisions for identified services
· Consider the extent to which we maximise/optimise environmental returns

· Gap analysis where performance falls short of the required standard

· Internal audit reporting includes specific vfm commentary

· External service evaluation reviews and audits
· Peer review

· Board review of effectiveness

7. Responsibilities and delivery
The Board retains overall responsibility for achieving vfm. The ET sets the operational plans to deliver vfm and individual budget holders are set targets. There is a robust staff performance and appraisal process. Vfm is thus the responsibility of everyone. The Director of Finance is responsible for monitoring vfm and reporting performance.
HfW utilises action plans as a way of articulating outcomes, allocating resources, and setting timeframes for delivery. A vfm action plan has been developed (attached, Appendix 3) and progress against it will be monitored 
8. Scrutiny, monitoring, reporting and self-assessment

8.1 HfW is a founder member of the SOLFED scrutiny panel. This has set up structures of peer reviews, carried out by a panel of residents, to compare the services provided and share best practice between the similar organisations in the SOLFED group. The scrutiny panel carries out in-depth reviews of specific services, selected from the outcomes of the annual tenants’ survey, and makes recommendations for improvements in services and vfm.
8.2 Regular budget, management accounting, financial accounting and KPI monitoring and reporting against target takes place monthly at ET and quarterly to the Board. Over time trend analysis will be developed to demonstrate the cumulative impact of vfm gains.

8.3 Residents receive an annual performance report

8.4 HfW’s annual self-assessment against the vfm standard is produced each year in the autumn and received by the Board. The vfm commentary from the internal audits is reviewed by the Audit Committee.
9. Link to 2013 / 16 plans and actions

HfW is actively planning ahead and our Business Plan includes linked actions which complement our vfm Strategy:
· Develop our Procurement Strategy and a planned programme of re-procurements

· Rewrite our Asset Management Strategy
· Develop specific move-on plans for each supported housing project

· Procure a new financial model

· Consolidate and maximise the contribution of the new IT system to our work flow, information and reporting
· Communications Audit and action plan
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