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VfM executive summary

VfM is focused around delivering Stonewater’s corporate objectives and the test applied is

whether each objective meets the five principles contained in the VfM Framework:

1 Doing the right things 

2 Doing things economically

3 Maximising the return from our staff

4 Maximising the return from our assets

5 Achieving the right outcomes

The business case approved by the boards of Jephson, Marches and Raglan was the core

element of the subsequent submission to the Homes and Communities Agency (HCA). 

The unqualified approval of the regulator means we must deliver that business case and in

doing so, achieve an underlying value for money outcome. 

The business case made two key promises, these were 

• Provision of new homes

• New and improved services for customers

This is forecast to generate £38m over ten years and after implementation costs creates

annual savings of £5.9m

The strategy is designed to demonstrate annual savings over the first five years which focuses

on the early years of the merger and integration and a target of 9.2% of operating costs is

proposed by year 5.

In addition to the business case Stonewater aims to achieve further VfM savings and

efficiencies and has identified a range of activities where this may be possible. In some cases

the potential or actual target cost saving have been identified whilst in other examples, it is

proposed that these activities are investigated to find out whether the further VfM can be

extracted. The delivery plan seeks to quantify the cost and / or quality value each activity listed

might achieve and these will be subject to further evaluation prior to approval of the Executive

Oversight Committee (EOC). 
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Our vision for VfM is a holistic and customer

focused one that:

“Delivers quality services to our customers
and work with our stakeholders in a way that
is innovative, cost effective and maximises
the return on our investments”.



The strategy sets out the VfM journey to achieve targets and aspirations identified and its

delivery will enable decisions to be made about the most effective VfM outcomes such as

creating the capacity to deliver more affordable homes fuelled by maximising Stonewater’s

efficiency.

Our Vision for VFM

As one of the largest housing associations in the country our ambition is to be an innovative,

modern housing association that invests in people and places and delivers high quality

services to customers and stakeholders.

We embrace technology as a means to enhance existing services and develop more

opportunities to ensure that our services are framed around the 24/7 lives of many of our

customers. However, we also recognise the importance of supporting those who are most

excluded.

We recognise and embrace the need to maximise the return from investment, but in the

challenging environment facing the sector and our customers this is even more important.

We will focus on reducing the costs of our services and ensuring that we get more for our

money from both our assets and people.  

We know that it is not just about doing what we always have. We know that a focus on

proactive support can have a positive impact and we also can do more to target and address

the underlying causes of certain types of demand.
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Background 

Fundamental VfM - delivery of the business case

Stonewater’s fundamental VfM targets have informed and shaped the business case on which

the decision of the boards to merge Jephson and Raglan was made. The business case for

the merger identified that we would be able to increase the capacity to deliver VfM through

procurement savings and efficiencies of more than £38m over a ten year period. This would be

able to fund the development of 1,272 new homes as well as new and improved services for

our customers through a strategy of investment in services, growth and sustainability. 

Raglan Housing Group has taken advantage of stock transfers to Raglan Homes Limited (RHL)

a subsidiary which is not subject to gearing covenants. Extending this approach across

Stonewater transferring approximately 250 homes a year from Jephson to Raglan would

enable Stonewater to increase its development capacity by a further 410 new homes.

The strategy is designed to demonstrate annual savings over the first five years which focuses

on the early years of the merger and integration.

The following table shows the VfM target savings as set out in the business case together with

improved efficiency through additional VfM initiatives:

VfM target basis Year 1 Year 2 Year 3 Year 4 Year 5

£’000 £’000 £’000 £’000 £’000 

Operating expenditure (note) 87,768 

Restructuring 3,345 3,345 3,345 3,345 

IT 410 410 

Procurement 1,330 1,330 1,330 2,180

Business case savings 4,675 5,085 5,085 5,935

Business case Target 5.3% 5.8% 5.8% 6.8%

Additional VfM 175 1,204 1,526 1,626 2,126

Total VfM Target 0.2% 6.7% 7.5% 7.6% 9.2%

The VfM strategy will help deliver the business case and ensure that Stonewater implements a

continuous improvement approach which demonstrates to all stakeholders that Stonewater is

an effective and efficient organisation that utilises modern methods of service delivery. In doing

In doing this we aim to see recurring reduction in our operating costs of 9.2% by year 5. 

Our definition of VfM is the delivery of our corporate objectives in the most cost effective way

possible. The corporate strategy sets out our purpose and objectives in the context of the

operating environment and explains how we will meet them. The BDC has approved our

business case for the merger and the strategy aims to support the delivery of improved

outcomes, new initiatives and more affordable housing. 
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The bulk of the VfM outcomes are based on savings as a result of reduced overheads

including staff and other resources, and through procurement activity, predominantly asset

management related and whilst additional VfM will be sought, it is recognised that many of

these are likely to be realised over a longer time frame than the merger and subsequent

integration. Delivery of the business case will be monitored by the Stonewater Board.

Additional VfM

There will be opportunities to extract additional value from business activity. That additional

value could be utilised to improve services to customers or create the capacity to build more

affordable homes without recourse to public funding.

Seeking additional VfM requires good business intelligence and detailed understanding of the

specific areas of the business where the value is to be extracted. This will enable a meaningful

target to be established with the confidence that it has a realistic likelihood of being achieved. 

The strategy sets out the VfM journey to achieve targets and aspirations identified and its

delivery will enable decisions to be made about the most effective VfM outcomes such as

creating the capacity to deliver more affordable homes fuelled by maximising Stonewater’s

efficiency. 

A delivery plan seeks to quantify the cost and / or quality value each activity listed might

achieve and these will be subject to further evaluation prior to approval of the Executive

Oversight Committee (EOC).

It is also proposed that all cost savings are retained and that some or all of the funds may be

available for re-investment based on ‘bids’ from strategic leads who would be invited to present

a business case to secure funding for an initiative.  These are detailed in the following table:

Additional VfM Year 1 Year 2 Year 3 Year 4 Year 5 5 years
Cum

£’000 £’000 £’000 £’000 £’000 £’000 

Reduce the number of offices 500 500

Repairs calls to be handled by the 

contractor 322 322 322 966

Maximise the recovery of VAT 100 100 100 100 100 500

Duplicated Treasury advice 75 75 75 75 75 375

20:20 challenge 100 100 200

Treasury strategy review of borrowing 40 40 40 40 160

E learning efficiency 23 23 23 23 92

BACS processing improved efficiency 15 15 15 15 60

Improved securitisation for funding 10 10 10 10 40

On-line recruitment 10 10 10 10 40

New terms and conditions 931 931 931 931 3,724

Total 175 1,204 1,526 1,626 2,126 6,657
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VfM regulatory compliance 

The Finance Committee is responsible for monitoring the delivery of VfM and helps shape and

steer strategy on behalf of the boards of management.

The regulator states that “Good governance is the bedrock of every organisation’s ability to

run itself effectively and efficiently”. We have adopted the six principles of good governance,

set out in the “The Good Governance Standard for Public Services” 1 and the boards of

management are committed to managing Stonewater’s resources to provide quality services in

a cost effective way and to create the financial capacity to invest in new homes.

To ensure that Stonewater meets the regulatory standard in respect of VfM Appendix 1

summaries how our approach to VfM will aim to achieve compliance.

Embedding and sustaining VfM

Creating and delivering a plan to achieve both the business case and additional VfM forms

the essence of the strategy and require Stonewater to embed the definition of VfM throughout

the organisation.

A cross departmental VfM action group is responsible for providing strategic directions to

deliver this strategy and report to the Finance Committee on the delivery of the action plan.

A crucial milestone on the VfM road map is to ensure staff and members understand the

definition adopted so that it becomes an integral part of our corporate ethos and values and

that this is embedded throughout Stonewater.

When seeking out opportunities to achieve VfM it is a requirement that these are tested to see

how they support the strategy. The VfM action group will embed VfM:

• across departments by ensuring detailed delivery plans identifying their aims, objectives
and targets over the next 12 months are set out and areas for improvement outlined as well
as who will have responsibility for delivering different aspects

• by enhancing awareness and creating incentives for staff and members to do so to ensure
that VfM becomes the life blood practice of Stonewater and continually challenges
operating practices

• and capture all VfM outcomes by creating and publishing these on the intranet with regular
updates to encourage staff to demonstrate their individual and collective contributions to
VfM. 
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1
The Good Governance Standard for Public Services published by the Independent Commission on Good Governance in 

Public Services in 2004



Five principles of VfM adopted by Stonewater

Our VfM strategy is focused on supporting five principles approved by the BDC which in turn

have generated a plan to deliver VfM across the business.

The 5 principles have been established to support and embed VfM thinking and action as well

as to ensure that the use of the Group’s resources fully support Stonewater’s vision.

Principle 1

Doing the right things (right activities)

This principle is about ensuring that we have clear business plans and strategies enabling

departments to deliver the vision of the business and the focus on “what matters most”.

To do this:

• We will provide a robust business planning process that develops a clear “golden thread”

between the corporate business plan, departmental and team plans down to individual

objectives. 

• We will focus our activity on meeting key business objectives. 

• We will have a risk appetite strategy which states the organisation’s clear position on

appetite for risk, the kind of opportunities pursued and the requirement to have the right

information in the business case for investment.

• We will proactively engage with our key stakeholders and develop a better understanding

of customer preferences to support evidence based decision making.

• We will have an effective approach to governance and oversight including the use of a

Transformation Strategy and VfM monitoring by the Finance Committee.
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Principle 2

Doing things economically (right delivery)

This is about effective and efficient ways to provide services.

In particular it is about using innovation, digital technology and research to design better ways

to work and ensuring that we make evidence based decisions. 

It is also about questioning whether we our best placed to provide those services or could they

be undertaken by someone else. 

To do this:

• Our IT support systems will be used to shape efficient service delivery and support

business priorities. 

• We will streamline our processes to minimise support requirements whilst achieving top

quartile or other high quality outcomes.

• We will develop and deliver a digital by default business model that enables key

transactions to be undertaken online.

• We will develop a procurement strategy and 5 year procurement plan to help us achieve

efficiencies through more targeted procurement and maximise the value of our offer to the

market when seeking to procure goods and services with the aim of securing the best cost

and quality terms available. 

• We will develop a toolkit that supports departments to market test alternative models of

delivery including outsourcing, shared services or the use of the local and voluntary

organisations to ensure that services are delivered in the most economical and efficient way.

• We will have a rigorous budget setting process that ensures an appropriate level of

resources is allocated to business priorities, sets challenging targets to reduce waste and

drive year on year savings.

• We will have rigorous scrutiny arrangements to enable the Board to assess economic

delivery.

• We will publish a research and innovation strategy setting out our priorities for developing

and testing new ideas and ways of working including the use of nudge theory.
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Principle 3

Maximising the return from our staff (right assets)

This principle covers investment in staff in a way that promotes high quality performance and

supports a culture of innovation and development.

Crucially this principle is about how we will recruit and work with staff to train, support and

retain them as they deliver high quality services for the business.

To do this:

• We will introduce a commercially orientated performance management system for staff

including regular appraisals, feedback and the use of performance related pay.

• We will further develop a performance management strategy including values, behaviours,

training and personal development reviews.

• We will set out clear objectives and targets for staff and monitor performance on a 

regular basis.

• We will invest in training for staff including specialist coaching and leadership development

for managers.

• We will establish the six stages” Value Adding Training” cycle into Stonewater this will

ensure training is delivered to meet business needs to the right people at the right time in

the most effective way.

• We will develop interventions to engage managers and staff in application of learning into

the working environment which will increase the return on the training investment ensuring

that the learning is being applied to increase business performance. 

• We will set up processes to evaluate the quality and impact of learning interventions to

inform the value of ongoing and future training. 

• We will provide staff with the opportunity to develop their careers through qualifications and

opportunities for work shadowing.    

• We will develop a virtualised project management office to support effective project

management including dedicated project management software.

• We will roll out project management training to all key staff and provide specialist support

for high value projects.

• We will promote a single and high performing Stonewater culture across the business

including the use of a cultural audit.
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Principle 4  

Maximising the return on assets (right assets)

This principle is about how we will create and maintain high quality infrastructure and assets

and use this as a platform to grow and develop new opportunities. 

Focusing on the whole lifecycle of a home from development, improvement and repair,

disposal and stock rationalisation our asset management strategy will ensure that we invest in

the right physical assets to the right standard, in the right places for the right cost and for the

right return.

To do this:

• We will measure the return on our housing assets by monitoring performance of schemes

against KPIs to assess sustainability and risk and take action where necessary to improve

the return or remove the asset from the portfolio.

• We will develop an enhanced methodology to identify the potential value of stock

rationalisation which will be integrated into the asset management strategy which will focus

on reducing unsuitable stock and offices in non growth areas. 

• We will carry out full option appraisals to justify the business case for re-investment,

remodelling or disposal of assets. 

• In addition our asset management strategy will ensure investment in our stock is targeted

to achieve cost efficiencies for customers (energy efficient warm homes). 

• We will have a treasury management strategy that maximises returns and uses our money

in the most economically advantageous way to support investment and new development. 

• We will publish a growth strategy that seeks opportunities to provide new homes that

will represent high longer term asset value in order to support future borrowing potential

and explore the potential to maximise the volume of new homes through alternative

delivery options. 

• We will reduce overall demand for our responsive repairs service and increase the

proportion of the budget that is allocated to planned or cyclical maintenance.

• We will undertake research to understand the relative impact of different planned and

responsive improvements on property value with a view to reducing non-value adding work.
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Principle 5 

Achieving outcomes that are right and sustainable 

This principle looks at how we self assess our business effectiveness and measure how

successful we have been in achieving our corporate strategy and longer term objectives and

what value has been delivered in terms of financial, social and economic and environmental

and service quality returns.

To do this:

• We will publish a dashboard to demonstrate how we deliver VfM in terms of service quality,

financial, social and environmental returns (appendix 2).

• We will introduce a sophisticated business intelligence system that allows us to measure

whole business performance and understand the drivers behind that.

• We will report our VfM gains in our annual self assessment to enable stakeholders to

understand the gains and how these will be used and are sustainable in the longer term.

• We will measure performance outcomes and aim to align these to meet our key objectives.

• We will measure investment in our people through the achievement of satisfaction and

recognition as an employer

• We will capture VfM outcomes and reflect those in subsequent business and budget

planning decisions. 

• We will use benchmarking data on costs and quality to compare our performance with other

organisations within the sector and seek additional opportunities to benchmark outside the

sector where appropriate to do so.  

• We will compare trends across services to predict and respond likely future service

demands.

VfM can only be seen in the context of the overall strategic objectives of the organisation which

is recognised in the HCA VfM Standard which states “Registered providers shall articulate and

deliver a comprehensive approach to achieving VfM in meeting their objectives.”

Business effectiveness / VfM within Stonewater will be underpinned by ensuring our purpose is

delivered through doing the right things, doings things economically, maximising the return from

our staff, maximising the return on our assets and achieving the outcomes that are right and

sustainable.



Specific expectations

Registered providers shall:

• Have a robust approach 

to making decisions on 

the use of resources to 

deliver the provider’s 

objectives, including an 

understanding of the 

trade offs and opportunity 

costs of decisions

• Understand the return on 

its assets, and have a 

strategy for optimising 

future returns on assets – 

including rigorous 

appraisal of all potential 

options for improving VfM 

including the potential 

benefits in alternative 

delivery models – 

measured against the 

organisation’s purpose 

and objectives

We will have a corporate plan which will

identify the outcomes needed to deliver our

objectives over the next five years and our

strategic risk map will identify the risks that

may affect our ability to deliver these

outcomes. This analysis will enable us to

allocate resources in the most appropriate 

and effective way.

We will have a robust and inclusive business

planning process which will aim to identify and

recognise the need to balance the use of

resources as a means of achieving all key

corporate objectives.

We will review the sustainability of our assets,

and develop scheme specific actions for

schemes not achieving the required return 

on assets. 

Every development scheme will be appraised

against approved financial parameters,

social assessments and environmental

measures to ensure that new investment will

be sustainable. 

We will employ a range of delivery models to

develop new homes including package deals

with developers and association lead land

purchase and contract awards which will be

based on approved financial parameters.

1.1 1

2, 4

How we aim to achieve compliance                    Appendix 1

VfM standard How we aim to achieve compliance Principle

Required outcomes

Registered providers shall articulate and deliver a comprehensive approach to 

achieving VfM in meeting their objectives. Their boards must maintain a robust 

assessment of the performance of all their assets and resources (including for 

example financial, social and environmental returns). This means managing their 

resources economically, efficiently and effectively to provide quality services and 

homes, and planning for and delivering on going improvements in VfM.
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• Have performance 

management and scrutiny 

functions which are 

effective at driving and 

delivering improved VfM 

performance

• Understand the costs and 

outcomes of delivering 

specific services and 

which underlying factors 

influence these costs and 

how they do so.

• Registered providers’

boards shall demonstrate     

to stakeholders how they 

are meeting this standard.

As part of that process, 

on an annual basis, they 

shall publish a robust self 

assessment which sets out 

in a way that is transparent 

and accessible to 

stakeholders how they are 

achieving VfM in delivering 

their purpose and objectives. 

Performance reports will be monitored 

regularly at all levels within the Group.

Where performance is not achieving and not

anticipated to achieve target, corrective action

will be reported and undertaken. 

We will have a robust performance

management framework which applies the

‘golden thread’ principle to ensure that every

member of staff is able to connect their role

with the corporate objectives and we will help

to support staff through personal development

and appraisal.

Scrutiny panels will actively work to review and

improve services delivered by the business. 

We will compare the cost of delivering our

services with other providers through the

Global Accounts report for the sector published

by the HCA. 

Benchmarking will be undertaken and we will

compare our performance with our respective

approved peer groups. This will enable us to

compare the overall cost and quality of the

services we deliver. 

We will use a range of tools and techniques to

understand the cost and quality of our service

delivery and we will develop and implement

actions to maintain or improve our performance

including risk management in the context of

the operating environment. 

The VfM self assessment and our Operating

and Financial Review (OFR) will be approved

by our boards of management and will be

published on our website for all stakeholders.

1.2

2,3,4

2,3,4,5

5

VfM standard How we aim to achieve compliance Principle
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The assessment shall:

• Enable stakeholders to 

understand the return on 

assets measured against 

the organisation’s 

objectives

• Set out the absolute and 

comparative costs of 

delivering specific services

• Evidence the VfM gains 

that have been and will be 

made and how these have 

and will be realised 

over time

The self assessment will enable stakeholders

to understand the return on assets achieved

and measured against our key objectives.

We will compare the cost of delivering our

services with other providers through the

Global Accounts report for the sector 

published by the HCA.

Benchmarking will be undertaken and we will

compare our performance with our respective

peer groups. This will enable us to compare

the overall cost and quality of the services 

we deliver. 

We will capture VfM gains and identify future

aspirations in our continuous drive for

achieving business effectiveness.

3,4,5

3,4,5

5

VfM standard How we aim to achieve compliance Principle
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Top quartile performance for cost and

quality compared to our peers:

Customer satisfaction

Lettings performance 

Cost of repairs

Procurement cost reductions 

Operational cost reductions

Actual surplus as % of budgeted

surplus

Actual turnover as a % budgeted

turnover

Total amount of cash and undrawn

facilities – secured (£)

Actual operational cost as % of

budgeted operational cost

Statutory compliance

Regulatory compliance

Financially viability 

Top quartile performance compared 

to our peers:

Staff turnover in the year

Staff satisfied with Stonewater 

as an employer

Average days sickness absence 

per employee

Number of voluntary leavers 

in the year

The % level of confidence and 

effectiveness of individuals in

applying their new skills and

knowledge following training.

Measuring VfM                                                    Appendix 2

Maximising the return from

our staff

Maximising the return from

our assets

Doing the right things …

Right activities

Doing things economically …

Right Delivery

Right Outcomes

Business objectives met.
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