Value for Money
2015/16 self-assessment

Value for Money at
Stonewater is about
providing greater value
from all that we do and to
achieve more as a result of the
decisions we take, so that we
can deliver additional homes
and enhanced services for our
customers that will fulfil our
vision ‘for everyone to have
the opportunity to have a
place they can call home’.
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01 Executive summary
Value for Money (VfM) was central to the
creation of Stonewater in January 2015.
Our ambition has always been to build more new
affordable homes than we would have as separate legacy
organisations. Our VfM strategy is driving the way in
which we deliver our services and run Stonewater so that
we achieve real efficiencies and cost savings. This has
made us the 8th largest developer of social and affordable
rented housing in the country.
Our VfM 2015/16 self-assessment sets out to
demonstrate to our stakeholders, customers, regulator,
local authority partners and our house-building partners,
how we have driven VfM in the way we deliver our housing
services in the year and how we will continue to do so.
2015/16 was year 1 of Stonewater’s business plan. We
have gone beyond our original VfM target to deliver
savings of £38m (VfM strategy 2015/20). Our revised
business plan adopted in October 2015 following the 2015
summer budget, will deliver savings of £79.3m over the
10 years from 2015/16.
The work we have started in our first year as Stonewater
to bring together our operating structures and our unified
business systems will deliver savings of £10.9m per
annum from 2020/21.

Queensway development in Southampton

Our comparative unit costs based on latest HCA data are
within the median. Our VfM appetite is to perform at lower
quartile within the next 5 years, delivering more effective
services to our customers at lower cost.
In 2015/16 we have achieved:
>	£1.3m of VfM cash savings
>	£1.1m added value VfM efficiencies.
Stonewater is the
8th largest developer of
social and affordable
rented housing in the
country.
Our 10 year business plan

Year 1
2015/16
£,000

Year 2

Year 3

Year 4

Year 5
£,000

5 years
cuml
£,000

10 years
cuml
£,000

£,000

£,000

£,000

Per annum savings

(2,090)

1,396

3,974

10,223

10,935

24,440

79,367

Cumulative savings

-

(694)

3,281

13,504

24,440

-

-
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Executive summary

Our Value for Money
achievements

>	Restructured our executive management team, saving
£140k in 2015/16 and ongoing annual savings of
£475k.
>	Procured new contracts that will generate savings of
£2.3m over the next 5 years.
>	Commenced integration of IT, which will achieve
savings of £3.1m over 7 years.
>	Achieved stock disposal sales with a value of £6.1m
providing a net surplus of £2.6m.
>	Saved £340k through renegotiation of a development
contract on 40 new homes.
>	Invested £93.1m to build 651 new homes, and built 367
of those without grant.
>	Reduced our costs on our capital components
programme by £786k.
>	Reviewed component lifecycles to generate savings of
£1.73m year on year from 2016/17.
>	Commenced an office rationalisation project that will
generate savings of £900k over 5 years.
>	Saved £70k per annum in governance costs.
>	Re-tendered our internal audit, reducing costs by
£100k over 2 years.
>	Saved £65k per year from the re-procurement of
treasury advice.
>	Re-tendered our external audit service, reducing costs
by £74k per annum.
>	Achieved savings of £155k by consolidating IT
networks and telephony.
>	Took the decision to standardise employer pension
contributions, which will save £145k per annum from
April 2016.
>	Developed our internal learning and development
capability, saving £91k.
>	Commenced migration to one HR and payroll system,
which will reduce costs by £74k over 4 years from
2016/17.

5

Where our benchmarking is
showing low performance or
high cost we are putting in place
improvement plans, which we
outline within this report.

>	Restructured our teams and reduced our head-count
by an average of 55 compared to the previous year.
>	Reviewed our staff terms and conditions to deliver
added value in the way we work. We have consistently
applied a 37.5 hour week as a minimum across the
group achieving additional output of £4.9m over 5
years and we have removed flexi leave and unified
holiday terms achieving £1.2m and £0.7m respectively
over 5 years.

|

Value for Money is a key objective for our Board members.
The Board have agreed a VfM appetite alongside the
revised business plan agreed in October.
We are the custodians of a valuable asset base of £1.6b.
Our Asset Management Strategy ensures that we are
making the right decisions about the stock that we retain
and invest in, to provide a place that our customers can call
home. We will sell where it is more efficient for us to do so,
providing a surplus that is re-invested to build new homes.
In 2015 we established our Customer Scrutiny Panel
and their reviews will hold our Board to account for the
way we deliver our housing services, including in VfM.
VfM for us is improving efficiency to build more homes.
Our Strategic Plan is built around this core ambition. Our
self-assessment is structured around the themes of the
strategic plan to show how our business decisions are
linked to VfM benefits. It sets out our achievements in
2015/16 that ensure our business plan is robust and how
we are implementing efficiencies that will deliver our
ambition to build additional affordable homes.
Social Housing Cost per unit (£k)
£’000
Stonewater projected cost

4.3

Projected sector average

4.1
3.9
3.7
3.5
3.3
3.1
2.9
2.7
14/15

15/16

16/17

17/18
Years

18/19

19/20
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02 From our Chairman
We have faced many challenges in
establishing Stonewater as a leading
social housing provider – some expected
and others, such as changes in
government policy and hard-hitting
Budgets, have been less foreseeable.
As an agile and commercial organisation, we have been
well placed to respond. We’ve reviewed and updated our
Strategic Plan for 2016/21, retaining significant emphasis
on Value for Money. While VfM is a core area of interest for
our Regulator the HCA, our motivation extends beyond
corporate ‘housekeeping’ – by putting VfM at the centre
of our decision-making we can ensure we’re in the best
possible position to deliver our vision: ‘for everyone to have
the opportunity to have a place they can call home.’
Every penny we save and every bit of added value we
extract means more to invest in providing more good
quality, affordable homes. The need is greater than ever.
Whether it’s young people from chaotic backgrounds,
families just starting out or the elderly needing additional
support, the continuing housing crisis cuts across all
sections of society, including the poorest and most
vulnerable.
By ensuring VfM is integral to everything we do we create
financial strength which, in turn, allows us to create more
homes and opportunities which change and enhance
people’s lives. This is Stonewater’s purpose.
This document sets out very clearly what we have achieved
in terms of delivering VfM and I’m immensely proud of
the commitment, creativity and innovation within our
organisation which supports such great results.

George Blunden
Stonewater Chairman

By ensuring VfM is
integral to everything we
do we create financial
strength which, in turn,
allows us to create more
homes and opportunities
which change and
enhance people’s lives.
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03 Our Value for Money approach
Our Value for Money vision
Deliver 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.

Our Strategic Plan sets out our annual and five year
objectives and these five VfM tests applied against the
objectives and outcomes set the “golden thread” of:
>	Making the right decisions.
>	Applying the right resources to ensure success.
>	Providing assurance around performance to the Board.

The formation of Stonewater has created an opportunity
to drive down operating costs and work smarter in order
to deliver more new homes, and this has stayed centric
to our decisions throughout the year.

Within the year we have created a Programme
Management Office, which is providing more effective
approval and reporting of all projects across Stonewater
and a framework to capture the benefits they realise.
Our review of the year is built around the three themes of
our Strategic Plan and how our VfM approach has been
demonstrated in the delivery of our objectives:

The impacts of the 2015 summer budget and autumn
statements have asked further questions of the housing
sector and we have faced this challenge through our
VfM approach, by reviewing our business plan against
our five tests:

>	Deliver outstanding service that meets
the diverse needs and aspirations of
our customers.
>	Deliver a retirement living service
that meets the diverse needs and
aspirations of our customers.

Doing the
right things

Achieving
outcomes that
are right and
sustainable

>	Deliver an ambitious programme to
provide more homes for people in need.
Doing things
economically

>	Develop an increased range of housing
options from home ownership to
affordable rented homes to meet the
changing needs of the market.
>	Build a reputation as a thought leader
in the sector with influence on national
issues and local agendas.

Maximising
the return
from our
assets

Maximising
the return
from our
people

>	Achieve consistently high standards of
performance for our operational key
performance indicators.
>	Invest in and support our people
and promote a culture of high
performance.
>	Achieve VfM in all that we do.
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Our Value for Money approach

How to read our self-assessment
Throughout the document we show progress against
our strategic plan and VfM actions as:
Achieved / On target
Maintaining performance
Work in progress
Additional VfM gains captured during the year
There is also a supporting appendix which reflects
our financial performance and our measurement of
our performance.

Delivering our Value for Money Strategy – Overview
Strategic Plan ambitions 2015/20

Progress made

 	Our customer satisfaction has dipped to 78.81% compared to
Overall customer satisfaction is brought >
81.6% last year as we have brought together legacy ways of
up to the level of the best performing
delivering repairs, service delivery models and cultures.
founding organisation by March 2020.
>	We will be commencing further customer insight in 2016 to
provide qualitative analysis of customer feedback.
Integrated business systems are fully
operational by April 2017.

>	Single Finance system successfully implemented in April 2016.

Accessibility to our services has
increased for customers by
March 2017.

>	Increased our operating hours, including some bank holiday
working in 2015/16.

A viable retirement living portfolio
that achieves top quartile customer
satisfaction.

>	Completed a sustainability review of our retirement living stock.

>	Single housing and asset management system will go live in
Autumn 2016.

>	Extended self-service options will be introduced in 2016/17.
>	Agreed a revised target to implement the investment plan over
a 7 year period.
> Customer satisfaction is 83%.

At least 3,750 new homes provided
by 2020.

>	Adjusted to at least 2,765 new homes by 2021 as a result of the
2015 summer budget.
>	Delivered 651 new homes in 2015/16.

Our performance is brought up to the
level of the best performing founding
organisation.

>	Core arrears and void loss have exceeded target.

A motivated and high performing team.

>	Agreed our People Strategy.

>	Re-let time and overall customer satisfaction have fallen.

 Savings of £10.9m per annum have been agreed within our
The financial and organisational capacity >	
revised business plan approved in October 2015.
to deliver efficiency savings of at least
£5.8m per annum by March 2020.

|
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Our Value for Money approach

In our 2014/15 self-assessment we set out how we would deliver savings
of £38m over 10 years.

Over 5 years from 2015/16
we will achieve savings of

 ur revised business plan target is to
O
generate £79.3m of savings over 10 years
which we will invest in building new homes.

By 2019/20 our operating
costs will have reduced by

The Board’s VfM appetite has agreed how we will reduce costs through
merger and integration.

£24.4m.
10.2%.

Our VfM Strategy has provided a robust framework to produce a revised
business plan to take account of the four years rent reduction of 1% from
2016/17.
Our Board agreed a revised business plan in October 2015 that ensures
we continue to deliver effective services and maintain adequate levels
of interest cover. This includes further cost saving measures, such as
headcount reductions, re-profiling of planned maintenance programmes,
a reduced development programme and implementation of our
digitalisation project.

Added Value for Money
We have achieved further savings by challenging ourselves to drive
greater return from the way we manage our business.
We identified a number of significant transformation projects in our
2014/15 self-assessment that will achieve on-going VfM benefits.

Efficiency Project

Original 5 year target

VfM update

Housing software changeover.

New target.

£2m over 5 years.

Reducing the number of offices. £500k over 5 years.

£900k over 5 years.

Reducing our Executive
Management Team.

Overall savings of £364k.

Savings of £140k in 2015/16, with further
£475k per annum from Jan 17.

Reduced staffing.

£9.3m over 5 years.

Ongoing restructuring with an average
headcount reduction from 733 in 2014/15 to
678 in 2015/16.

Procurement.

£6.2m over 5 years.

5 year saving of £2.3m just from new contracts
procured in 2015/16.

Changes to staff terms and
conditions.

£3.7m added value over
5 years.

£6.8m added value over 5 years.

Embedding VfM in
the way we work has
resulted in additional
efficiencies, which go
beyond the immediate
benefits of the merger

Stonewater Value for Money self-assessment 2015/16

Governance and Assurance

Our Value for Money approach
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Reporting to Stonewater’s Board
on Value for Money

Achievement of the VfM gains from the merger was a key
Board target in 2015/16. The Transformation Committee
of the Board has overseen a comprehensive change
programme, encompassing every area of our business,
through which these gains are being achieved.

Stonewater’s Board has delegated the detailed governance
oversight of VfM to the Finance Committee, whose terms of
reference include:

VfM is incorporated into our budget setting process and
we have established a VfM log that is reported to our
Executive Director Group and the Finance Committee.

>	Development of a VfM Strategy and oversight of its
implementation.

Our internal auditors RSM, have reviewed the strategy, its
links to our corporate strategy, our decision making and
made the following observations:
>	VfM and its importance are well understood in
management processes, decision-making and strategy.
It has been a lynch-pin of the merger business case.
>	A review of current performance, both financial
and non-financial shows a strong position for the
organisation. From a review of performance reports,
operational performance is at upper-quartile
performance, and therefore appear to be achieving VfM.
>	Through the approach taken with the merger and the
business case, the organisation has a sound foundation to
address the financial constraints and pressures that arise
from the 2015 Budget, namely the rent reductions to 2020.
>	The mechanisms and structures that are in place for
scrutiny and governance, particularly related to VfM, are
to be commended. They allow views and representation
from a range of stakeholders, especially Board members.

Stonewater’s VfM Strategy and
approach is measured as
Transformational. RSM note
that “In our experience
transformational approaches
are the most likely to deliver
long-term and sustainable gain”.
Customer Scrutiny Panel

>	Oversight of budget and treasury management.

>	Identification of VfM targets and monitoring of progress
towards achieving these.
During the year the Finance Committee and Board have
reviewed our VfM Strategy, and received detailed updates
on the progress of the VfM Strategy and the savings made
through integration and re-procurement.
The Board have agreed a VfM appetite, which will be
monitored quarterly using a unit cost profile to ensure that
Stonewater continues to achieve the benchmark set at
merger to perform strongly within our peer group.
This self-assessment is also aims to provide transparency
in what we are achieving through our VfM approach to all
our stakeholders.

12
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Our Value for Money approach

Our Stakeholders

VfM in governance

We recognise that VfM is important for all our
stakeholders;

We have implemented a governance review during
the year. As a result we have streamlined the number
of Board committees and reduced the size of each
committee. The new structure will ensure that we
maintain the highest governance standards with
decisions being taken at the most appropriate level within
the organisation.

Delivering new
homes

Maintaining
Delivering high
financial viability quality services
effectively

>	Government
>	Local
authorities
>	Customers
>	Regulator

>	Local
authorities
>	Customers
>	Regulator
>	Lenders
> Colleagues

>	Customers
>	Local
authorities
>	Regulator

We are also making better use of video and telephone
conferencing to contain travel costs, reduce our carbon
footprint and limit the ‘time’ commitment required for
attendance at meetings.

Our Stakeholders

Local
authorities
Government

1

146

1

Customers

57,000
Colleagues

Regulators
Lenders

14

These changes achieve
an ongoing saving of £70k
per annum.

800

We have re-tendered our
internal audit service during
2015/16, reducing costs by
£100k over the next 2 years.
This also gives us access to wider insight on good
practice, to support our need to be flexible and respond
to the rapidly changing external environment. We have
reviewed our audit programme to provide for greater
efficiency.
In parallel with this we have brought together the
governance and assurance teams under a Head of
Governance and Assurance to provide for a streamlined
approach to regulatory and legislative compliance,
governance and risk management specialisms.

Future plans
For 2016/17 the Board has established a task
and finish group to oversee our IT integration and
digital transformation projects, which will make
significant contribution to the delivery of our
merger and VfM targets.
Value added

Stonewater Value for Money self-assessment 2015/16

Our Value for Money approach

Construction of
Stonewater homes
in East Anton
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04 Our merger journey
Our business case for the merger was based on the
benefits of being able to deliver housing services at lower
cost without compromising quality so that we could
deliver additional new homes.

Original 2015/16
business plan
£5.8m savings per annum
from 2020/21.
1,680 additional new homes
over 10 years.

The impact of the 2015 summer budget rent
reduction for 4 years is a rental loss of £20m per
annum from our 2019/20 business plan.
There are further potential reductions in turnover
as a result of increased Right to Buy, a decreased
development programme and fewer shared
ownership sales.
In October 2015 our Board approved a revised
Business Plan. The key changes in this are:
>	A reduced development programme concentrated
over a smaller geographical area.
>	Creating a clear offer to customers and redefining
services to fulfil the tenancy contract.
>	A review of component lifecycles based upon asset
data and more active stock condition surveys.
>	Further reductions in headcount and review of
office usage.
>	A focus on the digitalisation of our customer
contact and housing services.
As a result we will achieve cumulative savings of
£79.3m over 10 years, compared to the original
business case efficiency savings of £38m in order to
deliver our strategic objectives.

Summer 2015 budget
Rental loss of £20m per year
income from rents from
2019/20.

Revised business plan
2015/16
£10.9m savings per annum
from 2020/21.
5,000 new homes
over 10 years.
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Our merger journey

The integration of Stonewater has provided a significant
opportunity to gain savings through a strategic approach
to procurement.

Our financial performance in 2015/16 is reflective of
the transitional costs of bringing us together as one
organisation. The table shows our global costs and
savings in 2015/16 against those projected within our
merger (pre summer budget) business plan.
Projected

Costs

Actual

We have established a corporate procurement team and
this is helping us to improve VfM by:

Variance

£'000

£'000

£'000

252

140

(112)

Procurement

0

520

520

Assets

0

682

682

IT costs

(500)

(393)

107

Loan
refinancing

(326)

(200)

126

(1,065)

(2,428)

(1,363)

(450)

0

450

(2,090)

(1,679)

410

Savings Staffing

Severance
payments
Other costs
Net position
Our achievements

>	Completed staff restructuring projects which will
ensure that we have the right structures to deliver
effective services to our customers. These will deliver
VfM savings in future years.

>	Supporting the creation of savings via market testing.
>	Identifying target categories that may offer savings
benefits.
>	Aiding transparency and risk management.
>	Improving process and visibility within the organisation.
>	Supporting delivery of standing orders.
>	Reviewing methods of service delivery and
improvement of specification and reporting
functionality.
>	Supporting management of price uplifts by market
testing more widely than historically.
We have delivered some substantial procurement
projects earlier than we had anticipated due to this
corporate approach; and we have introduced
e-tendering to aid transparency and streamline our
procurement process.

Achieved / On target

>	Reduced our Executive Director team and whilst
savings related to this have been slightly less in
the year than forecast, this re-structure will deliver
further savings of £475k per annum from Jan 2017.
>	Re-procured twenty-one contracts in the year,
achieving earlier savings in services and assets
components than our business plan had anticipated –
these savings will be on-going.
>	Investment in IT was a planned investment. Costs
have been re-profiled but are on target to achieve
integration of our finance, housing management and
assets systems in 2016.
>	Loan re-financing costs were lower than originally
expected.
>	We have provided for the costs of severance payments
within the business plan over three years. As we have
completed restructuring ahead of schedule, these
have been re-profiled with higher costs in 2015/16.
>	Forecast other costs were for legal fees related to the
merger, but these were completed in 2014/15.
Achieved / On target

15

Gaining efficiencies through procurement

Summary of costs and savings 2015/16

Year 1 2015/16

|

In 2015/16 we awarded

21 NEW CONTRACTS, delivering
SAVINGS within 2015/16 of
£520k,
against an original target of
£0. Over a 5 YEAR period these new
contracts will deliver SAVINGS OF
£2.3m.

16
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Our merger journey

Insurance
We retendered our insurance services during the year,
resulting in savings of £450k per annum.
Achieved / On target

Estate Services
In 2015/16 we re-procured estate cleaning and grounds
maintenance services to bring these together into single
geographical contracts from April 2016.
This will improve consistency in specifications, quality and
contract management and make more transparent the
efficiency and costs of these services to our customers.
We have reduced the number of suppliers from over
200 to 12 with an average reduction in prices of 25%
in cleaning services and 22% in grounds maintenance
services.
These new contractors will also deliver additional social
value and VfM proposals, including apprenticeships,
support for community events and training for customers.
Achieved / On target

Future plans
Our procurement plan for 2016/17 identifies 32
contracts to be tendered which include responsive
repairs in the South, specialist compliance services
such as legionella, and legal services.
Alongside these we will be reviewing how we deliver
technical advice, either in-house or through contract.
We will also look to use pre-established frameworks
where we believe these will provide VfM.
We will undertake full tender processes in line with
our standing orders or the EU/UK Procurement
Regulations where we deem that these will give
better value.

Stonewater Value for Money self-assessment 2015/16

Our merger journey

Woodhouse Lane,
Bodenham – handover
of two bungalows, one
with adaptations.
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05 Customer Experience
Deliver outstanding service that meets the diverse needs and
aspirations of our customers.
Overall customer satisfaction is brought up to the level of the best
performing founding organisation by March 2020.
Accessibility to our services has increased for customers by March 2017.

2015/16 actions
Customer involvement strategy
Our Customer Involvement Strategy was adopted by the
Board last year.
The central themes of our strategy set out how we
will ensure that we are listening to our customers,
understanding who our customers are and involving our
customers.
Our aim is that involvement is meaningful and effective
whilst providing VfM.

Ethical
We will ensure that opportunities to
influence our business are available
to our customers.

Ambitious
We aim to be innovative
in our approach.

Passionate
We strive to ensure involvement is
meaningful and customers views
are valued.

Agile
We will be adaptable in our approach.

Commercial
We will embed involvement throughout the
business and consider the VfM impact.

To make engagement effective across our wide geography
we have created an on-line space for customers, enabling
customers to talk together from wherever they reside.
We hold virtual meetings for customers and can therefore
provide better VfM to customers who want to have a say in
how we deliver our services.
We have introduced a new online Customer hubb
(Help Us Be Better). This forum is designed to engage
with customers. It enables them to post news and to
consult and interact with other customers at a time
that suits them.
Achieved / On target

We are seeing new customers participating
in the Customer hubb, so that we are
engaging with a wider audience to help
shape and influence our services.

Stonewater Value for Money self-assessment 2015/16

Customer experience
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2015/16 actions
Customer Scrutiny Panel
Established in July 2015 – the Panel’s first review was
completed in early 2016 and presented to the Stonewater
Board in April 2016.
Examining our allocations service, they have made
a number of recommendations for improvement to
processes and tangible outcomes, which have been
approved. The implementation of these recommendations
will be monitored on a quarterly basis by panel members.
Some of the key findings included:
>	Consistent in terms of approach, processes
and documentation.
>	Adaptive to local environment and circumstance.
>	More understanding of the customer experience.
>	Involving more customer input into the shaping
of the service.
>	Adopting more customer ‘self-service’ through
digital platforms.
The Scrutiny Panel will continue to be effective at driving
and delivering improved VfM performance in 2016/17,
committing to hold reviews which may change in
response to operational or environmental challenges as
we go through the year.

Customer Reward scheme
In our 2014/15 self-assessment we indicated
that we would be developing a customer
incentive scheme this year.
We want to reduce the amount we have to spend on
managing rent arrears and anti social behaviour (ASB)
so that we can use those resources better, but we also
want to acknowledge customers, who always pay their
rent on time, look after their homes and make a positive
contribution to their community.
During 2015/16 we have developed Reward, an incentive
scheme that will offer three tiers (Gold, Silver and
Bronze) of service to our renting customers, linked to
their management of their tenancy. We have already
commenced consultation in the summer of 2016, with the
introduction of the scheme in 2017.
REWARD is designed to link customer behaviours
to getting better VfM from our costs. The anticipated
reduction in “negative” expenditure from managing
arrears, ASB and unnecessary repairs is expected
to balance any costs related to incentives, which
might include choices in planned works, small home
improvements, and prize draws. The metrics for
monitoring the scheme are being developed so that we
are able to report VfM outcomes to the Board.

Achieved / On target

Although we are a relatively new panel
we have achieved such a lot in a relatively
short space of time. We have been able to
work collaboratively with Stonewater to
complete our first review and have had our
recommendations for improvement to the
service taken on board. As a panel we will
monitor this to ensure implementation.
Stonewater have given us the tools and the
confidence to really feel heard.
Roger Pearce
(Chair)

Work in progress

20
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Customer experience

2015/16 actions
New customer insight approach

Financial inclusion plan

We have worked with our current research partners
(Voluntas) in 2015/16 to establish an improved
programme of customer opinion research and insight
that can help us in the way we design and deliver our
services. In VfM terms this will give us better analysis of
what our customers’ value – what we do more of or do
differently. This will be rolled out alongside a single IT
system implementation in September 2016.

Restructuring of the income team was completed in
2015/16 and will reduce our future overhead costs.
We have changed our approach to financial inclusion,
focusing the development and delivery of service in the
future around our digital agenda. Our Financial Inclusion
Plan will be agreed in September 2016, delayed from our
original target date of March 2016.
Work in progress

Work in progress

Future plans
Investing in Corporate Social
Responsibility – Creation of the Longleigh
Foundation

In 2016/17 we will extend an online resource for our
customers who will feature useful information and
signposts to advice services to help residents with
budgeting and managing money.

We facilitated the establishment of a new independent
charity, the Longleigh Foundation in 2015/16.
As a major donor to the Foundation, Stonewater is using its
resources to invest in the wider community. By setting this
up as an independent charity to complement Stonewater
we can continue to provide support for people who most
need it.
Longleigh Foundation will fund projects that seek to
enrich the lives of individuals, such as supporting their
education and training, services and facilities.
It will raise and disburse charitable funds to support
both Stonewater residents and schemes and the wider
community.

New ways of working
In our 2014/15 self-assessment we highlighted our plans
to offer extended opening hours to customers.
In 2015 we opened for an extra three bank holiday days,
August bank holiday and between Christmas and New Year.
Customer demand is already building. In August we had
approximately a fifth of our normal contact; on the first day
after Christmas call volumes were at peak.
In 2016/17 we will extend this to open on all May and
August Bank Holidays and also 4 days between Christmas
and New Year.
Achieved / On target

Achieved / On target

Future plans
The Longleigh Foundation will become fully operational
during 2016/17, with the implementation of a fund
raising strategy and the award of the first grants to
individuals and organisations.
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2015/16 actions
Developing Home Ownership Options for
current and future customers
We have created a specialist Home Ownership team in
2015/16 to provide specialist services to leaseholders and
shared owners, a group of customers that is anticipated to
grow by up to 2000 over the next 5 years. We want to promote
home ownership as an option to existing customers and also
potentially offer incentives to encourage sales.

Becoming a digital business
We want our customers to be able to access our services
at times that suit them, we will enable this by providing
digital access and flexible working.
In 2015/16 we undertook a business wide development
of a digital strategy, which will prepare us to become a
digital self-service organisation for most of our customer
enquiries, and digital first in the way we work.

We will adopt a new Home Ownership Strategy in 2016/17
which aims to provide a product and solution for anyone
aspiring to own their own home whilst maximising revenue
to re-invest into affordable homes for those with the
greatest need.

Digitalisation is an important part of our VfM Strategy. Our
digital principles are aligned with our five VfM tests, so that:

The strategy will apply the tests of our VfM Strategy so that we:

>	We are customer centric in everything we do, recognising
an individual’s need.

>	Develop new schemes with a greater mix of tenancy
options – ensuring financial viability.

>	Wherever our people find themselves they are able to
work effectively.

>	Our delivery solutions are digital by default.

>	Provide opportunity for existing customers to convert
their tenancies into home ownership increasing the
sustainability of our schemes.

>	We promote a single digital brand vision.

>	Use greater flexibility in tenancies to assess the
potential disposal of assets becoming void, where it is
economically advantageous to do so.

The investment that we have made during 2015/16 to
implement integrated IT systems for Stonewater provides
a strong foundation for our digitalisation project 2016/19.

>	Our customers are able to interact with us at a time that
suits them.

>	Offer the opportunity to existing customers coming to the Our aim is that by the end of 2017 100% of homeowner
end of a fixed term tenancy to support their aspirations
contact is digital, and by the end of 2020 75% of all
of home ownership.
customers transactions are on-line.
Stonewater Homes was launched in January 2015 to
market and sell our new Shared Ownership properties.
Work in progress

Future plans
Achieved / On target

Future plans

In 2016 we are introducing a single point of contact for
customers, through one contact team and one local
call rate telephone number. This provides greater
consistency for customers. Single Stonewater contact
arrangements will also help us as we start to develop
digital contact for customers.

Online presence for Stonewater Homes
Building on our fully digitised home ownership application process for Stonewater Homes we will introduce
further services to new and existing homeowners online
in 2016/17 so that by the end of 2017 homeowners can
make all enquiries digitally. Digital will enable us to
serve this growing customer group with less staff than
in pre-merger organisation structures.
From April 2017 we will be introducing a new fee structure for Home Ownership services following a benchmarking exercise in order to maximise our income. We
will automate our calculation and invoicing of service
charges.

Our aim is that by
the end of 2017,

100

%

of homeowner contact
is digital.
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Deliver a retirement living service that meets the diverse needs
and aspirations of our customers.
A viable retirement living portfolio that achieves top quartile
customer satisfaction.

2015/16 actions
Retirement Living
In 2015/16 a financial investment appraisal model for our
retirement living stock has been defined and parameters
agreed. As investment and sustainability are intrinsically
linked, the sustainability review of the portfolio is
underpinning future investment proposals.
Stonewater has seventy-eight schemes with 2,466 beds.
We have set a minimum criterion for the retention of stock.
This presents a platform for the development and retention
of a fit for purpose portfolio going forward. The viability
assessments per scheme are based on factors including:
>	3 year void analysis on re-let performance.
>	Demographics – prevalence of older adults age 65 and
over at ward and constituency level.
>	Predominant housing ownership type at ward level.
>	Purchasing power (disposal income after tax).
>	Number of local competitors.
>	Assessment of typical market share of over 65 year
population to each competitor scheme.
>	In-depth local data assessment – reasons for previous
unit refusals / location in relation to local amenities etc.
>	Age of existing emergency alarm equipment.
During the year we have invested more than £2m in design,
flat re-modelling and appearance improvements at 4
retirement schemes that will remain within our portfolio.
In 2015/16 our customer satisfaction was 83% for
retirement living customers. Our target for 2016/17 is
84.54%. We are aiming to achieve a 1% increase per
annum during the period 2016/21.
In 2015/16 we agreed our retirement living
strategy. Given the diversity of older people,
there is not a single approach to delivering
good quality services so we will provide a
range of flexible options to our customers
that are sensitive to personal choice,
affordability levels and local circumstances.

Achieved / On target

Future plans
In 2016/17 we are:
> Developing a tiered service model to fit individual
affordability levels and need – supported by a flexible
self-payer home based service that we will offer to
older adults living in any of our homes, as well as
those living in the wider community.
> We have agreed an investment plan of £9m over a
7 year period to transform our retirement stock to
modern, high quality specification, designed for the
comfort of older adults.
> The proportion of household population aged 65 and
over with a long-term health problem or disability
has increased at 52% in the 2011 Census. It is our
intent to respond by developing a range of flexible
services that have regard to localised health profiles
of older adults.
> Our initial focus is expected to centre on winter
warmth support (combating excess winter deaths),
fall prevention, home from hospital support and
improved general health and wellbeing.

A tender will be completed during 2016/17 to establish
a single contract for a 24-hour monitoring centre to
provide an emergency response service across our
accommodation for older adults across a range of tenures.
We will also be developing a volunteering strategy to
enhance our service offer to customers in 2016.
Abbey Lodge in Nottingham
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2015/16 actions
Supported Housing
Our supported housing portfolio is split into three areas:
Young Persons Services; Domestic Abuse and Adult
Services; and Agency Managed Schemes
We have undertaken a strategic review of our services
in 2015/16 and from a VfM perspective this is engaging
further work to look at:
>	The financial viability of each of our services and their
buildings.
>	Our target geographical areas for where we provide
supported housing services.
>	Identify the sustainable level of growth per annum and a
growth strategy that ensures when and where we grow
is financially viable.
Also in 2015/16 we have piloted using the ‘Outcome
Star’ developed by ‘Triangle’ for our Young Persons
Services. This is a unique suite of tools for supporting
and measuring change when working with people. It
both measures and supports progress for service users
towards self-reliance or other goals. The data can be
used to benchmark with a national average for similar
projects and client groups.
Achieved / On target

Future plans
In 2016/17 we intend to:
> Develop a Volunteer Programme which can add value
to our services at our Foyers in Swindon and Exeter.
> Aim to attain final Foyer Federation Accreditation for
all of our Young People services.
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06 Growth and Influence
Deliver an ambitious programme to provide more homes for people
in need.
At least 3,750 new homes provided by 2020 2015/16 actions
Deliver the pipeline programme of over 2,000 new homes from the
legacy organisations by March 2018.
Build on the pipeline programme to deliver additional new homes to
meet the development target by March 2020.

2015/16 actions
We have put in place a revised Growth Strategy and this
was approved by the Board in March 2016.

Future plans

The business case for merger and the Strategic Plan
2015/20 set out an aspiration to deliver 7,500 new homes
during the period 2015/25 with 3,750 to be delivered by 2020.
The impact of the July 2015 budget resulted in a reduction
in the scale of the development programme. Over the next
10 years we expect to build 5000 new homes. We are also
developing a rolling programme of fifty private market sale
homes per annum which will generate £1.3m each year.

In 2016/17 we intend to:

As a result of new development and stock rationalisation,
we expect that the number of homes we own and manage
will increase by 11% from March 2016 to 2026.
Following the introduction of standard forms of contract we
have saved £21k in solicitor’s fees on just two schemes. As we
roll this out we anticipate savings of around £45k per annum.
Also in 2015/16 we have:
>	Agreed standardised forms of contract with two of the
UKs largest house builders giving us efficiencies from
consultant fees in the future.
>	Reduced our overheads by £552k from 2016/17, whilst
continuing to deliver a programme of a similar scale.
>	Renegotiated a development contract post 2015 summer
budget and secured the same number of properties,
saving £340k across 40 properties.
Achieved / On target

In 2015/16
1 in every 200
homes built across
England was a new
Stonewater home.

> Revise our Design Brief /Employers Requirements,
aiming to reduce the cost of new homes in ways that
do not increase long-term maintenance costs.
> Re-procure employers agents and solicitors.
> Procure land and enter into new contracts to support
the development of a minimum of 500 new homes
and deliver at least 650 new homes during 2016/17.
> Introduce greater tenure mix on some schemes to
enhance their financial viability and enable us to
deliver more.
> Developing for a range of tenures, (including private
market sale). In order to deliver this effectively and
efficiently, we will take a more dynamic approach to
risk in relation to the risk and reward of developing
homes for sale. This is likely to include a joint venture
approach to some contracts where we will share the
risk and reward with contractor/developer partners
as appropriate on a scheme by scheme basis.
We place great value on receiving formal and informal
feedback where we are submitting offers to buy land
or new homes and keep our processes under review in
order to ensure that we remain competitive but are not
over-paying for new homes.

We built
651 new homes in
2015/16, exceeding
our target of 600.

367 new
homes were built
without a grant.
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Build a reputation as a thought leader in the sector with influence
on national and local agendas.
Increased recognition of Stonewater’s achievements and ambitions.
Agree a Corporate Communications Strategy.
Agree an approach to awards and accreditations by March 2016.

2015/16 actions
Establishing recognition of our new name and brand
was an important outcome in 2015/16. Keeping our
stakeholders, including local authorities and house
builders aware of our journey to become Stonewater was
ensured through a targeted campaign during merger, and
has continued throughout the year.
In 2015/16 we have created a single Communications
team for Stonewater, which has saved £30k from our
overhead costs. We have also approved a Corporate
Communications Strategy, which sets out how we will
ensure strong internal and external communications are
delivered more efficiently and effectively.
Internal communications is strongly linked with our
People Strategy, and we have established an intranet
“Our Community” as a virtual way of cascading
information and engaging people in discussion around
business decisions. In the twelve months since January
2015, we have increased 194 unique users of the intranet
to 700+ within the same overhead cost.

Establish a baseline figure on recognition
of Stonewater by July 2015 and set
a target to achieve an increase in
recognition by September 2016
>	We are measuring brand recognition externally through
quarterly surveys.
>	In October (2015) we hosted a round table discussion in
advance of the Government’s Housing Bill and planned
sector reforms which was attended by Clive Betts MP,
Chair of the Department for Communities and Local
Government (DCLG) Select Committee, and other
housing association chief executives.
>	We also provided a written submission and were invited
to give oral evidence in Westminster to the DCLG inquiry
into the future of housing associations.
>	We will continue to work with all levels of government
to bring our expertise and considerable investment
potential together to tackle the housing crisis.

We have established monthly “Team Talks”, to ensure
that the same information is provided to everyone at the
same time, so improving our ability to work as one team.

Since our launch in January 2015, we have continued
to develop our website, adding more information and
enhancing the user experience. In the month March 2016,
the website had 107,299 page views.

Implement a PR Strategy

Social media is growing as a communication resource for
us, resulting in month-on-month increases in Facebook
and Twitter follows. In March 2016, our Facebook posts
reached 996 people (+34% on previous month), and on
Twitter, we had 653 followers (+29% on previous month).

Our external communications seek to strengthen
stakeholder engagement and brand recognition, and to
build our reputation as a thought leader in the sector with
influence on national and local agendas.
By April 2016 our positive media coverage has increased
by an average of 49%.
>	We have been represented at all major Chartered
Institute of Housing (CIH)/National Housing Federation
(NHF) events.
>	Our sponsorship of the delegate lunch area at the South
East CIH exhibition and conference in February 2016
attracted over 2000 visitors and 800 delegates and
is important to us as it showcases Stonewater at key
events where we have a high concentration of homes.
Achieved / On target

By making more use of social platforms and our
Community HUBB we will save £22k per edition of a
printed customer magazine. Once our single housing
management system is launched we will establish an
email database for corporate news and alerts.
Achieved / On target
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07 Business Excellence
How we ensure we have the financial and organisational capacity to
deliver our strategic plan.
How we are developing a high performing team.
How we drive efficiency and effectiveness through the use of
technology, continuously improving our performance, and getting the
best possible return from our resources and assets.
Establish a good practice approach to the key service areas of Income
Management, Allocations, Empty Homes and ASB by March 2017.

2015/16 actions
We have undertaken considerable organisational
restructuring in 2015/16. We have changed the structures
of our operational teams so that we gain maximum
benefit once our single IT system is introduced, enabling
us to introduce consistent and common processes across
Stonewater. Our new structures will focus our resources
to achieve our business critical performance indicators.
Even with this scale of organisational change, we have
maintained strong performance on most of our Key
Performance Indicators (KPIs).

Income Management
>	Achieved target and exceeded top quartile performance
in relation to void loss as a percentage of rent due and
gross arrears.
>	Achieved target, but just below top quartile for the
percentage of rent / service charge collected v rent /
service charge due.
Our performance in the year has improved in most areas
of income management. A cost neutral structure dedicated
to debt management has been introduced, so that we are
managing this more efficiently and getting better oversight
of our debt management actions with customers.
We are providing more online and telephone based financial
inclusion support so that we can reach more customers.
Our restructure of income management will save
£130k per annum from 2016/17. Following on from the
project we described in last year’s self-assessment, we
have aligned our income management processes and
these will become fully operational once the common
IT platform is in place in the autumn, improving the
effectiveness and efficiency of income collection.
We have appointed a new Head of Income Maximisation,
with a remit to develop a more commercial approach to
debt management, supporting the Income Managers to

continue to drive performance improvements.
We have set ambitious targets for our ‘business critical’
KPIs, which focus on maintaining our rental income and
ensuring we comply with all statutory and regulatory
requirements. Our targets are based on achieving top
quartile compared to a benchmarking peer group of
similar sized housing associations.
Achieved / On target

Future plans
In 2016/17 we intend to:
> Be presenting a new Income Maximisation Strategy
to the Board.
> The go-live of our single IT platform in 2016 will
enable a new Debt Management module that will:
- Increase the automation of debt management,
monitoring and resulting actions.
- Give the Income Management Teams responsibility
for ‘end to end’ management of individual debts.
- Provide additional flexibility and therefore efficiency
with case management within and between income
teams to equalise workloads and provide cover as
necessary.
- Provide automatic tasks for particular actions to
Income Officers and others that will be time bound
and auditable.
> Plans are also underway to move to a single provider
for our Income Collection Service by January 2018,
which will generate further efficiency savings.
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Top
quartile

2015/16
target

Total rent and service charge received as a %
of total rent and service charge due.

100.20%

Gross arrears as a % of total rent and service
charge due.
Core arrears as a % of total rent and service
charge due.

Performance indicator

Performance
against target

|

2015/16
Q4

2014/15
Q4

98.50%

99.05%

98.36%

3.75%

3.40%

3.31%

3.27%

N/A

2.19%

2.04%

2.05%

2015/16 actions
Voids Lettings and Allocations
Our lettings performance has been challenging this year.
Our overall re-let performance has suffered due to the
impact of a number of retirement living homes being let
after long periods of being vacant as well as a number
of difficult to let general needs homes taking longer to
market and let.
Where we are experiencing difficulties with letting
properties these are being appraised as part of our
property options plan.
During the year a project group has completed a review of
our voids processes and as a result we have restructured
and developed a specialist voids and allocation team.
This group has also developed a new allocation system
which will be implemented in October once our single IT
platform is in place.

Future plans
The housing environment is changing. We expect our
customer base to widen as the affordable homes we
provide become housing of choice for individuals and
families who may previously have bought or rented
privately. We are also placing greater emphasis on
homes being affordable for the customer, so that
we increase their chance of sustaining a tenancy. In
2016/17 we will continue to define and redesign our
services for homes to rent, including continuing to
appraise the options for difficult to let properties, and
as we do so we are aware that our re-let times may
remain longer for a period of time.
In 2016/17 we will:
> Look to extend the use of a direct and transfer
waiting list.
> Consider alternative forms of lettings and pilot
in different areas.
> Develop enhanced online lettings services as part
of our digitalisation project.

Top
quartile

2015/16
target

Void loss as a % of total rent.

1.02%

Average re-let time (days).

21.25

Performance indicator

Performance
against target

2015/16
Q4

2014/15
Q4

1.00%

1.00%

0.83%

27.00

33.22

30.49
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Business excellence

2015/16 actions
Anti social behaviour (ASB) management
In last year’s self-assessment, we said that a project plan
had been approved to bring about improvements over the
next two years.
In 2015/16 we have:
>	Taken the recommendations from a legacy internal
audit review and a legacy accreditation report and
planned these into our service.
>	Created a specialist national ASB team to provide
consistency to the way we manage all ASB cases.
>	Mapped hot spot ASB schemes and areas to allocate
resources effectively.
We predict that annually around 8% of Stonewater stock
will be affected by ASB. The majority of the cases are
likely to be low level in terms of severity. Just 0.23% of
stock will need some form of litigation purely around ASB.

Future plans
In 2016/17 we will:
>	Continue to develop our in-house specialisms,
thus reducing costs of external advice and court
representation; and sharing better practice and
knowledge across the whole housing team.
>	Extend online advice and reporting of ASB for
customers.
>	Commence work towards accreditation of our
ASB service.
>	Commence improved customer satisfaction
surveying from autumn 2016.
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Integrated business systems and processes to support high
performance are fully operational by April 2017.
Integrating our business systems.
Deliver phase 1 implementation of a single Housing and Asset
Management system and Finance system.
Implement a single performance management system.

2015/16 actions
In our 2014/15 self-assessment we highlighted our
plans to invest in our IT infrastructure to deliver high
performing systems that will meet the changing needs
of the business and reduce our operating costs.

Future plans

Integration of our IT and telephony systems have been
one of our primary transformation projects in 2015/16,
which is critical to achieve:

> Agree a 3-year digital transformation plan, to
continue our transformation journey.

>	Single platform and processes to deliver consistent
and effective services across Stonewater.
>	Single Stonewater customer contact service.
>	One financial management system.
>	Foundation to become a digital first organisation.
Over the three years until March 2018 we will invest £2m
in migrating to unified systems and over 7 years this will
realise savings of £3.1m.
In 2015/16 we have:
>	Prepared for migration onto a single Finance system,
which went live on 4 April 2016.
>	Undertaken a significant business change project
“Unite” to prepare for migration onto a single housing
and assets IT system in 2016, including re-engineering
of a number of operational and compliance business
processes to provide better assurance, consistency
and efficiency.
>	Commenced migration to a single performance
reporting tool through Qlikview.
>	Invested £393k in our IT infrastructure.
>	Achieved savings in the year of £155k by consolidating
networks and reducing telephone lines.
>	Negotiated a price freeze on licensing costs that
will take effect from July 2016, despite doubling in
stock size.

In 2016/17 we will:
> Implement phase 1 of our Unite project.

> Invest at least £1.5m over the next 2 years to ensure
our IT infrastructure supports our efficiency targets
for the business.
> We have also committed £150k to a joint
development project with our housing IT provider MIS
Active Management Systems, which they will match
fund to support our digital transformation. MIS will
be providing resource at Cost Price and so the full
VfM return for this investment will be £450k. This
project will commence towards the end of 2016/17.
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Invest in and support our people and promote a culture of high
performance.
A motivated and high performing team that demonstrates our
values and delivers our priorities.

2015/16 actions
Getting the right structures in place

Added Value through Pensions

Our business case for merger identified that
efficiencies savings would be achieved by reducing
our headcount and we have described earlier some of
the organisational change that we have completed in
2015/16.

Wanting to make our pension offer contemporary, we
took the decision to standardise employer pension
contributions at a maximum of 7% on all pension
schemes from 1st April 2016. This will achieve a saving
of around £145k per annum on pension contributions.

A total of 30 separate restructures have been completed
since January 2015. We have consulted with over 450
people. Most teams will have completed restructures by
the end of summer of 2016.

We have also closed our defined benefits (DB) pension
schemes to new members, resulting in an annual
surcharge of 2.5% of pensionable earnings to current
active members. We anticipate that part of the impact
of standardising employer contributions will be that
people will opt out of the DB schemes, meaning that
we have fewer active members and that the surcharge
will therefore reduce. The net impact of the surcharge
and the saving on ER contributions is likely to be
effectively cost neutral in the short term and will
provide a net saving in the medium term as people opt
out of the DB schemes.

In 2015/16 the people working with us had reduced by
an average of 55 with further reductions planned as part
of the business case to merge. Our revised business
plan proposes a further headcount reduction of 72 by
March 2019.
Achieved / On target

Achieved / On target

30

separate restructures have been
completed since January 2015.

450+

people have been consulted.
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2015/16 actions
Agree an overarching People Strategy
Engaging, developing and equipping our people
In 2015/16 we developed our first Stonewater People
Strategy, which was launched in May 2016. Our
Values are at the heart of the strategy and are the
principles that guide us on our continued journey,
setting out how we can work together as one team
to deliver our strategic plan and VfM objectives.
The People Strategy ensures that we are able to
successfully deliver our Strategic Plan, alongside
other key Business Excellence strategies such as
Digital and Communications, and our Equality and
Diversity Plan. Our long-term ambition is to become
recognised as one of the best companies to work
for in the UK. We will do this by working towards 3
key aims; which are to ensure that our people are
engaged, developed and equipped.
Only a third of the UK workforce say they are
actively engaged at work yet companies with high
engagement scores typically have as much as 12%
higher customer satisfaction scores and 18% more
productivity. We will be surveying staff in the autumn
to establish a baseline for employee engagement
and agree a target for improvement by March 2017.
Also in 2015/16 we:
>	Reduced our learning and development budget by
17% (£80k) by delivering training in-house.
>	Developed our eLearning resource in house,
avoiding the need to pay licence fees and saving
£11K per year.
>	Moved to one HR and payroll system and savings
from this will become effective from 2016/17,
reducing costs by £74k over 4 years.
Achieved / On target

Engaged

Developed

Equipped

Our people feel proud to work here,
satisfied with their employee offer,
committed to our organisation and
advocates for what we do.

Our people will have the right
knowledge, skills and competencies
to deliver excellent services.

Our people will have the right
environment and tools to do their
jobs and be supported through key
stages of their employee journey.

Future plans
In 2016/17 we will:
>	Delay the implementation date of our 2016/17 pay
increase from April to October, saving £300k.
>	Automate our Learning Management System which
will give us the ability to measure volumes and
spend, and impact on performance and business
benefit.
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Achieve Value for Money in all that we do.

2015/16 actions
Our Office Strategy
Upon merger Stonewater worked out of 14 office
locations. In 2015/16 we have:
>	Appraised all office sites to determine their viability,
and create flexible and higher design environments as
we adopt greater mobile working, and alternative uses.
>	Closed one of two offices in Bristol, and have
refurbished the retained office to provide a better
quality work environment for more staff.
>	Identified two offices where there is the opportunity to
break lease clauses within 2016/17.
>	Identified some offices where there may be a chance to
sell or redevelop the sites.
>	Identified some sites where there is an opportunity to
let parts of the building to generate income.
By March 2017 we expect to have reduced our offices in
use by 4. Operating from this small portfolio of offices
enables us to serve our stock effectively and spreads risk
supporting our business continuity plan. We will also be
upgrading other offices to create a Stonewater brand
across all locations.
Savings in 2015/16 have been from the servicing of
offices and are therefore captured within the IT savings
described earlier. Over a 5 year period our savings as a
result of reducing our office footprint will be £900k.
Achieved / On target

Review and update the VfM Strategy by
end June 2015
The Board has adopted a VfM appetite aligned to the
business plan, and KPIs against unit costs will be
reported to them on a quarterly basis; the Finance
Committee has received VfM presentations throughout
the year; and the Risk and Audit Committee has received
a satisfactory audit of the implementation of the strategy
by our internal auditor RSM.
Achieved / On target
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2015/16 actions
Agree our approach on social return on
investment (SROI)

Future plans

In our 2014/15 self-assessment we said that we would
agree an approach to measuring Social Return on
Investment.

>	Develop an apprenticeship programme for
Stonewater through our People Strategy.

In 2015/16 the Board agreed to adopt the HACT (Housing
Associations Charitable Trust) methodology. We will use
the following measures to identify the impact of actions
within our Strategic Plan that are most likely to benefit
our customers directly and these will be reported from
2016/17.
Employment
Financial
Inclusion
Digital
Inclusion

Number of apprenticeships

During 2016/17 we will:

>	Develop a volunteering strategy to record the added
value that volunteering offers customers and
services.
>	Develop opportunities to integrate SROI in
procurement and our business planning process to
extend its use as a tool to identify the wider benefits
of business proposals.
>	Report SROI achieved in 2016/17.

Regular Volunteering
Customer is able to insure home contents
Customer is able to pay for housing
Customer has access to the internet

We have introduced questions on financial and digital
inclusion within our monthly customer surveys, and this
insight is informing the development of both of these
strategies.
Achieved / On target

Bell Group is one of our painting
contractors. They have a total of
172 apprentices working for them
of which two are from Stonewater.
A further three Stonewater
customers in Wiltshire completed
the Bell Group work experience
scheme in 2015/16.
Brandon, 18, started working at
Bell Group as a 1st year painting
and decorating apprentice in
August 2015. Based out of the
Birmingham branch, Brandon has
worked on numerous contracts,
mainly Stonewater properties, and
enjoys the variety the job brings

Brandon sees himself at Bell Group
for a successful and rewarding career
and looks forward to developing into
a fully qualified painter and decorator
which will see further career
progression opportunities open up
for him such a site supervisor and
contracts manager roles.
Value added
I like how we move about
onto different jobs and I
like working with a bunch
of lads.
Brandon, 18 years
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08 Maximising return from our assets
Our Asset Management Strategy is driven by Stonewater’s
mission to offer quality homes and services for people
whose needs are not met by the open market.
Our asset management vision is that “property assets
will be fit for purpose for the current and future needs of
our business and customers. These will be proactively
managed throughout their lifecycle, providing VfM and
supporting Stonewater’s broader objectives.
In 2015/16 we have:
>	Implemented a new Stonewater asset management
structure, including the appointment of a new Executive
Director for Assets.
>	Brought together the combined knowledge of the legacy
organisation.
>	Completed the development of a stock performance
modelling tool – Asset Value Analysis Tool (AVAT)
allowing the assessment of the financial performance
of our stock on a scheme by scheme basis, as
measured by net present value (NPV) and existing use
value social housing (EUVSH).
>	Incorporated open market values into the AVAT
modelling tool, to improve the range of scenarios that
we are able to model.
>	Commissioned and acted upon an external review and
output validation of AVAT.
>	Commenced analysis on the assets data held across
legacy IT systems.

Strategic Asset Management
The formation of Stonewater has created an organisation
with an asset value of £1.67bn. Our turnover of £172m
per annum equates to around 10% of the capital value
of assets and therefore we recognise that effective
utilisation of our property asset is the most significant
area from which to generate value for re-investment.
As a consequence of merger we have undertaken a
considerable amount of work to bring together and
validate assets data from several different data models
and locations.
Prior to merger we had already completed an exercise
to reconcile all of our security records with those of our
lenders.
>	We have taken a diligent approach to the creation of our
new assets and liabilities register, including matching
our scheme and property classifications with the Land
Registry number.
>	We have created a database for each legal entity within
Stonewater that matches all assets data with Land
Registry titles, valuation reports and Certificates of
Title for properties in charge, facilitated by acquiring a
“Property Portfolio Consolidator” from the Land Registry.
An internal audit of the Asset & Liability Register was
conducted by RSM during February, and their report
issued in March concluded that the process for compiling
the register has provided assurance that Stonewater’s
approach is appropriate.

>	Proactively challenged our future expenditure profile
to ensure VfM is central as our response to the new
financial climate.

Units of housing stock

>	Delivered efficiencies through the integration of our
budgeting models, delivery systems and cultural
approaches.

Affordable housing

1,697

Shared Ownership

2,172

Supported housing

581

General needs housing

Sheltered Accommodation
Other
Total owned
Accommodation managed for others
Total managed accommodation
Units managed by other associations
Total owned and managed
accommodation

21,388

2,983
833
29,654
218
29,872
126
29,998
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Stock Disposal
Identify additional disposal opportunities with a net value
of £1m
We have made significant progress in establishing a
single asset management approach for Stonewater in
our first year. The legacy organisations had not had a
common approach to disposals and so in 2015/16 we have
implemented an active disposals programme as part of
our strategic asset management.
Our sales are based on the outputs of our AVAT
performance modelling tool, and comprise three streams:
>	The open market sales of one-off arising void properties
where we have identified a significant financial
advantage in disposal over retention (i.e. the open
market value greatly exceeds the sum of the EUVSH plus
the outstanding social housing grant).
>	The open market sale of void properties which have a
very low or negative EUVSH as measured by AVAT.
>	The trade sale of tenanted properties where the EUVSH
of the scheme is low, the scheme is outside our core
areas of operation, and where the property is of greater
strategic and financial value to other, more locally based
social landlords.

Legend

Property count
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0-100
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100-200

700-800
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400-500
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In 2015/16 our target was to dispose of £5m of assets
generating a surplus of £3m against book value. We have
completed sales of a number of high value voids in 2015/16,
achieving return of £6.1m with a net surplus of £2.9m; and a
further £1.1m in trade sales agreed in 15/16 will complete in
the first half of 2016/17. Our sales in this period included stock
from each legacy organisation, demonstrating significant
progress from a ‘standing start’ for some parts of the new
organisation and a willingness to adopt new methodologies.
Achieved / On target

Future plans
> We will agree a Portfolio Options Strategy.
>	We are actively progressing options for our Plymouth
stock and our residual London stock, some of which
are in negotiation.
>	We will prepare an options appraisal for our total
London stock of around 220 units, mostly in schemes
where we hold a lease of less than 24 years.
>	We will prepare an options appraisal for 7 retirement
living schemes that our sustainability review has
identified as no longer fit for purpose.
>	We will produce a five year disposals programme.
760 homes have been identified for further options
appraisal in 2016/18.
>	Our target in 2016/17 through the disposal of assets
is a net surplus of £3m.
>	We will be re-procuring our Out of Hours contract in
2016/17, which we expect to deliver tangible savings.
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Delivering savings within the
Capital Components Programme
Deliver savings of £500k from component standardisation
by March 2016
Against a savings target for 2015/16 of £500k in our
Capital Components Programme we have reduced our
costs by £786k.
Integration of a single asset management approach has
enabled us to:
>	Standardise component specifications across
Stonewater so that we procure more effectively.
>	Move to larger national contracts that offer simpler of
management and economies of scale.
We have gained VfM benefit from procuring larger, single
contracts for materials supplies. We have achieved
savings by:
>	Changing the specification of shower mixer valves =
£13k in one year.
>	Migrating to a national contract for kitchen fitting =
£484k in one year.
>	Procuring a single kitchen supply contract through a
framework, saving £170 per kitchen = £184k in one year.
These savings will be carried forward into subsequent
years, providing a total saving of £1.38m over 5 years.
During 2015/16 we also re-priced our contracts for
kitchen fitting, windows and doors, achieving savings of
4% from 2016/17 onwards.
Achieved / On target

Component Lifecycles
Our VfM Strategy has shaped our response to the
summer budget and in some really significant ways as
we have tested return from our assets. We have pulled
forward a review of our Planned Component Renewal
programme and standardised component lifecycles. As a
backdrop to the lifecycle review, we also commenced:
>	The construction of a powerful stock condition database
that will be delivered in July 2016.
>	Undertaking pre-works surveys to all properties
with component renewals planned in the 2015/18
programmes.
>	The utilisation of the knowledge of our locally based
staff to check the accuracy of our centrally generated
programmes of investment.
This combination of data and observed component
condition enabled us to be confident in reviewing and
extending our component lifecycles for kitchens,
bathrooms, boilers windows and heating installations.
This will generate savings of £1.73m for every year of our
Business Plan, a total of £51.9m over 30 years. This has
helped us to meet the challenge of reducing rents over
the next 5 years.
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Sustainability / Energy

Responsive and void repairs

The average Standard Assessment Procedure (SAP)
rating of the Stonewater housing stock was 71.86 in
March 2016, an improvement from 71.28 in March 2015,
helping make our homes more affordable to heat for our
customers, and making Stonewater an upper-quartile
performer nationally.

The cost of running this service area in 2015/16 has
not significantly changed since prior to merger. Service
continuity was maintained. Satisfaction among users of
the repairs service remained in the middle upper quartile
within our benchmarking group. The chart below sets
out the findings of telephone surveys undertaken by our
survey provider on our behalf. 87% of customers surveyed
were “very or fairly satisfied” with the service received.

In 2015/16 we spent a total of £3.8m on renewing heating
installations and improving insulation. Our priority for
2016/17 is to address properties with a SAP score of less
than 55 – we currently have 432 such homes. Our target
remains to have no homes with a SAP below 55 by 2018.

Future plans
Implement the 5 year asset procurement plan to
achieve savings of 20% by March 2018.

Future plans
During 2016/17 Assets support functions will be
restructured with significant savings in the number
of support staff and offices being achieved through
centralisation and the application of modern processes
and technology.

In 2016/17 we will commence a re-procurement of our
repairs contract in the South East to achieve better
VfM and service improvement from a new strategic
approach to assets procurement for Stonewater.

Sustainability / Energy SAP rating

Performance indicator
Average SAP rating

Top
quartile

Target

70.98

71.00

Performance
against target

2015
Q4

2014
Q4

71.86

71.28

Responsive repairs satisfaction
100
90
80

70%
Very
satisfied

70
60
50
40
30
20
10
0

17

%

Fairly
satisfied

4%

Neither
satisfied
nor
dissatisfied

4%

Fairly
dissatisfied

5%

Very
dissatisfied
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09 Summary
In 2015/16 we have achieved:
>	£1.3m of VfM cash savings.
>	£1.1m added value VfM efficiencies.
This has been a positive first year as a newly merged
organisation, where VfM and efficiencies have been
important drivers in the decisions we have taken and the
restructuring we have completed.
Achieving strong performance in our business critical
KPIs is important for us. So we are encouraged that during
this period of significant change we have maintained top
quartile performance in most areas of income collection.
We recognise that we need to improve in some other
areas such as letting homes. We are aware that customer
satisfaction has seen some decline during the merger and
our customer insight will help us to understand where
there are things that we need to do better.
Our Strategic Plan for 2016/21 builds on what we have
already achieved and what we have learned from our
formation in 2015. Our revised business plan adopted
in October 2015 following the 2015 summer budget will
deliver savings of £79.3m over the 10 years from 2015/16.
The business plan identifies net savings of £1.4m for
2016/17.
Last year our turnover was £172m, while our operating
surplus increased to £53.2m which brought our
accumulated reserves to £246m. We’re a financially
strong organisation which puts us in a good position to
deal with this challenging period for the housing sector.
The surpluses that are generated fund the development
of new homes for future customers and maintaining the
homes of our existing customers. With all the uncertainty
that is likely to follow after the recent referendum result
to leave the EU our challenge is to ensure we deliver
these promises. We will remain focused on delivering
our strategic plan and our values of being ‘agile’ and
‘commercial’ will be particularly important. In the new
world, we’ll need to be able to respond to issues quickly
and also take advantage of whatever opportunities may
come along.

It is clear that ensuring that we deliver VfM will remain a
key focus going forward in response to this.
Our self-assessment has set out to demonstrate the
VfM savings that we have made and how these will
be realised over the life of our business plan; how
we ensure that the return on our assets support our
strategic objectives; and how our unit costs compare
within the sector and our Board target that we continue
to deliver effective services to our customers at lower
quartile costs within 5 years.
Our 2014/15 benchmarked unit costs are median for the
sector. The business efficiency programme that we have
started in 2015/16 sets us on target to deliver effective
services to our customers at a cost within the lower
quartile within 5 years. This is an important target for
our Board.
Our VfM Strategy supports the delivery of our strategic
plan: doing things right, doing things economically,
maximising the return from our people and achieving
the outcomes that are right and sustainable. We are
confident that we will be able to fund the development
of 5,000 new homes over the next 10 years and provide
our customers current and new with a place that they
can call home.

Find us at
www.stonewater.org
or follow us on
Twitter
Facebook
LinkedIn
Contact us at
0800 0116 420 or 01234 889494
Email: info@stonewater.org

Stonewater Limited, Charitable Registered Societies No. 20558R.
Registered office: Suite C, Lancaster House, Grange Business Park,
Enderby Road, Whetstone, Leicester, LE8 6EP.

