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Leeds Federated Housing Association Limited 
2015/2016 VALUE FOR MONEY SELF ASSESSMENT 

 

 
2015/16 VALUE FOR MONEY SELF ASSESSMENT 
 
This is Leeds Federated’s Value for Money (VFM) self assessment for 2015/16. A version can also be 
found at the Association’s website https://lfha.co.uk/aboutus/value-for-money 
 
The Strategic and Operational Setting of VFM 

The Association's strategic approach to VFM is set within the context of the Association's Corporate Plan. 
Actual delivery of VFM is via a variety of routes and methods including, for example, through staff, by 
factual/numerical analysis being undertaken and reported, by publication of key facts and figures to interested 
parties and the involvement of the Board.  All of these routes and methods emanate from the VFM Policy that 
is approved annually by the Board which in turn links into the four goals of the Association particularly  into 
Goal 4 - Better  Business (see diagram 1 below). Goal 4 combines with the Association's other three goals, 
each of which is backed up by its own strategy. The goals are all centred on the Association's customers, 
because regardless of the activity in question the focus is on the customers' perspective and the outcomes for 
customers. The four goals form the basis of the Association's Corporate Plan which is the driver for the 
Association's vision of “Building Futures Together”. 
 
Diagram 1: The strategic setting and delivery structure of VFM within the Association  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
 

 

 

 

 

 

 

 
 
 

Building 
Futures 

Together 

 

VFM Policy 
Our Policies 

ies 
            
     Goal 1 
     Customers in  
     their homes  

Goal 2 
Customers in  
their    
neighbourhoods 

 
Goal 2 
Customers  
Improving their 
     lives 

   Goal 4 
   Better     
   Business 

Effective procurement, including 
customer involvement on large 
procurements, project 
establishment and post evaluation 

VFM register and VFM 
awards 

VFM Group meetings, staff reps 
from each team & Board 
champion 

Effective budget setting, 
management and financial 
reporting, 30 year business plan 

Communication to and with 
stakeholders e.g. AGM, 
website (self assessment & 
procurement), customer 
satisfaction surveys & lessons 
learnt, publications 

BSC recording & 
reporting , team VFM 
targets, benchmarking 
analysis 

Corporate investment group 
& Development Sub Group - 
business case approval 

Reports to Board include 
VFM Commentary 

Board Champion for VFM 

VFM survey of staff 

VFM E-learning module for 
all new starters. Job 
descriptions include VFM 
objective. VFM competency 
is part of the Business 
Sense Strength within the 
Zenith behaviours model 
evaluation 



3 

 

 

 
The Association's Corporate Goals and the Corporate Plan 2012/17 

2015/16 started off as a “steady state” year, being year four of the then five year Corporate Plan with the 
focus being on delivering services and products that all emanated  from delivering the core activity  of 
providing social homes for rent  and associated services, in accordance with the vision and goals of the 
Association. This included, at the start of the year, delivering services in the relatively recently expanded 
areas of social investment (e.g. training and employment opportunities) and energy (e.g. asset 
improvement works and customer involvement activities with the aim of reducing fuel poverty).   However, 
the Chancellor’s announcement, in July 2015, about the rent cuts and his focus on increasing home 
ownership, resulted in a need to fundamentally review the services being delivered for the remainder of the 
year and beyond. 
 
Hence, as a result of the impending rent cuts, the focus on value for money became even more important 
as decisions had to be made about how to save a sum in the order of £1.5m per annum from 2016/17 
onwards, with savings to commence partly in 2015/16. The sum of £1.5m was a figure which was arrived 
at after careful consideration of many factors.  Throughout the remainder of the year, therefore, Goal 4 was 
more relevant than ever:- 
 
Better business - we will continue to be a high performing Association in all aspects of our business, 
including governance. Alongside ensuring value for money, we will continue to maintain organisational 
values and encourage organisational and individual behaviours which demonstrate a culture of business 
and customer service excellence. 
 
It was agreed at the October 2015 Board that a new five year corporate plan would commence from April 
2016 which would include new goals. 
 
Staff, Board Member and Customer involvement in VFM 

Staff involvement 
 
Staff within the Association know that VFM does not just mean “saving money”. It additionally and/or 
alternatively means giving a better quality service and/or delivering more outputs for the same money. VFM 
is about thinking in advance of spending money, it is about thinking “how can I deliver this service in a more 
efficient way”, it is about thinking at the start of a new project “what is the budget for this project, how am I 
going to establish the project, control it, monitor it, report on it and evaluate it post-completion?”. To assist 
in embedding this understanding of VFM in all staff, and recognising that staff  work in many different areas 
of the organisation delivering a varied array of services and products, the VFM group and the VFM awards 
for staff were set up in 2009.  The group meets at least twice a year and has representatives from every 
department. Awards for VFM initiatives are given at the quarterly staff lunches. Over recent years these 
awards have had different brandings, to try and keep the VFM awards' initiative “fresh”. The Oscars, initiated 
in 2009, were rebranded in 2012 to the EMMEEEs (standing for: - Effectiveness Means Managing & 
Evidencing Economy & Efficiency) and in early 2015/16 they became known as the Business Sense VFM 
awards. 
 
At every meeting of the VFM group, items logged on the VFM register are considered and members of the 
VFM group decide on the top one or two projects/initiatives to be given an award at the next staff quarterly 
lunch.    
Table 1:  Business Sense VFM Awards Issued by the VFM Group in 2015/16 

Work of financial inclusion officers – enhancing income for the Association £ 75,377 

Asset manager provided in house training on condensation and damp £   1,390 

Community Spaces team for high volume of varied suggestions £ 44,126 
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In total, in 2015/16, staff logged on the VFM register  efficiencies, savings and/or quality initiatives that 
totalled £724k (which excluded savings on actual procurements) from 100 different items (£148k in 2014/15 
on 83 items) this covered predicted (£383k) and actual in year (£341k) “savings”. As a percentage of the 
total cost base of the organisation (excluding salaries, 1st tranche sales costs and depreciation) a £341k 
saving in 2015/16 represents a 5.0% saving (£148k/1.8% in 14/15).   
 
Table 2:  Other Examples logged by Staff on the VFM Register 2015/16 

Area Saving  

Negotiated away onerous design conditions and a greenspace contribution being 
requested by the Council before planning approval would be given 

£270,000 

Grants for external wall insulation on block properties  £ 51,700 

Use of Sprout Social instead of a media monitoring system  £   1,884 

 
The VFM e-learning module was completed by 11 staff new to the Association in 2015/16 (21 in 2014/15) 
as part of their induction within the first month of starting employment.  
 
The Zenith framework based on five strengths/behaviours (Communication, Leadership, Teamwork, 
Customer Focus and Business Sense) used for appraisal and general cultural purposes, continued to be 
embedded across the organisation during the year. The Business Sense strength incorporates (amongst 
other things) aspects of business awareness, including being delivery focussed, financial awareness and 
resourcefulness - characteristics which help reinforce a culture of VFM amongst staff.  
 
Board Member Involvement 
 
Board members get involved in VFM directly through their analysis of the content of written Board papers 
and through their evaluating and questioning attitude whilst participating in Board meetings and Sub 
Committee meetings. A Board member was a member of the VFM group during 2015/16. 
 
Customer Involvement 
 
The Communication to Stakeholders section of the 2014/15 VFM self-assessment explained that Leeds 
Fed was taking part in a CIH national project to challenge the future of tenant involvement.  A key focus of 
the project was how to improve VFM of tenant involvement activities.   
 
As a result of the project Leeds Fed has redesigned its involvement framework. Working co-creatively, staff 
and customers developed a new strategy to make involvement more robust and meaningful in terms of 
leading to tangible service improvements. The new structure has a clear and agreed purpose 
 

“Customer involvement provides opportunities for customers to shape the services they receive from 
Leeds Federated in a meaningful and value adding way for both themselves and the organisation”. 
 

Following review by both staff and customers, the Tenants’ Federation with its original purpose of providing 
geographical representation did not feature in the new structure. Consequently the decision was taken, in 
April 2015, to formally disband the Tenants’ Federation with effect from June 2015.  
 
It was decided that a new panel of customers would be created to act as a critical friend to the organisation. 
A person specification for members was created by staff and the subgroup. Given the required 
competencies of members, recruitment to the panel took place via an assessment centre. This was run by 
an independent consultant to ensure a fair and transparent process. The assessment centre was held in 
November 2015; all customers were invited to take part, 20 attended the centre, 12 were invited to interview 
stage and 9 were offered membership. 6 accepted and the shadow Challenger Panel was established in 
December 2015 with a formal inception date set for February 2016. 
 
Employing a robust selection process has successfully ensured that customers with the appropriate skills 

are on the panel. Members completed their induction in December 2015 and have since agreed and 

developed a clear role, remit and Terms of Reference for the new Challenger Panel. 

 
From the outset the new panel was designed to be outcome focused. The Panel’s aims include “to drive 
value for money improvements, improve services and service delivery”, “help ensure that resources are 
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used efficiently and effectively by reviewing the performance and value for money of key services” and 
“make recommendations around performance, risk and value for money”. 
 
It should be noted that the concept and importance of VFM was emphasised to the Panel during their 
induction and as part of the ongoing training programme they received dedicated VFM training from an 
external provider in May 2016. They also received training on challenging and understanding performance 
data from an external consultant.  
 
The Challenger Panel receives quarterly performance information and has direct dialogue with the 
Customer Service and Performance Committee over the results. This both provides co-regulatory 
assurance in respect of the regulatory standards and also importantly provides valuable insight regarding 
the organisation’s performance from a customer perspective.   
 
Asset Management, Security Value, Development and Maintenance 

With just under 4000 units in ownership, the property fixed asset base of the Association has shown the 
following growth over the last five years: 
 

 Table 3: Unit Numbers and associated cost 

 31.3.12 31.3.13 31.3.14 31.3.15 31.3.16 

Cost,net of 
deprect'n. 
(£m) 

174 176 179 179* 180 

      

Owned 
Social 
homes 

3,681 3,723 3,742 3,780 3,810 

Leased 
Social 
homes 

    68    57    53     51     42 

Non Social 
homes 

    86    85    85     85     85 

Total no. of 
homes 

3,835 3,865 3,880 3,916 3,937 

* restated under FRS102/Housing SORP. 2015/16 figures also in FRS/SORP compliant format.  
 
46% of the Association's homes were unencumbered (from a bank security point of view) as at the financial 
year end. Accordingly there is, within the constraints of current funding covenants and within the parameters 
of a measured development programme, annually approved by the Board, plenty of opportunity to lever in 
further borrowing that can be used to spend on the Association's priorities in line with its Corporate Plan. 
The 2012/17 Corporate Plan had a development programme based on building or acquiring 200 new homes 
over a rolling 5 year programme.    
 
Previous VFM self assessments have detailed several of the proactive asset management decisions that 
had been taken in recent years e.g. development/acquisition of new units, proposals to sell a handful of 
troublesome properties, hand back of leasehold properties in North Yorkshire. This culture of proactive 
asset management continued in 2015/16 with key decisions being supported by business cases and, as 
necessary, appropriate support from the Association's Development Sub Group and/or approval from the 
relevant authorising body e.g. the Board. An example of such a decision in 2015/16 was to renew a lease 
on a large leasehold property rather than hand it back to the owner.   
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Table 4: Summary of key asset changes and / or decisions  

 

Unit 
Numbers 
2013/14 

Unit 
Numbers 
2014/15 

 
 

Unit 
Numbers 
2015/16 

2015/16 Gross 
Spend or 

Disposal receipts 
(net of expenses) 

New, completed S106 units for rent 17 19 23 £1,355k 

New, completed  s106 units for shared 
ownership  

16 13 20 £1,277k 

Further units as WIP as at 31.3.16 N/A 40 61 £   364k 

Completed own build units for rent 8 6 0  

Completed disposal of  units  
(15/16 – 6 staircased,8 outright & 1 RTA) 
(14/15 -5 staircased and 4 outright),  
(13/14  -5 staircased, 2 outright & 2 RTA)) 

9 

 
9 

 
15 

 
 

£1,330k net of sales 
costs 

Disposal of units - for sale as at  year end 0 3 0  

Handback of leaseholds - completed 
Under notice of return as at  year end 

1 
1 
8 

9 
3 

New leases of commercial units 0 2 3 

Allocation of land sites from Leeds City 
Council 

 7 0 

Allocation of s106 sites from Harrogate 
Council 

 3 0 

Bid to HCA for AHP 2015/18 programme  40 units n/a 

 RTA = right to acquire. 
 

In the four years of the Corporate Plan period the total net proceeds from disposals of sundry properties is 
£1,858k (three years to 2014/15 - £923k). These monies have been recycled within the Association 
specifically “topping up” the funds required for the new build/acquisition programme by reducing the amount 
of borrowings taken.  As at March 2016 the prediction was that 199 (previously, as at 31.3.15 - 225) homes 
will be acquired or built over the five year period up to 31st March 2017 thus almost meeting our corporate 
plan target of 200 over five years. The lower number  compared to the estimate made a year prior is due to 
slippage on S106 schemes, where delivery on units is dependent on the developers themselves. 
 
Capitalised expenditure on housing units, comprising of planned maintenance programmes of windows, 
doors, kitchens and similar (including curtilage and  insulation works) was £2,913k in 2015/16 (£2,619k in 
2014/15). Such planned maintenance expenditure is based on a stock condition survey that was carried out 
by Savills in 2011. The expenditure is capitalised on the Association's balance sheet. Effective procurement 
of all such items as well as efficient planning, delivery and careful budget management of the programmes 
themselves are key requirements in helping ensure an end result that has been VFM not only from a cost 
point of view but also from a customer satisfaction point of view.   
 
To further enhance understanding of the Association's asset base, a third party model (“4 point 2”) was 
acquired, in March 2015, to aid understanding of the return on assets.  The ARM (Asset Return Model) 
project team was established internally and initial results were reported to the Board in March 2016. The 
model looks as such things as net present value, historic cost, social factors and other performance 
indicators (PIs). The model has been used to review the performance of stock that is geographically remote 
and has helped to challenge previous assumptions about that stock’s performance, such that the Board, in 
March 2016, reversed a previous decision to dispose of some outlying stock in Wakefield.  
 
The model is also being used to sense check the formulation of planned maintenance programmes to 
ensure that stock is known to be sustainable before substantial sums are committed. It is planned to 
repopulate the model in the Autumn of 2016 following the completion of a new stock condition survey over 
the summer months of 2016. This will provide an opportunity to further refine the operation of the model to 
aid in strategic decision making in relation to the future of the housing stock. 
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Procurement 
 
The Association's Procurement and Contracts Coordinator continues to play a pivotal role within the 
Association, working with staff from many departments on small and large procurements.  The procurement 
of major items above the relevant EU limit are often via Frameworks established by procurement consortia. 
The Association was a founding shareholder of Procurement for All Limited (PfA) in 2002 and remains 
heavily involved with the company, but other consortia are used from time to time.   The annual membership 
cost for PfA in 2015/16 was £13.3k (inc. VAT) which was equivalent to a 0.63% fee on the £2.1M total spent 
on commodities bought through the PfA frameworks. This 0.63% fee compares very favourably to other 
consortia costs which average from 2 - 5 %. (2014/15 £13k/ 0.3% on £4.4M spend - this was a lower, i.e. 
better, percentage because the spend included the last year of the Responsive Repairs and Void (RR&V) 
contract through PfA). 
 
Total savings achieved through procurement activity for the 2015/16 year (whether negotiated in, or prior 
to, 2015/16) was £312k (incl. VAT) (2014/15 £489k). During the year several large new contracts were re–
procured, many through PFA. All have resulted in savings for the future as compared to current prices. The 
anticipated savings for 2016/17 are £283k of which £264k has arisen from new contracts tendered or 
negotiated during 2015/16. See the next table for some examples.  
 

Table 5: Some examples of procurement savings (either negotiated or falling) in 15/16 or after 

Date  Area 
Actual Saving 

£ 2015/16 
Est. Saving £ 

2016/17 
Detail 

     

Mar 14 & 
Mar 16 

Gas Auditing 1,750 1,750 

Saved 11.76% on Gas Quality Audit 
rates based against framework rates. 
(£5 saving per audit x approx. 350 
Audits per annum). 2 year contract. 
Renewed March 2016 

Sept 14 
Communal 
carpets 

30,886 19,377 
39% saving on prices procured via mini 
tender (Summer 14) cf. to framework 
prices. 

June 15 Roofing 39,000  
New – 8.9% cheaper than the next 
tender received 

Autumn 15 
Kitchens & 
bathrooms 

 94,761 
Based on estimated number of installs 
at new price cf. to old price 

Autumn 15 
Boilers 
 

 64,979 as above 

Autumn 15 
Windows & 
doors 

 44,410 as above 

Jan 16 Decorating  24,000 Est 8.8% saving as cf. to past prices 
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The Balanced Score Card  

The Association's key tool for measuring and monitoring performance across the organisation is the BSC. 
This tool is well embedded in the organisation having been in place for 10 years, but each year 
necessitates a fresh review of the Critical Success Factors (CSF) and the actual target figures. Teams 
set their own scorecard measures at a team level, ensuring that they contribute up to the top level 
corporate measures which are reviewed by the Leadership Team monthly and which are reported to every 
Board meeting. For 2015/16 there were 14 CSFs, each of which had many sub measures. Each team 
scorecard contained their own VFM measure.  
 
Overall, BSC performance results for 2015/16 were positive, with nine green, 3 amber and 2 red.  Value 
for money was again an overall amber result. This arose from the average of the 10 sub measures within 
the VFM CSF being 1.3, which was below the required 1.5 average on which a green result was 
predicated. Three 4th quartile (red) sub measures, all from Housemark 2014/15 results (two being from 
planned maintenance and repairs and the other one being for IT overheads) were the factors that pulled 
the average down. This is because the costs in these areas were higher than the median. The higher 
costs were all budgeted for i.e. planned. See page 16 for some Housemark comparative data.  
 
The two red BSC results were in respect of “new & existing homes at best affordable standard” (where 
customer satisfaction results on the installation programme of planned works were below standard due 
to a combination of low returns and poor delivery by a contractor) and  the “preferred employer” indicator 
(where staff turnover and overall  (long and short term) sickness pulled the result down). 
 
Data Analysis of VFM 

Self assessment of actual VFM performance is analysed at Leeds Fed on three bases: financial 
performance, process efficiencies and customer satisfaction, with comparison being made to third 
parties as appropriate.  The Performance Indicators (PIs) and comparators, for these three bases, come 
from a number of sources, including the internal BSC results referred to above and Housemark. When 
the comparisons are against other housing associations, then as far as possible sensible peer group 
comparators are used e.g. for Housemark the benchmark group is a Northern peer group.    
 
Previous narrative referring to BSC results (page 4-5 and above) has already given some commentary 
on financial, process and satisfaction measures. The data, graphs and narrative in the next seven pages 
portray some further key indicators.  
 
Financial Indicators substantiating financial performance 

The following graphs show some historic key financial indicators as at 31 March year ends. 
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The Return on Housing Assets figure has been further analysed into three sub categories:- 

 

Table 6: Return on Housing Assets Analysis 

 General needs including agency & 
older persons 

Shared ownership Non-social i.e. market rent and 
student properties 

£ k/ y end 
March 

2013 2014 2015 2016 2013 2014 2015 2016 2013 2014 2015 2016 

Operating 
surplus 

3,906 3,589 3,988 5,431 145 155 201 286 423 437 93 398 

Average 
capital value 
of housing 
assets net of 
grant 

55,963 57,215 59,014 61,478 2,775 3,267 3,902 4,602 2,655 2,576 2,509 3,011 

             

% return on 
assets 

7.0 6.3* 6.8* 8.8 5.2 4.7 5.2* 6.2 15.9 16.7 3.7* 14.5 

             

Adjusted op 
surplus 

3,906 4,162 4,879 5,431 145 155 205 286 423 437 425 398 

Adjusted 
Return 

7.0 7.3 8.3 8.8 5.2 4.7 5.3 6.2 15.9 16.7 16.9 13.3. 

 
* Distorted by spend on fire protective works over two year period, hence adjusted to show a clearer trend. 

 Note that the prime source of the 2016 data is from these 2015/16 statutory accounts that are FRS/ SORP compliant and 
whilst some minor adjustments have been made to the 2015/16 figures (e.g. re pension deficit payments) the figures are not 
a totally exact comparator to the prior year but they are within the realms of reasonableness. 
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Following four years of good rent rises, the 
average rise in 2015/16 was 2.2% (2014/15 - 
4.2%). In addition revenue increased due to 
new units coming on stream which more than 
compensated for a reduction in supported 
housing income following the withdrawal 
from various contracts mid-year. 

The total operating surplus has increased 
substantially due to the increased income and 
significantly reduced expenditure on major 
repairs, plus the halt to social investment 
programmes mid 2015/16. There is a slight mis 
-match between 2014/15 and 2015/16 results 
due to the new, FRS, accounting format. 
 

Net interest costs are almost identical in 
2015/16 to the prior year at just under £2.3m. 
However the better operating surplus in 
2015/16 results in the significantly higher 
interest cover percentage. [simple calculation 
basis] 
 

Whilst the asset base has grown during the year by 
approximately 7%/£5m, the relatively larger rise in 
the operating surplus arising from solely housing 
activity of 43% /£1.9m means that the return on 
housing assets has increased from 6.5% to 8.8%, a 
35% rise. 
 
 

8.2%
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This analysis shows that social housing and shared ownership have delivered better returns than the prior 
three years, primarily due to better cost control and new units coming on stream, whilst non social rents 
have shown a drop in return which is due to higher than usual voids in the student properties during 2015/16. 
The latter is expected to reduce during 2016/17 due to the proactive decision to hand the student properties 
(which are a relatively small number of homes of a specialist nature) over to a managing agent. 
 
 
Comparative Costs substantiating financial performance: Housemark & Global Accounts 

Housemark 

The Association submitted the 2014/15 data to Housemark in late Summer 2015. Lateness of publication 
of the annual costs results (with a sufficiently meaningful cohort of other subscribers) means that there is 
always a time lag in review of the Housemark Figures.  The 2014/15 results were taken to Performance 
Committee in November 2015. Analysis was against a Northern peer group of Housing Associations with 
comparator numbers ranging from some 15-35 others depending  upon which indicator it was. 

Table 7: Summary of Some Key Comparative Costs from Housemark Northern Peer Group (CPP = cost 
per property) 

 

Business 
Activity 

Cost KPI 
 

2010/11 2011/12 2012/13 2013/14 2014/15 

Overheads 
Overhead costs as % 
of adjusted turnover 

1st Quartile 
(10.8%) 

1st Quartile 
 (10.4%) 

1st Quartile 
 (11.27%) 

2nd Quartile 
 (11.94%) 

 
 

2nd Quartile 
(12.4%) 

Major works & 
Cyclical 
Maintenance 

Total CPP of Major 
works and cyclical 
maintenance  

3rd Quartile 
(£1,165) 

4th Quartile 
(£1,299) 

3rd Quartile 
(£1,312) 

4th Quartile  
(£1,596) 

 
 

4th Quartile 
(£1,665) 

 RR&V 
Total CPP of Resp 
Repairs and Voids 
Works  

1st Quartile 
(£650) 

1st Quartile 
(£611 

2nd Quartile 
(£722) 

3rd Quartile 
(£798) 

 
 

3rd Quartile 
(£846) 

Housing 
Management 

Total CPP of Housing 
Management 

1st Quartile 
(£343) 

1st Quartile 
(£361) 

1st Quartile 
(£404) 

1st Quartile 
(£434) 

 
1st Quartile 

(£485) 
 

Rent Arrears 
CTA % of rent  
recv'ble  (all social 
incl agency)  

3rd Quartile 
(4.2%) 

2nd Quartile 
(3.81%) 

2nd Quartile 
(3.85%) 

2nd Quartile 
(3.7%) 

 
 

Median 
(3.5%) 

 
Only rent arrears changed quartile, hitting the median point in 2014/15. This is despite a better (lower) 
arrears figure compared to prior years. The movement is probably reflective of the increasing focus on 
arrears collection made by all Associations since the advent of Welfare Reform. Whilst overhead costs 
continued to be 2nd quartile, a good result, this masks healthy first/second/second quartile results on 
premises/finance/central overheads respectively and, once again, a fourth quartile result on IT. The latter 
is due to the ongoing investment in this area with mobile technology facilities being developed during the 
year.  
 
With respect to the Responsive Repairs & Voids (RR&V) indicator staff continue to try to control these costs 
whilst meeting targets for service delivery. 2014/15 saw the advent of a price per void pilot with the 
contractor which was carried on into 2015/16 as year 1 of the new RR&V contract. This did generate savings 
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for the Association during the year, but to an extent that was not acceptable to the contractor and so April 
2016 has seen, after much negotiation, a reversion to a Schedule of Rates (SOR) pricing model for voids. 
 
Re using Housemark as a benchmarking tool, the decision was made by the Board, in December 2015, to 
cease using Housemark as it was not felt to be value for money in itself.  In addition, with the vagaries of 
changing operational structures and activities across most Associations during late 2015/16 and into future 
years, as a result of the rent cut, it was felt that comparability amongst a Northern peer group would be less 
accurate. It was also known at that time that the HCA paid heed to certain figures in the Global Accounts, 
a publication produced annually by the HCA based on the regulatory financial returns of all providers with 
more than 1,000 homes. The Board decided that going forward Global Accounts will be used as a 
benchmark for certain cost parameters. This decision was later proven to be apposite with the issuance, in 
June 2016, by the HCA of individual letters to each housing provider with certain cost indicators 
(individualised vs. median) taken from the 2014/15 Global Accounts publication. 
 
Global Accounts Comparison 
  
The 2014/15 Global Accounts (GA) analysis, published in February 2015, was based on 332 providers, 
split between traditional housing (170) and stock transfer associations (162). Totals wise, this represented 
more than 95% of the sector’s stock. 
Whilst Leadership Team (LT) have a fuller analysis of key indicators from the Global Accounts analysis, the 
key ones that will be focussed on by Board  (through BSC reporting) and LT are: 
 

Table 8 GA 
13/14*1 

GA 
14/15 

 LFHA 
13/14 

LFHA 
14/15 

GA median *2/ 
quartile result 

14/15  

LFHA 
14/15 *4 

LFHA  
15/16 *3  

Board review:         

Management cost 
per unit £ 

1,040 1082  1,030 1,077 950*5/Q3 994 1,028 

Total repairs cost 
per unit  £ 

1,707 1,783  2,313 2,270 1,780/Q3 2,270 2,144 

         

LT review:*6         

Interest as % of total 
loans at year end 

4.8 4.8  5.8 5.6  5.6 5.6 

Operating surplus 
as % of turnover 

26.1 27.9  21.9 21.3  24.5 31.8 

EBITDA MRI 
Interest cover % 
social housing only 

148.9 139.2  128.3 158.5  185.6 226 

Gearing % *7 72.1 73.8  30.7 32.4  31.8 30.3 
*1 – All  GA  figures in the table are just for the traditional housing association cohort only 
*2-   GA median/quartile taken from HCA letter to the Association June 2016 
*3 - from 2015/16 statutory accounts i.e. new FRS/SORP compliant format.  
*4 - 2014/15 figures are re-stated 14/15 figures in new FRS/SORP compliant format. 

*5 – some minor discrepancy between the £950 in the HCA letter as cf. to the £1,082 in the actual GA 
publication.  

*6- actual definition of these indicators not given by HCA in their GA publication 
*7 – LFHA calculated as total loans divided by capital grants plus reserves 

 
Gearing is well below the average for the sector tying in with the comment on page 10 above about the 
unencumbered stock units. As such there is plenty of scope to gear up further, by using the unencumbered 
stock as security for further loans, in order to deliver an enhanced development programme which is a key 
plank of the new 2016/21 Corporate Plan.  
 
The operating surplus (as a percentage of turnover) was below  the  GA average for traditional housing 
associations in 2013/14 and 2014/15 but has trended up in 2015/16, in line with the commentary on the 
operating surplus on pages 15 and 16. This operating surplus includes surpluses on shared ownership 
sales which, if substantial, is likely to enhance the percentage as compared to associations with few or no 
such sales. The Association had a net surplus from shared ownership sales of £620k in 2015/16 (prior year 
£459k). 
 
An element of the higher than average total repairs costs (also highlighted in the Housemark analysis on 
page 16) will also be a part contributory factor to the lower average surpluses. Total repair cost per unit 
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includes all routine, planned and major repair costs – some of which is expensed in year and some of which 
is capitalised.   
 
Whilst Leeds Fed’s routine and planned maintenance costs for 2014/15 are almost on the GA average that 
is not the case for the major repair element. Some of the higher cost per unit in this area is due to the 
agreed spend on energy and curtilage initiatives in 2013/14 and 2014/15 (rounded  £0.5m p.a.), along with 
significant spend on fire protective works of just over £1.5m over that two year period. 2015/16 saw the tail 
end of fire works with only minimal expenditure (£69k) during the year. 2015/16 still saw similar amounts of 
spend on energy and curtilage initiatives as compared to the prior  year, but the energy spend was less  
than it would have been if the rent cut announcement had not taken place. See page 20 for further 
commentary.  Both the repairs and the operating surplus indicators will be subject to further scrutiny during 
2016/17. 
 
Data substantiating process efficiencies 

Several of the most critical process efficiencies are shown in the table below.  

Table 9:  Process Efficiencies 

Process Efficiency Cost KPI 

Performance KPI/Housemark Quartile Position/ 
other measure 

2011/12 2012/13 2013/14 2014/15 2015/16 

Void turnaround 
(CORE definition - 
social) 

Average relet 
days 

21.1 19.7 27.06 23.84 17.36 

Average calendar 
days taken to 
complete repairs  

Actual No. days 
(all categories of 
repairs  & 
maintenance 
incl. gas) 

Quartile 2 
(7) 

Quartile 2 
(7) 

Median 
(8) 

Quartile 
2 

(6) 
 7.04 

First time fix 

% of repairs 
completed at 
first visit  (all 
categories of 
repairs and 
maintenance 
incl. gas) 

Quartile 2 
(90.1%) 

Quartile 3 
(88.8%) 

Quartile 3 
(90.1%) 

Median  
(91.3%) 

91.0% 

Developing a mobile 
working module for 
customer service 
visits  

Number of CSVs 
carried out 
annually 

- - - 1344 1030 

 
Significant attention continued to be paid to void turnaround for social properties during 2015/6 resulting in 
a pleasing, better result once again, after the poor performance in 2013/14, beating the target that was set 
for 2015/16 of 22 days. The two repairs process indicators show good performance and whilst the average 
calendar days for completion has risen slightly it is still within the target average of 8 days for completion 
of non- emergency repairs by the contractor and as such is more than acceptable. The move to just two 
categories of repairs, in the new contract, from April 2015 has simplified tracking and reporting. 
 
Commentary on the dip in CSVs can be read on page 22, which comments on the outcomes of the 2015/16 
action plan. 
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Data substantiating Customer Satisfaction 
 
Customers are at the heart of everything Leeds Fed does. Hence customer satisfaction results are very 
important to the Association as they help inform and influence both operational and strategic decision 
making. Customer satisfaction results are reviewed internally by staff and by the Board's Customer Service 
& Performance Committee. 
 
The Association gathers and compares satisfaction data using a number of methods including internally 
designed customer insight surveys and the UK Customer Satisfaction Index (UKCSI). The use of UKCSI 
commenced in February 2012 when the Association decided it wanted to benchmark itself against a wider 
range of customer service organisations than just housing providers alone.  
 
As the UK's national measure of customer satisfaction, the UKCSI enables benchmarks to be obtained 
against those housing associations who also participate in the UKCSI (around  120 providers) and also 
against approximately 1000 other  companies (from many different sectors) who participated in the UKCSI 
in 2015/16. In order to allow for continued benchmarking of customer satisfaction via Housemark, the 
Association has also continued to track performance against the STAR measures defined by the NHF. 
 
At 31.03.2016 Leeds Fed continued to show high levels of customer satisfaction on UKCSI and STAR as 
follows:- 
 

Table 10 
 

UKCSI  - Leeds Fed 
Overall Satisfaction 

March 
2013 % 

March 
2014 % 

Target 
2015 % 

Actual 
31.3.15 

% 

Target 
2016 % 

Actual 
31.3.16 

 
73.6 

 
78.2 

 
>=77.0 

 
81.7 

 
>=80.0 

 
80.5 

 

Housemark  STAR 
Measures 

31.3.10 
% 

31.3.13 
% 

31.3.14 
% 

31.3.15 
% 

31.3.16 % 

How satisfied are 
customers that their rent 
provides VfM 

69.0 79.2 79.4 80.8 
 

93.3 

How satisfied are 
customers that service 
charges provides VfM 

Not asked  74.4 76.1 77.7 

 
66.0 

Customer Satisfaction with 
rent and service charges 
as a whole 

Not asked  74.4 75.4 76.1 80.2 

Overall satisfaction  with 
Leeds Fed 

78.4 83.4 85.8 87.9 
 

86.6 
 

 
At 80.5% Leeds Fed's UKCSI score for 2015/16 is ‘mid second quartile' when compared with other 
participating housing providers and ‘upper third quartile when compared with all sectors of the economy. 
80.5% is above the UK national average for customer satisfaction of 77.0%.   
 
When looking at some specific sectors Leeds Fed ranks ahead of Finance/Banks (78.0%), Telecomms 
(72.6%) and Transport (73.5%) (to name a few) and pleasingly this year remains ahead of Leisure (79%) 
and Tourism (79.7%). The score of 80.5% was based on detailed responses from 600 customers over the 
2015/16 year. 
 
There has been a drop in satisfaction with the value for money offered by service charges, coupled with a 
corresponding increase in satisfaction with the value for money offered by the rent. The dip in the 
satisfaction with the service charge element might be due to more accurate financial recording of costs that 
have to be recharged to tenants and a continuing need to maintain a strong focus on communal area health 
and safety, e.g. frequent fire equipment and emergency lighting testing.   
 
A third measure, in which customers are asked about their satisfaction with the value for money offered by 
the rent and service charges combined shows continuous improvement since 2013. This may indicate that 
the distinction between the net rent and any service charges is less important to customers than the value 
for money delivered against the gross figure paid. 
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The UKCSI data also continues to provide better insight into what is important to customers. By comparing 
the perceived level of importance of each service element with the actual customer satisfaction ratings for 
the same element, it is possible to produce a gap analysis. This identifies where the greatest differentials 
are between customer expectations and actual outcomes, and hence identifies where service improvement 
activity is likely to have the greatest return. 
 
Some key points from the analysis of 2015/16 data are: 

 Safety and security in and around the property is the most important service element from a customer 
perspective, followed closely by the emergency repairs service.   

 Customers are increasingly satisfied that their rent represents value for money 

 The greatest opportunities for service improvement (i.e. the largest gaps) continue to focus on 
communication (‘keeping promises & commitments made’) and complaint handling (‘how problems are 
dealt with’). 

 

Table 11: Largest Satisfaction/Importance Gaps 
March 
2013 

March 
2014 

March 
2015 

March 
2016 

Gap re how problems are dealt with 46.5% 44.8% 39.0% 42.5% 

Gap re keeping promises & commitments made 21.4% 21.3% 16.8% 17.2% 

Gap re safety & security in & around property 20.4% 20.3% 16.5% 16.5% 

 
The Association continues to encourage staff to respond promptly and professionally to tenants on all 
service matters and when dealing with complaints and embedding of the five Zenith behaviours amongst 
staff, introduced in late 2014/15, continued during 2015/16. 
 
 
Environmental and Social Gains  

Energy related initiatives and social investment related initiatives 

The VFM self assessment for 2014/15 had sections on these then expanding areas of work. As referred to 
on page 8, as a result of the review of the business during Autumn 2015 in response to the rent cuts,  
savings of around £1.5m per annum had to be found. Energy and social investment initiatives were two 
areas that were significantly cut, with activities being  wound down in the second half of the financial  year.  
 
Energy related initiatives underway mid year were completed, e.g. the external insulation of 13 non 
traditional build properties and 10 units had internal wall insulation (IWI) installed. In respect of energy 
works a reduced budget, of £120k p.a. continues in the Business Plan specifically for IWI. Despite the 
curtailed energy budgets, there has still been an increased trend on the average SAP rating, with a 2015/16 
year end figure of 74 (2014/15 73). 
 
In respect of the  social investment activities, the flagship project was HUGO (Helping You Get On Line) 
which was delivered through various training suites/locations including an in-house room, a mobile bus and 
a canal boat. The bus, which had been fully depreciated, has been gifted to a new Community Interest 
Company specialising in employment and skills activity and the computers that were used in digital inclusion 
work have been donated to organisations who were partners in the programme, including Age UK and the 
Belle Isle Tenant Management Organisation. All the social investment initiatives had ceased by the end of 
March 2016.  
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Communication to Stakeholders  

Communication with staff and board members has already been covered on pages 8 and 9 by reference to 
their involvement activities. Other forms of communication to other stakeholders include: 
 
The Annual General Meeting - the 2015 AGM,  in  September, had an attendance group of  91 people 
which was made up of:-   
 

 
 
The Annual Report – the Association followed a value for money approach to the 2014/15 annual report, 
produced in Autumn 2015, by developing a series of short videos of customer and staff stories which were 
promoted via social media. These were placed on a blogsite that had been created for the previous year’s 
report which itself offered VFM. 
 
This year, the information available to customers was increased and there was a separate section on VFM 
which detailed the ideas that staff had come up with and how much money these had saved Leeds 
Federated. An overview of the VFM savings was also included in the financials video along with a 
breakdown of how each pound of Leeds Federated’s income is spent. 
 
Website – a page about VFM was added to the website which explains the Association’s robust financial 
approach as an organisation. 
 
Ideas Lab – In February 2016 an online space called the ‘Ideas Lab’ was launched on the internal intranet. 
It is a place where staff can give their views and ideas for changes happening across the business as 
different ways to work smarter, improve efficiencies and save money are looked for. This   ideas lab is a 
new way of working with staff to help ensure that they continue to be focussed on VFM, with one aim being 
to continue to encourage them to come up with ideas of how they can save money across the business. 
 
Living It magazine – articles  continued to be run with a focus on helping customers adopt their own 
approach to VFM on a range of areas, from the food they buy to getting better deals for services such as 
utilities. This has been combined with information about the support Leeds Federated can offer for any 
customers who are struggling with their own finances.   
 
  

2%
20%

19%

8%
18%

33%

Councillors

Contractors /
Partners
Shareholders (inc
Board members)
Other

Tenants

Staff
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Progress Against last year's VFM Action Plan 

In the 2014/5 VFM self assessment several areas of the business were outlined as part of the continuous 
improvement approach for VFM. These areas have been reviewed:- 
 

 

Area 

Efficiency, 

Money or Other 

Target 

Target Start or 

Completion date 

Progress by  year end 31.3.2016 

ARM model – 

results 

evaluation and 

actions 

Better evidence on 

which to base  a 

more proactive 

asset 

management 

strategy 

Detailed analysis 

Summer/Autumn.  

Report to Board 

December 2015 

Model implemented & populated on timeline. 

Board members educated re model at Customer Service & 

Performance Committee in November 15. 

Evaluation report/some actions to March 2016  Board 

Implement 

actions from 

the results of 

the March 

2015 VFM 

survey  

 

Enhanced 

awareness of VFM 

across staff 

Action plan agreed 

at June 15 VFM 

Group.  To be 

implemented by end 

Dec 2015 

Staff survey made 2 recommendations :- 

(1) Improve feedback from the VFM Group meetings  

(2) Improve how VFM initiatives are logged. 

Following each meeting, a Core Brief is now issued to VFM 

Champions to communicate with their teams.  

New VFM Business Sense log  was created & placed on a 

refreshed VFM  area of  the intranet 

New RR & V 

contract open 

book 

accounting   & 

efficiency 

analysis 

Services to be 

delivered in line 

with new contract. 

KPIs within 

contract to be met. 

Half year report to 

December 2015 

Board 

No formal report sent to Board but updates given on 

performance. RR&V contract varied in March 2016 to revert 

back to ‘all inclusive’ SoR from April 1st 2016. Performance  

for repairs/void turnaround satisfactory.  

Analysis undertaken of most used/most expensive 

components and/or expensive work areas: composite doors, 

showers, extractor fans, guttering/roofing, fencing/curtilage, 

drainage. Has led on to initiatives in 16/17 

Mobile 

Working 

Solution 

(Origin) – 

Further 

development 

of the Origin 

software 

requires a 

business case 

for each new 

item of 

functionality 

Improved capacity 

to do customer 

service visits 

(CSVs) by front 

line customer 

service staff. 

Investment in the 

Origin system  is 

expected to 

reduce the cost 

per visit from £23 

to £16 and enable 

a 37.5% increase 

in the number of 

visits completed 

annually 

37.5% increase 

(1848 visits 

annually, vs 1344 in 

2014/15) effective 

from 01/04/15 

A solid mobile platform has been built to enable Leeds Fed 

to take the service to the next level. The system delivery 

continues through the Application Roadmap Board approval 

process and is in line with the new Corporate Plan. 

The development of the Customer Service Visit on Origin 

achieved a reduction in the cost of these visits as the time 

taken to do the visit and associated follow up work reduced 

from an average of 108 mins to around 60 mins.  This reflects 

the anticipated savings on per visit costs.  However the 

predicted increase in number of visits undertaken was not 

achieved due to staffing changes and resource issues during 

the course of the year.  1030 visits were achieved in 2015/16.       

 

Management 

accounts out 

in a more 

timely manner 

& mini trading 

Enhanced 

financial 

understanding by 

budget holders & 

hence better 

Survey of 10 budget 

holders in qtr 2 and 

qtr 4 of the year 

Only one survey done – in February 2016. Survey results 

showed that: 

 Staff receiving the new trading account for community 
spaces found the information helpful to control their 
budgets. 
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accounts  for 

community 

spaces team 

overall financial 

control 

 The training on the maintenance invoices/ commitments 
had improved understanding of the accounts 

 Additional staff needed to receive sections of the 
management accounts pack  

 Additional training was needed, due to staff changes, 
specifically on service charge monitoring and 
understanding of the bad debt provision  

Energy – 

evaluation of 

IWI project  

and  new SAP 

measure 

minimum of 20 

properties to have 

IWI and reach 

SAP of >=72 

End of year report to 

May 2016 Board 

The Association achieved the following energy related 
outputs in 2015/16: 

 Mid Green work to 138 properties, including 113 
Green Doctor interventions 

 LED lighting to 6 new schemes 

 Roof insulation (including room in the roof insulation) 
to 50 properties re-roofed by the Association 

 Internal Wall Insulation to 10 properties  

 EWI to 13 ‘non-traditional’ properties 

 The association’s average SAP score moved to 74, 
with 100 existing properties moved from EPC D or 
below to C and above. 

Report went to CSPC May 2016 

Evaluation of 

expanded 

apprentices 

scheme 

(commenced 

2013/14)  

cost benefit and 

social impact 

analysis to be 

done 

By  January 2016 

The expanded apprenticeship scheme from 2013/14 saw 
opportunities in Customer Services, Horticulture, IT and 
Digital Inclusion / Customer Service.  
2 apprentices  are still completing their programme , in IT and 
Digital Inclusion / Customer Service.  
A further 3 apprentices gain have been helped to gain 
successful employment. The Customer Services 
apprentices have both successfully gained employment with 
other local housing providers, one moving on to become a 
Housing Assistant and the other a Customer Service 
Advisor. The horticulture apprentice was successful in 
gaining employment within the Association’s gardening team 
which also saved on recruitment costs / time.  
Funding of circa £3k was received from Leeds City College 

as there were reimbursements for organisations taking 

apprentices.   

Website and 

customer 

portal (My 

Account) 

specific targets 

being developed 

during the year , 

likely to include 

number of 

registrations and 

proportion of 

transaction carried 

out on line 

 March 2016 

The first phase of the website and My Account are complete. 

This will enable Leeds Fed to define what the next phase will 

be and during  2016/17 specific targets can be identified in 

support of the digitalisation shift of customer accessing 

services on-line as the preferred method. 
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TABLE OF VFM ACTIONS FOR 2016/17 
 

Activity Target Timeline 

Repairs initiatives including:-  bundling  of doors, drain 
surveys, hedgehog wire installations in gutters; 
consideration of lettable standard 

Save 12% per door 
installed via the 
batched approach. 
Save 5% based on 
audit checks of drains 
and the potential to vary 
down quotes received 
as a result. 
10% saving on gutter 
clearances over a 3 
year period on 3 trial 
schemes. 
Consider options for 
varying lettable 
standard – 5% saving 

Begin 2016/17 Q1 
 
Review savings end 
Q3 
 
 
 
 
 
 
 
 
 
By end 2016/17 
 

Challenger Panel review of local offer and service 
standards 

A restated offer with a 
focus on affordable 
quality 

December 2016 

Further major enhancements to the online service 
offer (MyAccount) to enable a conscious shift of 
transactions away from higher cost channels during 
2017/18 

40% of repairs 
transactions online by 
March 2018 

Enhanced My 
Account fully enabled 
(March 2017) 
Do it online 
campaign through 
2017/18 

Marketing of surplus space at head office made 
available as a result of investment in mobile 
technology and streamlining of business during 
2015/16 

£40k additional income 
(annually) with effect 
from April 2017 

Ground Floor office 
marketed from 
September 2016 

Further education and training of budget holders  Budget holding staff 
more knowledgeable 
about accounts 
generally and about 
how to monitor budgets. 

Through out the year 

 
In conclusion, this robust self assessment has set out how Leeds Federated has worked to achieve value 
for money during 2015/16 in delivering its Corporate Plan. The assessment has clearly demonstrated (e.g. 
by evidencing an understanding on the use and return on its assets, effective management and scrutiny of 
performance and costs, and a board led strategic approach to VFM) the Association's compliance with the 
HCA's economic standard on Value for Money. 
 

 


