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Viridian Housing
Corporate strategy
2010-13
Quality Homes: 

For you to make the most of your life
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1.
EXECUTIVE SUMMARY
Viridian Housing are one of the UK’s leading providers of affordable housing and currently provides over 16,500 homes from the Midlands to West Sussex. Those homes include a very broad range of different types of housing. We touch the lives of approximately 25,000 people. 
Viridian is an old organisation with a new spring in its step. We developed a reputation over the last 60 years as an organisation that always cared but which more recently lacked focus. Over the last two years, we have very consciously transformed ourselves into a new organisation that has renewed its original values. 

We want our housing to enable our customers make the most of their lives. Our focus is to work in partnership with our residents to provide help to transform their lives. 

We judge what we do by its social impact. We recognise that some of what we and our sector have done in the past has not had effective social impact.

In a country in the midst of a financial crisis, we must show that what we do achieves the greatest social impact for the lowest investment. The social impact we target is to enable our residents:
· Independence – working with our residents so that they become and stay as independent as possible

· Active Citizens – working with our residents so that they become active citizens in their neighbourhood and society more widely. 


We wish to avoid being bureaucratic, yet stay accountable. We commit that our focus on quality of life will mean that we will genuinely listen to our customers so that we change our housing product to maximise the quality of life that our customers can achieve.
We will not achieve this change overnight and we recognise that we still have a distance to travel, but we think that clarity about the social impact we are targeting – quality homes enabling our customers achieve quality of life – will help us arrive there faster. 
During the period of this plan, our priorities will be to deliver quality of life through:

· Excellence in service that is focused on the needs of our customers and on maximising customer satisfaction and choice; and
· Efficiency that frees our resources to improve our services and deliver more homes; and which frees society’s resources by focusing on outcomes that maximise independence from welfare; and

· Focus that will reduce the geographical spread of our operations and the kinds of housing we offer so that we can become truly excellent in those remaining and grow these effectively.
Excellence - We will improve our service quality by ensuring that all our services are at “2 star promising” or equivalent by 2011. By “2 star promising”, we mean that the strengths of our services must outweigh the weaknesses and that we have convincing plans for how we will further improve in the future. 
Efficiency - At the same time we will achieve financial strength by achieving 125% interest cover and will embed our value for money culture so that our costs reduce to match the upper quartile levels achieved by other housing associations by 2012 and we will audit all of our activities to ensure the greatest social impact. 
Focus- We will continue to concentrate our stock holdings by restricting any growth to London and West Sussex, where we will invest only in those services which have the greatest social impact- general needs housing, supported housing and retirement housing. We have no immediate plans to exit from the non-growth areas. However we expect that in say five or so years that may become an option. That timescale is in place as an indication only. By the end of this plan, we aim to grow those services by at least 4,000 homes from 8,000 to more than 12,000 homes.
This plan is supported by financial projections which show that our debt will decrease from £356 million in late 2009 to approx £331 million by March 2013. Those projections are already fully funded. We have cash and long-term committed loan facilities in place to fund all of these plans. 
The plan sets out our key objectives over the next three years and the background to those objectives. It is supported by comprehensive one year management plans and targets for each department and for individual members of staff. 

2.
OUR PAST AND PRESENT

The people we house
Viridian Housing was founded in 1945 in west London. Although Viridian Housing’ initial objective was to provide housing for elderly and disabled people, it has grown rapidly and has now built up a diverse property portfolio from the Midlands to West Sussex.  Significant recent transactions include the following:

	Transaction
	When
	Number of homes

	Merger with Riverhaven HA
	2005
	2,900

	Private Finance Initiative for Care Homes in Ealing
	2005
	300

	Purchase of Student Housing from Middlesex University
	2006
	1,900

	Merger with Thames HA
	2007
	2,200

	Disposal of Merseyside properties
	2009
	(1,800)

	Net change in size
	
	5,500


As a result, Viridian Housing now manages more than 16,500 homes. The stock breakdown by type of housing is shown below
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The stock breakdown by region is shown below:
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Our Governance
We are controlled by a non-executive Board. The Board has ten members and meets every two months. Day-to-day control of Viridian Housing is delegated by the Board to the chief executive and the corporate management team. 

The Board currently has three committees – 
· Transformation (which monitors the delivery of service improvements, value for money and the strategic disposals)
· Risk and Audit (which monitors internal control, risk and the statutory accounts)
· Remuneration and Nomination (which monitors the remuneration of the corporate management team and the Board and the appointment of new Board and committee members). 
The Board is responsible for monitoring the activities of all group companies. The most significant group companies are:
· Viridian Housing Facilities Management Limited is a non-charitable subsidiary company which provide asset management and maintenance services to the Group. Our Direct Labour Organisation operates through this company. 
· Ealing Care Alliance Limited and Ealing Care Alliance (Holdings) Limited are part-owned companies established as part of the PFI transaction to re-develop the care homes for the London Borough of Ealing. 

· Middlesex First Limited is a wholly-owned subsidiary established as part of the transaction to take over the long-term management and part-ownership of over 1,900 student rooms from the University of Middlesex;

Our Services
Our housing services were assessed by the Audit Commission in 2005 as providing a One Star Service with Promising Prospects for Improvement. Since then our services have improved as shown by the following key performance indicators on resident satisfaction.
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93% of our care services are currently rated at 2 stars or better by the care quality commission. That compares to an average for all providers of 80%.
We aim to improve on all of the above in order to reach a “2-star or equivalent” standard (as defined on page 4) at our next inspection.
Our Staff
We have nearly 1,500 staff and the following tables provide an analysis of 
which businesses and which regions they work in. 
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We have recently been re-awarded the Investors in People Award with flying colours, and this supports our view that high quality, committed staff, who are constantly developed, are the pre-requisite to an effective organisation. We will be increasing our already high investment in training and communication over the period of this plan. 
Our Properties

All of our properties will meet the Decent Homes standard in 2010. We estimate that we will need to spend approximately £70 million over the next five years and £120 million over the next 10 years to continue to meet that standard. We already have the funding in place to fund that investment for the next five years. 
We wish to recover Investment Partner status with the Homes and Communities Agency in the next few months and have received allocations of around £10 million per annum in recent years.  
Our Financial Position

As a result of tighter financial management and despite the very challenging wider economic conditions, our financial position has improved as shown below:

	Year
	Surplus / (Deficit) in £’s million

	2006-7 
	(5.2)

	2007-8 
	(1.6)

	2008-9
	5

	2009-10 (budgeted)
	

9.3


We have a strong liquidity position – we currently have borrowed around £330 million and have committed loan facilities of £487 million. We have cash on deposit (as a result of our recent disposal of our Merseyside operation) of £47 million. Although this will be affected by the pace at which we invest our excess liquidity in the next few years, we do not currently envisage needing to approach the financial markets for further loan facilities for at least 5 years. 
3.
OPERATING ENVIRONMENT

Our plans for the future are based on a sound understanding of the macro environment in which we operate. We set out in the SWOT Analysis Summary in Appendix 1 the key drivers for our business in the next decade.  The central facts of that environment are the UK’s financial position, at both a national and individual level, leading to real impacts on people’s quality of life, particularly among the poor and to a ferocious search by government of any colour to identify any areas where public spending could achieve more for less. 

Our single-minded focus on social impact to help people make the most of their lives will dovetail well with these national priorities. We recognise that we will need to show in all that we do that we are achieving the greatest social impact for the lowest investment. 
4.
OUR FUTURE: MISSION, VALUES, STRATEGY

Mission
Our mission is simple and powerful and is framed around our residents’ requirements:

“Quality Homes: For you to make the most of your life”
In implementing our Mission, we will at all times observe our three cultural indicators:
[image: image9.png]I am customer focused
| listen to my customers and take action
| treat each customer as an individual

| respond quickly and politely

| transform customers’ enquiries into positive
opportunities to help

| deliver what I’'ve promised when I've promised it




[image: image10.png]I am positive
| am decisive

| am keen to take on new challenges

| am enthusiastic and proud to work for an
organisation that makes a difference

| share success

| work to maximise our social impact




[image: image11.png]| listen to and learn from others

| deliver value for money

| keep accurate and up to date information

| can explain how my objectives fit in the big picture

| work closely with other departments

| consider the impact of my actions on our
environment





Strategy
The strategy which follows will guide our work over the next three years. In summary we will
· Improve our service quality to 2 star promising (as defined on page 4) by 2011 and efficiency to upper quartile by 2012 to achieve cost-effective social impact in all that we do. This will be assisted by re-focusing our business and by investing our excess liquidity so that we expand in our growth markets by at least 4,000 units (= Objective)
· Expand only in our growth markets which we define as those 
· types of housing that have the greatest social impact= General needs, supported housing and retirement housing; and
· regions where we are a significant partner for local authorities = London and West Sussex. (together = Scope)  

· Focus on our competitive strengths of 
· Strategic focus on quality of life and social impact
· Geographical density in London
· Market position in retirement housing
· Expertise in supported housing in London
· Maintenance through a direct labour organisation
· Anti-social behaviour services(together = Advantage)
While the above strategy describes what we will do, we recognise that we can do nothing unless we co-operate effectively with key partners (eg local authorities, funders, regulators and other voluntary groups). We will therefore work to ensure that our strategy meshes with theirs wherever possible. 
5.
OUR FUTURE: OBJECTIVES
We will achieve our strategy by breaking it down into key corporate objectives, which are as follows:
Corporate Objective 1: Excellence

We will achieve a 2-star promising (as defined on page 4) or equivalent service standard for all services by no later than 2011. That will be achieved by very close working with the very active group that speaks for all our residents (the National Residents Forum) and with other residents to enable them to set our standards and then help us monitor whether we are meeting them. Central to this relationship with residents will be a focus on delivering real quality of life, minimising bureaucracy and maximising choice. 
In order to achieve this objective, we will focus on the following key activities:

· Involve residents effectively from doorstep to board room; and

· Define with residents exactly what we mean by excellence and agree a medium-term plan of steps to excellence to achieve all aspects of it; and

· Maximise choice for residents; and

· Agree, report on and deliver local standards; and
· Deliver on timetable or earlier all planned maintenance projected in our published five year reinvestment programme; and

· Create an energy management programme in all our properties to assist residents with surging energy costs; and

· Expand Anti-social behaviour management to address resident concerns about neighbourhood security; and

· Create an Active Citizens campaign to encourage all residents to participate more actively in their neighbourhoods; and

· Offer a menu of leisure activities in our retirement housing to enable older residents to stay active for longer; and

· Develop Care Pathways for our older residents; and

· Become one of 100 Best Companies to Work For

· Deliver our Equality Action Plan and ensure that senior staff and Board better reflect the diversity of residents and total staff. 

We will assess progress towards this objective by using the following measures of success:

· % satisfaction from residents in key services; and

· % satisfaction from residents with opportunities to influence us; and
· % of Business Improvement targets met; and

· % of services at 2 star or better; and

· % of cost of service affected by residents’ choices; and

· Average SAP rating; and

· % of properties receiving planned maintenance promised; and
· % of planned maintenance spend as a % of total maintenance spend; and
· % of residents actively involved as Active Citizens; and
· % of older residents regularly involved in leisure activities; and
· % of older residents with Care Pathways; and

· % of staff very satisfied with us as employer.

Corporate Objective 2: Efficiency

We will further develop our Value for Money culture that will move our unit costs from close to the average of housing associations for 2009-10 to the best 25% by 2012. We will therefore achieve consistent financial strength with an interest cover of 125% by no later than 2011-12. This interest cover will be calculated as the ratio of operating cash flow to net interest payable. Simultaneously, we will review all of our services so that we are clear about the social outcomes they should achieve and can show that they offer cost-effective social impact. 
In order to achieve this objective, we will focus on the following key activities:

· Benchmark our unit costs against competitors; and

· Create and then meet medium-term unit cost targets for each directorate; and
· Create and meet medium-term contribution targets for each directorate; and
· Identify and drive to conclusion the long-term projects that will deliver the biggest Value for Money benefits to Viridian Housing; and
· Re-tender all service contracts; and
· Audit all our services to determine their social impact and the cost of that Social Impact; and
· Focus our service development on those services offering the most Social Impact.

· Understand cost: quality tradeoffs and enable residents to choose preferred mix.

We will assess progress towards this objective by using the following measures of success:

· % of departments at upper quartile cost level; and

· % of departments on track to meet medium term unit cost targets; and

· % contribution from each directorate; and
· interest cover

· % of services audited for social impact; and
· % of services delivering upper quartile social impact.
Corporate Objective 3: Focus

We will achieve Focus both by disposals and by growth. 

We will exit during 2010 from any activities which are not viable either because they generate too small a surplus or because other organisations have greater economies of scale and local connections to manage them better. A prerequisite in any disposal of tenanted property will be to ensure that any purchaser is able to provide a high quality of service to our transferring residents who must have the same security of tenure post-disposal as they have now. 
At the same time, we will begin investing the approximately £250 million of excess liquidity that we have available to fund growth over the next few years, after allowing for the reinvestment required in our stock. This places us in a very strong competitive position at a time of generally limited liquidity. We will invest those funds only in focused growth markets and only provided we can obtain first-year surpluses. By the end of this plan, we aim to increase by at least 4,000 the number of homes in our growth markets from 8,000 to more than 12,000. However, any growth initiatives will be tested against their potential impact on our Excellence Objective. We will not grow if that growth would risk Excellence. 
In order to achieve this objective, we will focus on the following key activities:

· Dispose of properties in local authorities where holdings are too small to justify continued presence; and

· Exit from Private Sector Management; and

· Analyse contribution before and after overheads of all remaining business streams; and

· Review regularly market value of all business with questionable viability; and

· Implement LIFE (= Lead, Influence, Follow, Exit) strategy for all local authorities. 
· Develop new affordable rented housing; and

· Acquire off-the-shelf Extra Care housing and develop new Extra Care housing; and

· Tender for supported housing provided that it generates a reasonable surplus; and

· Merge with other housing organisations in London and West Sussex; and

· Purchase existing affordable rented housing from other housing associations; and
· Purchase or develop intermediate rented housing; and
· Win maintenance contracts with other landlords; and

· Win management contracts with other landlords.

We will assess progress towards this objective by using the following measures of success:

· % impact on industry standard interest cover of any disposal; and

· Months of delay in achieving planned disposals; and
· % contribution of each directorate; and

· % of all Local Authorities in which we either lead or influence; and
· % of all homes added that are new homes; and

· % of homes added that are houses not flats; and

· Interest cover on portfolio of homes added; and

· Average Contribution % on supported housing tenders won; and
· Homes owned by other landlords where we provide a management or maintenance service.

6.
OUR FUTURE: RISKS
The Board has fully reviewed the risks associated with this business plan and will keep them continuously under review during the life of this plan. 
Key to success over the next decade will be convincing government that we can achieve genuine social outcomes at the lowest cost. If we cannot, other organisations will take our place. Given the financial pressures the country faces, the pressure to achieve cost-effective outcomes that general real quality of life will be more brutal than anything experienced in the last decade. If we cannot attract resources, our ability to generate quality of life will be severely hampered. 
7.
OUR FUTURE: FINANCIAL PROJECTIONS
Our long-term financial plan driven by a range of carefully-chosen assumptions on growth and the economic environment. It has been stress-tested by modelling a number of different business scenarios 
The projection shows that we will achieve sustainable surpluses in all years of the plan and will have improving interest cover.  One of our goals is to progressively move to a position whereby all of our operational costs are covered by operational income so that we have no reliance on the proceeds of asset sales.
8.
OUR FUTURE: ACTION PLAN
A multi-year action plan indicates what we expect to achieve against each objective in each year of this plan in both our growth and non-growth housing areas. Delivery of the plan will be monitored by the Transformation Committee (reporting regularly to the full Board).
The overall strategy will be reviewed by the Board annually and the Board will consult with the National Residents Forum before making any changes to the strategy. 

This plan serves as the overarching document for a number of sub-strategies, all of which will be reviewed over the next year to ensure that they match our corporate priorities 
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