
Value for Money Self-Assessment Statement 

Our starting point 

SHAL aims to invest wisely in new and existing 

homes; deliver efficient, economic and effective 

services and understand where and how we need 

to improve on costs and quality in order to deliver 

our social purpose and generate better value for 

money for our tenants and the public purse. 

In 2015 cuts to public services, welfare reform and 

reductions in grant for building new rented homes 

were joined by 4 years of 1% rent reductions, the 

Right to Buy, the diversion of grant to 

homeownership and the introduction of deeper and more wide ranging cuts to 

welfare and housing benefit.  

This means that it is now even more important that we show cash savings so that 

we can continue to build and manage homes for rent for people who have been 

homeless and in housing need and who, 

sometimes, need help in managing their homes 

and their finances.  

SHAL is governed by a board made up of people 

who give their time freely. They receive only 

reasonable expenses for the work they do. 

With our new Executive Team in place at the start 

of 2015, the Board prioritised asset management 

and development, a review of cost drivers across 

the organisation and improvements to arrears and 

vacant homes management.  

We focused on costs related to pension provision 

and the financing of new development. This 

document tells you what we did in 2015 and what 

we will do in 2016. 

Value for money is being 

economical and efficient 

so we can build, manage 

and maintain homes as 

effectively as possible for 

people who are homeless 

and in housing need.  

 

We aim to show: 

How we use our assets to 

deliver value for households 

on low income 

Our costs and how they 

compare with others 

Where we do well and where 

we can improve  

What we aim to do better 

Future cash saving targets 

 



Where are we now? 

FINANCIAL RETURN ON ASSETS 

31 March 2014 31 March 2015 31 March 2016 

670 694 699 Number of homes 
31.7 31.7 31.7 Number of homes per FTE 

employees  
£38.43 £39.90 £40.13 Total assets £m 

£3.044 £3.262 £3.429 Total income from assets £m 
£1.913 £2.557 £2.300 Operating costs £m 

37% 22% 33% Operating surplus % 

£85,556 £98,222 £130,206 Cost per new home £ 
38% 37% 39% Gearing 

£0.59 £0.65 £0.91 Repayment of Loans £m 
£1.8 - £2.5 Drawdown of Loans £m 

2.94% 1.77% 2.81% Financial Return on Assets % 
 

SHAL started as a trickle transfer organisation in 1994, receiving 400 homes as 

they became vacant from Sedgemoor District Council. Since then we have built or 

bought 300 new homes.  

The financial return on these assets is generated from rental income, less the 

costs of managing and maintaining them. We also charge loans against the value 

of our homes in order to raise capital finance with which we build or buy new 

homes for rent. The rental income of our property portfolio is used to repay the 

loans. The surplus we generate is invested in new homes and used to maintain 

our existing properties. 

Last year we aimed for a 10% decrease in operating costs. We achieved 10%. 

DEVELOPMENT 

SHAL is keen to develop new homes for rent. Under the Homes and Communities 

Agency Affordable Homes Programme 2015-2018 we bid for 45 tranches of grant. 

The first 14 homes were due to start in summer 2015.  

However, following the announcements made by the Chancellor in his summer 

budget statement in 2015 we realised that we would need to reassess the 



financial assumptions on the development. This led to us pulling out of the 

development of 14 flats in Sydenham, Bridgwater, an area of considerable 

deprivation. The value of the new homes would have been less than 100% of 

build and land cost. The new restraints on cash flow imposed by the Right to Buy, 

welfare cuts and 1% rent decrease for 4 years meant that the risk attached to this 

scheme rose uncomfortably.  

We purchased 5 new homes for rent under s106 at Trull in Taunton Deane, 

Somerset which gave us a more positive net present value over the life of our 30 

year business plan and therefore created long term value for the business and the 

community.  

During 2015 we have sought to understand and redefine the development project 

appraisal parameters which SHAL’s business model can sustain. This work will 

continue into 2016 in order to develop a development strategy which will deliver 

our social purpose within the new operating environment. 

TREASURY REVIEW   

Allied to the delivery of new homes is Treasury Management. In March 2015 the 

Board approved the appointment of new Treasury advisors. Five companies were 

asked to outline their approaches to Treasury Management for SHAL, taking full 

account of the impact of the Chancellor’s announcements in July 2015. The scope 

of the review was: 

 To review our current loan arrangements with the Co-op and Lloyds banks 

 To present the options available to SHAL to create additional capacity and 

long term cost savings in order to finance the commitments made under 

the 2015-2018 Affordable Housing Programme and further development 

 To guide SHAL though the refinancing process 

 To  review and update SHAL’s Treasury Policy 

Canaccord was appointed because: 

 They provided a detailed quotation with examples of reports  

 They showed exceptional technical and sector knowledge 

 They were innovative and challenging 

 They were keen to work with SHAL and positive about their ability to 

release capacity for development 



Five banks were approached for £10-15 million loans based on our 30 year 

Financial Plan which took account of our ability to maintain our current service to 

tenants, deliver the property investment programme identified by the stock 

condition survey and develop the homes we had committed to under the 2015-

2018 Affordable Homes Programme. Testing the financial markets allowed SHAL 

to approach new and existing lenders and understand their appetite to lend. It 

also allowed us to determine the potential to lower the debt price and free up 

security on our properties to help us meet the potential future impact of the Right 

to Buy. 

TREASURY REVIEW TIMETABLE 
 

Stage Anticipated date 

Invitation issued 18th December 2015 

Responses received by  Shal 29th January 2016 

Meetings with lenders (if required) 12th February 2016 

Board Meeting to review offers 18th March 2016 

Selection of lenders 22nd March 2016 

Financial Close on new Funding 29thApril 2016 

  

The work will continue into 2016 but there are already signs that we can free up 
security, reduce the cost of our loans, increase the valuation of our stock and 
ameliorate our covenants. 

  

PENSION REVIEW 
 

SHAL’s Local Government Pension Scheme (LGPS) was identified as an uncapped 
liability and therefore a significant business risk in 2014/15. The pension deficit 
had increased by £388k from 2013/14 to £1.645 million in 2014/15 with employer 
contributions at 18.5% representing £115k in 2014/15 with every likelihood that 
they would increase in years to come, creating uncertainty for the business and 
impacting negatively on the financial return on our assets.  
 



The Board established a Pension Review Committee which met throughout 
2015/16. The Committee tendered for advisors and appointed Smith and 
Williamson. The options considered by the Committee were: 

a) Do nothing 
b) Close the LGPS to new joiners 
c) Exit the LGPS scheme and provide new pension arrangements for all SHAL 

employees 
 
The Committee took the following factors into consideration: 
 

 The 1% rent reduction over 4 years and the Right to Buy presented 
additional cost pressures which negatively impacted SHAL’s long term 
financial viability 

 The difference between the actuarial valuations of closing the scheme to 
new members and exiting the scheme entirely 

 The risk that closing the scheme to new members would not realise 
financial benefits in the short term given the historically low employee 
turnover at SHAL 

 The increased likelihood of high actuarial valuations in future due to the 
age profile of the scheme beneficiaries 

 The trigger of the deficit payment when the last active member left 

 The affordability of buying out of the LGPS 

 Only 9% of private sector employees are in a defined benefit pension 
scheme 

 
The Committee made a number of recommendations to the Board. First, ‘doing 
nothing’ was not an option, given the likelihood of increasing contributions and 
the impact of an increasing pension liability on the balance sheet. In addition, 
closing the scheme to new members was also not an option given the risks 
outlined above. The buyout option was given an indicative value of £2.312 million. 
Given the current deficit and the potential for this to increase substantially in the 
short to medium term, this was the option which was put to the Board in March 
2016. The Board accepted this proposal and staff consultation began. 
 
The new pension scheme was identified on the principles of: 
 

 Comparison with the offer from other organisations 

 Assurance that employees had an adequate pension on retirement 



 SHAL presenting as an attractive employer in order to attract good 
employees in future  

 Replication of the additional benefits under the LGPS within appropriate 
and limited costs parameters 

 The ability to control rather than cut costs 

 An acceptable offer to current employees  
 
During 2016/17 a consultation exercise will be undertaken with employees across 
SHAL on the new updated Terms and Conditions with the aim of ensuring that all, 
or at least a majority of employees, agree to the new contract and that SHAL can 
create certainty with regards to its employee costs and liabilities. 
 

SOCIAL RETURN ON ASSETS 

SHAL works across Somerset in areas of both disadvantage and of affluence.  

 

 Sedgemoor West Somerset 
Average house price 
2014 

£195,760 £235,063 

Average Private Rent 
2013/14 

£607 £613 

Mean annual Earnings 
2014 

£23,135 £19,068 

Ratio of house price to 
incomes 

8.5 12.3 

Second homes 504 996 

% Housing Benefit 
Claimants in 
employment Feb 2015 

22.7% 23.8 

Unemployment Rate 
December 2014 

5.6% 5% 

 

Most of our homes are for families and our tenants are relatively young when 

compared to many other landlords. 50% of our tenants do not claim any welfare 

benefits at all and most of those who do are in work. An increasing proportion of 

our tenants tell us that they are facing real financial challenges. In 2015 we asked 

people what SHAL should prioritise. They said: 



 

 

 

 

 
 

It was clear that our tenants’ priorities were in line with the priorities set by the 
Board for asset management and development but we also started to explore 
how we can work differently with tenants to enable them to sustain their 
tenancies or to move to accommodation which gives them the support they need.  
 
We also started to work much more closely with our local police team and 
cemented our relationship with the Big Local Villages Together Project covering 
Woolavington and Puriton Villages in Sedgemoor by becoming the Local Trusted 
Organisation, 
administering the Big 
Local grant of £1 million 
over 10 years on behalf of 
the community. SHAL 
agreed with partners to 
consult residents about a 
community biomass 
heating system to tackle 
fuel poverty in 
Woolavington, a project 
which was started in 2014 
when we commissioned a 
feasibility report into the 
oration of fuel poverty in 
this off-gas, rural 
neighbourhood. 

CASE STUDY In 2014, there were issues in 

Woolavington, a village where SHAL owns 70 homes. 

Anti-social Behaviour was problematic, at one stage 

requiring mounted police. We were spending a lot of 

time reacting to reports of ASB. In 2015, we worked 

more closely and proactively with the police and 

Villages Together (VT), a community-led organisation 

seeking to make the villages of Woolavington and 

Puriton better places in which to live. Regular 

discussions with the police and other partners 

enabled concerns to be identified early and targeted 

support and attention given to families before wider 

issues develop. Equally, working with VT led to a 

range of benefits for tenants including social and 

consultation events, a new youth shelter, funding of a 

new playgroup and improvements in planting, 

landscaping and signage. The work with the police 

and Villages Together has led to an estimated 

decrease of around 75% in reports of serious ASB.  

 



AN OVERVIEW OF PERFORMANCE 

 
 

Upper 
quartile 

 Upper 
median 
quartile 

 Lower 
median 
quartile 

 Lower 
quartile 

 

Performance 
Indicator 

SHAL 
13/14 

SHAL 
14/15  

SHAL 
15/16 

PEER 
GROUP 
QUARTILE 
2015/16 

SPBM 
QUARTILE 
2015/16 

HOUSEMARK 
QUARTILE 
2015/16 

Tenant Satisfaction 
Overall services 
 
 

91% 91% 93%    

Quality of home 
 
 

81% 81% 76%    

Quality of 
neighbourhood 
 

85% 85% 84%    

Satisfaction that 
listens to and acts 
on views 

75% 75% 76%    

Operating costs as 
% of Turnover 
 

62% 74% 67%    

n/a 

Information benchmarked against Housemark’s Small Providers Benchmarking Group South West (Peer Group 

Quartile), all small providers under 1000 homes (SPBM Quartile) and against all providers (Housemark Quartile). 

 

Service satisfaction is driven by the improvement we made in customer service 

since 2013/14.  We have increased our focus on property investment in 2015 and 

will continue to do so in 2016. (See below). 88% of tenants said we kept them 

informed (91% in 2012 and above the median 79% across the sector) but we need 

to improve how we show that we listen to people. In response to 42% tenants’ 

demand, we plan to digitalise services in 2016 to enable tenants 24/7 access to 

rent accounts and repairs with the aim of reducing service delivery costs and 

improving satisfaction in the medium term.   

 



COSTS AND PERFORMANCE 

SHAL is a member of Housemark’s Small Providers Benchmarking Group in the 

South West of England which includes Registered Providers with less than 1000 

homes.   

Our greatest expenditure item is investment in our homes. 76% tenants are 

satisfied with the quality of their homes. This places us in the lowest quartile 

across all the benchmark groups. It is clear from the information below that we 

need to spend more on major repairs investments and less on responsive repairs. 

 

Upper 
quartile 

 Upper 
median 
quartile 

 Lower 
median 
quartile 

 Lower 
quartile 

 

Performanc
e Indicator 

SHAL 
13/14 

SHAL 
14/15  

SHAL 
15/16 

PEER 
GROUP 
QUARTILE 
2015/16 

SPBM 
QUARTILE 
2015/16 

HOUSEMARK 
QUARTILE 
2015/16 

Repairs and Maintenance 
Average number of 
calendar days 
taken to complete 
repairs  

9.7 9.45 6    

Cost per home 
responsive repairs 
and void works 

£635 £803 £738    

% very or fairly 
satisfied with 
repairs and 
maintenance 

- - 87%    

Improvements and cyclical maintenance 
Gas safety 
certificates - % 
homes with valid 
certificate 

 
100% 

 
100% 

 
99.2%* 

 
- 

 
- 

 
- 

Cost per home 
direct major works 
and cyclical 
maintenance 

 
£79 

 
£120 

 
£161 

   

*This related to one vacant property which was delayed by 1 day 



2016/2017 home investment programme 
  Programme 

  
Homes 

 
Budgeted Cost 

  
Kitchens 34 £144,200.00 

Bathrooms 43 £152,800.00 
Doors 20 £23,000.00 

Fascia & gutters 92 £101,200.00 

Boiler  52 £120,000.00 
Fencing 20 £10,000.00 

Electrical 3 £15,000.00 
Roofs 1 £6,400.00 

Total program  £572,600.00 
 

Last year we spent £414,411 on responsive repairs. This year we spent £382,063 

and improved the time taken to carry out repairs by 33%. This represents an 8% 

decrease, exceeding our 3% target.  

During 2014 we carried out almost 100% survey of our homes. During 2015 we 

analysed the data, set up procurement plans and tendered for merchants and 

contractors as well as using the data to inform the 30 year financial plan. We put 

in place a framework of local contractors who compete for ‘mini-tenders’ on stock 

investment lots. We will use this for the first time in 2016/17. 

We have also started to assess the net present value (npv) of each of our homes 

using financial data with regards to valuation, income streams and expenditure 

profiles based on real costs of maintaining and managing the property. We will 

develop this approach in 2016 so that we can generate data with which to inform 

our decisions about property investment or 

disposal in future.  

We have invested in mobile and scheduling 

technology for the responsive repairs team and 

improved equipment and health and safety 

training. During 2016 we will work on 

improving productivity by analysing the repair 

demand and how we respond to it.  



Upper 
quartile 

 Upper 
median 
quartile 

 Lower 
median 
quartile 

 Lower 
quartile 

 

Performance 
Indicator 

SHAL 
13/14 

SHAL 
14/15 

SHAL 
15/16 

PEER 
GROUP 
QUARTILE 
2015/16 

SPBM 
QUARTILE 
2015/16 

HOUSEMARK 
QUARTILE 
2015/16 

Voids and relets 
Average relet time 
in days (standard 
relets) 

7** 27* 38*    

Rent loss due to 
empty properties 
as a % of rent due 

0.34% 1.2% 0.6%    

Void works spend 
per property 
 

£2.59 £3.98 £3.69    

n/a 

*Major repairs have been included in this figure but are not included in the benchmark figures against which we 

are comparing ourselves 
**There were no major repairs in 2013/2014 

In 2014 void turnaround time was low but the standard achieved was poor. SHAL 

has embarked on a major turnaround project to ensure we improve the standard 

of re-let for tenants to give them a good start in their tenancy, particularly as 

many are on a low income and have been homeless.  In 2014 we spent £143,450 

on our vacant properties. This year we spent £134,243. We aimed for a 5% 

decrease in our expenditure. We achieved a 6.5% decrease. 

This has been a steep learning curve for us. We recognise this is an area where we 

need to improve and have set up a dedicated voids team to ensure that this area 

of work is carried out as efficiently as possible. We will continue to focus on this 

area in 2016 and will aim for an improvement, in timescale, cost and quality. 

 

 

 

 

 

 

CASE STUDY In 2015, we reviewed our voids standard, as it was not 
delivering what tenants wanted, with properties needing significant 
redecoration (using decorating vouchers). Many new tenants did not have 
the money or skills to create homes they could be proud of. Our new void 
standard provides fresher, brighter properties in better condition that 
require less work to make them homely and comfortable. A young couple, 
who had struggled with addiction, had viewed a number of other landlords’ 
properties but had either been rejected, because of the addiction issues, or 
had themselves rejected properties as they did not feel they could raise 
them to a basic level of comfort. We discussed concerns around tenancy 
sustainment and showed them a flat. With SHAL having redecorated 
throughout, they could see how they could live there. They have looked after 
the property well and are excellent tenants.  



 

Upper 
quartile 

 Upper 
median 
quartile 

 Lower 
median 
quartile 

 Lower 
quartile 

 

Performance 
Indicator 

SHAL 
13/14 

SHAL 
14/15 

SHAL 
15/16 

PEER 
GROUP 
QUARTILE 
2015/16 

SPBM 
QUARTILE 
2015/16 

HOUSEMARK 
QUARTILE 
2015/16 

Rent collection and arrears 
Rent collected as % 
of rent due 
 

 
101% 

 
98% 

 
102% 

   

Rent arrears of 
current tenants as 
% of rent due 

 

 
2.77% 

 
3.7% 

 
3.18% 

   

Cost per property 
of housing 
management 

£179 £200 £254    

Satisfaction % very 
or fairly satisfied 
that rent provides 
VfM 

 
87.8% 

 
87.8% 

 
83% 

   

 

We have made some improvements in rent collection and debt management in 

the last year. However, we did not deliver the 1% 

decrease in arrears that we aimed for.  However, we 

will continue to find ways to improve in 2016 in 

order to ensure that we meet the challenges which 

will be presented to our tenants by Universal Credit, 

the reduction of Council Tax Benefit, the freeze on 

housing and welfare benefits and the changes to tax 

credits and child benefit. We are looking at 

partnerships with other organisations, such as our 

local Citizens Advice Bureau, in order to prevent debt and we want to extend the 

information and services we provide to cover all aspects of living on a tight 

budget.   

 

 



VALUE FOR MONEY GAINS 

Last year we achieved £12,478 in direct cash savings across the business. We 

aimed to increase this by 100%. This year we saved £33,626.  During 2016/17 we 

will be refining the process for capturing value for money savings.  

WHAT WE ARE AIMING TO IMPROVE IN 2016 

The Board has challenged our staff team to deliver: 

 We will decrease operating costs by 5% 

 We will build or acquire 15 new homes, increasing our rental 

income by 2% in 2018 

 Improved efficiency in back office services – we will reduce the 

cost of borrowing by 1%, reduce the number of homes used to 

secure loans and fix employer contributions to our pension 

scheme  

 24/7 access via our website for tenants to pay rent, check their 

rent accounts and order and track repairs 

 Introduce a digital gas servicing management system and 

ensure 100% servicing of all our occupied homes. 

 Improved value generation in property investment – we will 

deliver our investment programme within the year and within 

the budget of £819 per property with 20% delivered by the in-

house team 

 Improved productivity in our maintenance service – we will use 

the technology we have bought to understand how we can 

remove barriers to productivity with the aim of improving jobs 

per operative by 20%; reducing the costs of managing the 

maintenance service by 10%, and deliver 50% of vacant 

property works in house by the end of the financial year. 

 Improved void turnaround and standards at reduced cost – we 

will measure tenant satisfaction with homes we let and we will 

aim to improve the standard of the homes we offer to new 

tenants within a budget per home of £3,900 and reduce the 

void turnaround time by 50% by the end of the year 



 Improved productivity in housing management – we will 

analyse the demand for our housing management services and 

identify where we can make improvements to the way we 

work so that we can release capacity to meet emerging needs 

for improved debt advice and support for individuals and 

families who need it. We aim to maintain rent arrears at the 

current level in light of the introduction of Universal Credit. 

 


