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1.0
Introduction and Context

1.1
Since the Housing Policy Review (1996), Housing Associations have become the key providers of new build social housing. This has resulted in major change and growth for this sector with stock levels rising from 16544 at 31 March 96 to 25561 by March 2004. The ‘new build’ budget has also increased significantly from £37.3m in 96/97 to £85m of public funding in 04/05. With this increased level of funding comes an even greater responsibility on Housing Associations to demonstrate that appropriate systems have been put in place to ensure government requirements have been met and that there is full accountability to the tax payer.  All housing associations are expected to be seen to provide high quality and constantly improving services which are cost effective and represent good value for money.

1.2
The purpose of the Regulatory Framework is to set out the arrangements which will enable us to achieve our regulatory objective to improve the accountability of Housing Associations.  It will ensure that their arrangements are challenged, tested and reflect best practice and that they are operating financially viable organisations. 

1.3
There has been a marked improvement in Performance Management at programme level since the introduction of Scheme Audit.  Improvement continued with the introduction of the Development Compliance Audit (DCA) and Maintenance, Minor Works & Validation Audit (MMWVA) in May 2002 and the subsequent introduction of the Performance Audit in July 2002.  The introduction of this Regulatory Framework and new Inspection procedures should further enhance performance of housing associations at a strategic level.  The new arrangements have been designed to be more proactive and increase accountability over a broader spectrum of activities and include measures of outcome, such as volume and value of service take-up. 

2.0
Role of Inspection

2.1
Inspections under the Regulatory Framework are planned for the 38 ‘housing for rent’ associations.  It is intended that the Northern Ireland Co-Ownership Housing Association Ltd, which has a stock of over four thousand units and will receive in excess of £15m public funding in the current year, will also be inspected.  
2.2
This document consists of two main sections: 

The Regulatory Framework itself and how we will assess compliance with the Framework. It includes those standards which:- 

· were the subject of agreement during earlier consultation. 

· have hitherto formed the basis of the Department’s regulatory requirements. 

· are the touchstones to be met by associations and under each is the guidance detailing how associations will be measured. 

· are the minimum benchmarks against which compliance will be assessed and which we are confident associations can exceed.

2.3
Guidance on Best Value for housing associations which was published in April 2001 will assist associations achieve continuous improvement and value for money.

2.4
Associations in Northern Ireland are expected to demonstrate that they are applying the principles of Best Value when reviewing their services. Evidence of a Best Value culture is essential in any publicly funded organisation, as this is a culture of continuous improvement and accountability. Guidance on the principles under which a review of their services should be conducted is given in Appendix 4. The Regulation and Inspection of associations will require evidence that these have been applied. Associations must show that they have an active review programme and that they have applied the 4Cs of best value to every review. 

2.5
These are: -

· Challenging why and how a service is being provided 

· Comparing output with that of others (including organisations in the private and voluntary sectors) 

· Competing as a means of securing efficient and effective services 

· Consulting with stakeholders including local taxpayers, customers and the wider business community.
3.0
Statutory Authority

3.1
Under Article 4 of the Housing (Northern Ireland) Order 1992, the Department may establish and maintain a register of housing associations, exercise supervision and control over those on the register and consider applications for and make payments of grants to them.
3.2
In accordance with its regulatory function the Department for Social Development’s inspectors will seek to satisfy themselves that associations are achieving the required regulatory outcomes and are ‘capable of handling public finance and the continuing proper stewardship of social rented housing and publicly funded assets’. As the funder and regulator of registered housing associations in Northern Ireland the Department for Social Development is responsible, through its scrutiny role, to oversee the corporate governance arrangements of these associations. 

3.3
The establishment of a new Inspection Unit in Housing Division is itself a key element in providing assurance to the Department’s Accounting Officer and the Northern Ireland Audit Office (NIAO) with regard to the overall corporate affairs, management and financial control of registered housing associations. The Comptroller & Auditor General in his report on the 02/03 Resource Account recommended that the establishment of such a unit should be a priority.
4.0
Regulatory Framework

4.1
This section details the Department’s Regulatory objectives, principles, requirements and approach.  

Objectives

4.2
Housing Division’s objective is to ensure all Associations are viable, properly governed, properly managed, striving for continuous improvement, developing and managing good quality homes and providing good quality housing services. To achieve this, the Regulation & Inspection Unit will report, on whether associations are meeting the regulatory standards, legislative and professional requirements and the needs of service users.

4.3
A robust regulatory framework will improve output and promote quality, continuous improvement and good practice within the social housing sector. In order to achieve this, the main goals of the regulatory framework are to:-

· increase the accountability of registered housing associations.

· ensure that they are properly governed and operating financially viable organisations;

· authenticate that all housing associations manage risk effectively;    

· enable the Department to demonstrate the proper use of public funds and the effective implementation of public policy;

· verify that housing associations achieve an acceptable level of performance against agreed standards;

· establish whether associations deliver continuous improvement and value for money in their services; 

· safeguard the rights and interests of residents.

Principles
4.4
The main underlying principle of the Department for Social Development’s Regulatory Framework is to foster a culture of continuous improvement and encourage innovation. Minimum standards are set, which associations are expected to exceed.  In determining our Regulatory Framework, we have focused on outcomes and have considered the Government’s principles of good regulation which state that regulation should be:-

a. Transparent.  We aim to ensure that the Regulatory Framework is both open and transparent.  We have detailed our Regulatory Requirements and this document also details how we will assess associations against the framework.  We will be open about the information we will collect and will publish results from this data collection.
b. Accountable.  The Regulatory Framework will facilitate us in being answerable to Ministers, tenants and service users.  We will work within our published Regulatory Framework and will detail how decisions may be challenged.

c. Targeted.  We will focus on aspects of operation and service delivery that need attention and target our resources appropriately.  We will continually monitor and review our Framework to ensure its continued relevance.

d. Consistent.  By publishing our Regulatory Framework all associations will know what is expected of them.  By applying standards we will maintain a consistency in our decisions.

e. Proportionate.  We will ensure that our assessment, inspection and intervention take account of the class, size and scale of each organisation.  Our approach will also take account of the risks and costs involved.

4.5
Compliance with these principles by the Regulation and Inspection Unit will be measured against the Audit Commission’s set of eight principles of inspection.

a. Inspection should inform the public about the performance of associations now and their likely performance in the future, and so enhance local accountability;

b. Inspections should focus on services as users experience them; 

c. Inspections should take into account the use of money, people and assets and promote economy, efficiency and effectiveness;  

d. Inspection should act as a catalyst for improvement; 

e. Inspection should identify what works, to inform policy and practice;

f. The scale of inspection should be proportionate to risk;  

g. The methodology and criteria on which judgements are based should be explicit and based on evidence of what works in improving services. This principle should apply to inspection itself, which should assess its own effectiveness; and  

h. Inspection should be carried out without fear or favour.

Requirements
4.6
Our Regulatory Requirements apply to all associations and to the full range of their activities.  The Performance Standards which we issued in 2001 after consultation with associations, along with the standard on Best Value under Governance & Control are incorporated within the Regulatory Standards. The amended Regulatory Standards incorporating this new criterion are provided at Appendix 1. These are minimum standards against which compliance will be assessed and which associations are likely to exceed.  Our aim is to encourage innovation; therefore the Regulatory Framework is based on the ethos of encouraging change. Improving social housing and housing services can be achieved through a culture of co-operation to assist associations to overcome barriers to improvement and by highlighting good practice and identifying areas for improvement. 

4.7
The Best Value Standard will be:

‘All associations must aim to deliver continuous improvements and value for money in their services’.  

Using Best Value principles they should:

· Challenge what they do and how they do it;

· Compare how much a service costs and the output achieved with other service providers;
· Consult stakeholders including service users; demonstrating 
· Competitiveness of standards and costs, securing efficient and effective services. 

4.8
In assessing compliance with the Best Value Standard we will expect associations to show:-
a. The potential for new technology has been assessed and to what extent current approaches meet the needs and aspirations of current and future tenants and residents, and provided value has been explored. It is essential for associations to learn from looking at good practice from other housing authorities, housing organisations, agencies and private businesses and what needs to be done to adapt it to local circumstances.

b. The basis of its performance management and the comparison of its performance with others through indicators and benchmarking. The process should identify performance gaps and the extent to which improvements are needed. 

c. Read across comparisons with other registered housing associations. Aspects of housing related services such as advice, enforcement, surveying, etc, may also be compared with similar services offered by the voluntary and private sectors.

d. A systematic, comprehensive, co-ordinated and timely approach to consultation, including groups who are often under-represented. Consultation may be with private housing residents. Where possible the association should seek to build on existing channels of communication and also consider new approaches so that they can maximise the opportunities for engaging meaningfully with residents. Networking with other associations to share and establish new approaches, will also be important. 

e. How competition might secure efficient and effective services.  Fair and open competition will, in the Department’s view, remain the most effective way of demonstrating that a function is being carried out competitively. Such competition is expected to play an essential and enduring role in ensuring BV, and reviews will need to consider how this can be achieved. 

Approach

4.9
In assessing compliance we will take into account, and tailor our approach as necessary to:-

a. the risk management framework the association has in place;
b. the appropriateness of it to the nature of its business; and 
c. the size, scale and risk posed by or to individual associations.
d. the internal response, which is initiated within the organisation, to risk is called ‘internal’
We will not over-burden associations with unnecessary regulation but we will ensure that our objectives of regulation are achieved and that all associations adopt a culture of continuous improvement. 

4.10
This will assist in determining:-

a. Which associations warrant little regulatory activity, over and above universal submissions and reliance on external auditors, subject to reactive enquiries as issues arise? It is anticipated that this group shall include small, low-risk, non-developing associations with less than 250 units and a rental income stream below £500,000 per annum. An analysis of associations sifted by size, non-developing & rental income is available in Appendix 6.
b. Those low to medium risk associations that warrant standard regulation, subject to reactive enquiries as issues arise. It is anticipated that this group shall include developing and/or larger associations which gave no cause for concern at their last inspection.
c. Those high to very high risk associations that warrant additional regulatory measures to ensure that the risk they pose is being appropriately managed and is judged to be tolerable and justifiable to Housing Division. It is anticipated that this group shall include developing and/or larger associations which gave no cause for concern at their last inspection. 
d. Those associations that have given the inspectors cause for concern during previous inspections will warrant additional regulatory measures until the audit issues have been appropriately addressed.
4.11
In response to the very different resources and risk posed by the small associations we are looking to:-

a. A lighter-touch than the one for larger RHAs or developing associations. 

b. Our routine information requirements about compliance will be much fewer.
c. Our regulatory engagement with individual associations will be mainly ‘reactive’ - that is we react to issues and problems that come to light. 

d. We will design and implement packages of regulatory work appropriate to each of these segments and review the above from time to time. 

5.0
Assessing Compliance 

Introduction
5.1
This section on Assessing Compliance with the Framework explains how we will apply the Department’s Regulation and Inspection arrangements, measure outcomes and gauge continuous improvement requirements against Annual Performance Plans. Inspection will address two main questions and judgements will be made on these.  

The two questions are:

· How good is the association’s performance at present?

· Is the association working for continuous improvement and is it likely to improve?

Process
5.2   The following illustration details the process that will be adopted for Inspections.

Top of Form

	Understand the relevance of regulation and inspection of the association
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Gather relevant information & evidence

	

	Prepare Inspection Plan

	

	Inspection on Site

	

	Initial findings, interim report & feedback

	

	Receipt of association’s action plan

	

	Issue final report

	

	Follow up action as required.


Bottom of Form

6.0
Measuring Outcomes

6.1
The first two stages in the Inspection process are concerned with planning for Inspection.  Proper planning will ensure that Inspection causes minimal disruption to the staff and residents of housing associations and that we maximise the productivity of the Inspection team when on site.  

Compliance against the Regulatory Requirements will be determined by:- 

a. Measuring Outcomes Assessment against Annual Performance Plans

b. Inspection

c. Measuring Outcomes in relation to historical performance

The methods, which will be employed to measure outcomes, are:-

i. assessment of Annual Regulatory Returns (ARRs);

ii. publishing of Regulatory Indicators;

iii. analysis of Annual Accounts and Financial returns; and

iv. monitoring of programme and scheme delivery.

Examples of input and outcome based regulatory activity are detailed in Appendix 2.

7.0
Assessment against Annual Performance Plans

7.1
All associations will be required to produce an annual performance plan as detailed in the guidance in Appendix 3 with revised targets for improvement. As part of preparing these plans we will expect all associations to carry out comprehensive service reviews using the principles of Best Value.  These plans and service reviews will be assessed and will assist the Department to determine if the association is working to deliver continuous improvement.  

8.0
Inspection 

8.1
As the regulator, Housing Division is required to “exercise supervision and control over registered housing associations” (Article 4 (1) (c) of the Housing (N.I.) Order, 1992) and has a key role in promoting “Best Value” in the delivery of social housing within Northern Ireland.  It is therefore essential to have a system of regulation and inspection in place to monitor the performance of local, registered, housing associations
8.2
Regulation should focus more on ‘outcomes’ and place a greater emphasis on consumers and services delivered to tenants. There is usually a hierarchy of outcomes, outputs, and targets that should be clearly set out in an appraisal. Outcomes are the eventual benefits to society that proposals are intended to achieve. Often, objectives will be expressed in terms of the outcomes that are desired. But outcomes sometimes cannot be directly measured, in which case it will often be appropriate to specify outputs, as intermediate steps along the way. Outputs are the results of activities that can be clearly stated or measured and which relate in some way to the outcomes desired.

8.3
The inspection is intended to provide an opinion and inspectors should;  

a. Identify and record the objectives, risks and controls. 

b. Compare the objectives with those of the Association’s board

c. Evaluate management’s acceptance of specific risks, assess the impact of management to accept risk(s) rather than control them. 

d. Evaluate existing controls and assess whether or not it is reasonable to rely on their adequacy.

e. Identify areas of over-control and assess the cost aspect. 

f. Evaluate the risk(s) in areas where controls are redundant. 

g. Arrive at conclusions and report, making recommendations as necessary and provide an opinion on the effectiveness or otherwise of risk management within the Association under inspection. 
8.4
The primary systems within the association will be subjected to risk analysis and with consideration to overall management of the Association, who should have in place (and operate) a corporate governance framework appropriate to their size and structure. 

8.5 The following systems and procedures are seen as the most basic: 

· Accounting and reporting systems; 

· Checking, including Internal Audit Arrangements; Is a functionally independent Internal Audit/inspectorate mechanism with relevant remit and scope in place? It could have the form of one or several organisational entities, but should be functionally independent and objective and have an adequate audit mandate (in terms of scope and types of audit). It should use internationally recognised auditing standards (such as Audit Practices Board) and if there is in place appropriate co-ordination and supervision of the applied audit standards and methodologies

·  A defined audit trail (showing the flow of funds in and out of the association and the roles and responsibilities of the different staff and committee members involved), including approvals given; 

· To verify that all requirements and any conditions of grant approvals have been met, and that the Association has properly exercised its responsibilities as set out in the Housing Associations Guide, Regulatory Framework and guidance issued by DSD. 
· Ex ante controls of commitments and payments; 
· Procurement control; 
· Control of revenues (including future own resources) 
· A register for verification and Control of all assets. 
· systems in place to prevent and take action against irregularities and to recover any amounts lost as a result of irregularity or negligence?  
The criteria used here reflect;

· how well existing systems function; 

· actions taken and 

· if the existing procedures/culture take in the recovery of amounts lost following irregularities or negligence. 

8.6
It should also be considered if there is in place appropriate structures for fighting fraud. In order to ensure that this is achieved, Inspection will be a key part of the Regulatory Framework.  

8.7
Inspecting the financial management, property development, property management and regulatory adherence processes will inform overall assessment of performance. Coupled with these strands of the Inspection process will be an assessment of the association’s risk management procedures, the significance of the risks they face and the attention given to available guidance.  The Treasury has provided “A Strategic Overview on the Management of Risk” (with supplementary guidance for smaller bodies)” which is reproduced here as Appendix 5 to provide guidance to associations on what they should be doing. 
8.8
Inspection has a long tradition and has developed as a significant feature in the delivery of publicly funded services.  It should act as a catalyst for continuous improvement in housing services, as Inspectors should aim to ‘challenge’ the association during the process. This is aimed at persuading, encouraging and motivating associations to improve the services they provide.  This will be achieved by acknowledging strengths and identifying weaknesses.  Inspection will also look for examples of good practice, innovation, creative ways to overcome barriers to improvement and best use of resources.  Examples of good practice shall be gathered together and disseminated throughout the social housing sector. 

Objectives of Inspection

8.9
The main objectives of Inspection are to:

· assess, on the ground, compliance with the regulatory requirements;

· provide an independent scrutiny of registered housing associations;

· enable every association to get an informed, external view of how;

· it is performing, 

· it can address weaknesses and 

· it can strive for continuous improvement;

· enable the public to ascertain if good quality, cost effective services are being delivered;

· assure Ministers that the objectives of the Government’s programmes  are being achieved; and

· highlight and disseminate good practice.

Context of the association.

8.10
Prior to Inspection, associations are given the opportunity to detail the context in which they operate. This may include anything particular to their organisation, service delivery or client group which they would like to highlight and which may affect our approach to the Inspection.  Associations may also wish to identify areas which they perceive to be good practice, or where they acknowledge that improvements are required.
Relevant information/evidence

8.11
Prior to an Inspection of a housing association, relevant information and evidence will be collected in order to profile the organisation.

This information will include:

a. analysis of the Annual Regulatory Return (ARR)

b. regulatory indicator information, recent development activity and performance

c. financial analysis of Accounts and returns

d. governance structure – board/sub-committees/group structures etc.

e. prior inspection/audit reports

f. service review plans.

We will ask the association to provide any further relevant information which should be considered. This may include:

i. Business Plan

ii. Best Value and annual performance  plans

iii. Risk assessments

iv. Details of any approaches developed by the association itself to monitor and  report on performance and outcomes

v. Details of recent internal/external audits, external accreditation, and assessment e.g. IIP, Charter Mark, and ISO etc.

vi. Any resident satisfaction survey data

vii. Details of events or meetings which it would be useful for the Inspectors to attend

viii. Details of any resident groups/forums

ix. Contact details of representatives from partner organisations

x. Details of tenants complaints.

After the completion of these planning stages, an ‘Inspection Plan’ will be drawn up which will detail the focus of the planned Inspection.

Prepare Inspection Plan

8.12
Proper planning for Inspection will minimise the time that Inspectors will have to spend on site with the association and will highlight the areas where resources should be targeted.

In drawing up the Inspection Plan, Inspectors will have considered all existing information relevant to performance, information on service review plans and any information particular to the association which has been provided.  From this, it will be decided which areas the Inspection will focus on and this will be communicated to the association, prior to Inspection.                     

Inspection on Site

8.13
It is anticipated that associations will be inspected on a cyclical basis, supplemented with responsive inspections as needed.  The frequency of visits will be influenced both by the need for responsive inspections and the perceived risk of the association to the achievement of the Department’s objectives but should occur no less than once every three years for the larger associations. The annual programme of Inspections will be determined to ensure that we achieve a balance between high risk and cyclical inspections.  The housing association’s plans for service reviews will also be considered when determining the timing of Inspection, as will any other regulatory activity planned.

A programme for Inspection will be published annually and associations will be given adequate notice to prepare for Inspection and provide any necessary information.  On occasions it may be necessary to deviate from the published programme or carry out unannounced inspections.
Inspection on site will enable us to consider a wider range of evidence to assess how good the present service delivery is.  There will be a greater focus on contact with people, which may include:

a. Meetings with board members and any tenant board members.
b. Meetings with the senior management team.
c. Meetings and discussions with staff at all levels.
d. Meetings with residents’ groups or tenant forums.
e. Home, scheme and estate visits.
f. Carrying out ‘mystery shopper’ or ‘reality check’ tests of services.
g. Contact with contractors, partners such as consultants, solicitors, auditors etc and managing or partner agencies.

As previously stated, Inspection will focus on two main issues:

i. How good is the service being provided at present?

ii. Is the association working for continuous improvement and is the service likely to improve?
Present Service

8.14
When determining how good the service is at present, Inspectors will focus on the following:

a. Are the aims and objectives of the housing association clear and challenging?
b. Has the association challenged the need for the services it provides?

c. Do the services provided meet the aims and objectives of the housing association?
d. Does the association have an effective system for managing and measuring performance?

e. Is the association actually delivering effective and efficient services?

f. How are the services being delivered by the association as experienced by service users, tenants and applicants?  That is, are they:

· accessible

· responsive and informative

· providing value for money

· revised in response to customer feedback

· inclusive and non-discriminatory

· informed and forward looking.

g. How does the output of the housing association compare with other associations? With planned or projected outputs?

h. How does the service being provided compare with that of other providers?

i. Has the association demonstrated cost effectiveness and competitiveness?

Continuous Improvement

8.15
When determining if the association is working for continuous improvement and if the service is likely to improve, Inspectors will focus on the following:

a. Does the housing association conduct annual service reviews and does this drive improvement?
b. Is the process of review effectively managed and incorporating the four Cs of Challenge, Compare, Consult and Compete?

Consultation and information

8.16
Does the process include finding out what tenants and others want and involving them as part of the review process? Has the Association engaged any new as well as established ways of consulting tenants and others - including those communities that are under represented?

a. Are the results of the changes implemented communicated to the organisation? 

b. Is the association considering benchmarking again to continue the improvement process? 

Ensure reviews explicitly address how to raise output to match the best. Keep an open mind about how services should be delivered. What counts most are the outcomes for tenants and others:-

i. Does it involve reviewing output when the changes have bedded in?

ii. Will it identify and rectify anything which caused the shortfall in output?
iii. Will the results of the changes be relayed to tenants and others?

iv. Will further benchmarking be carried out to continue the improvement process?

v. Does the association use feedback from tenants and service users to critically review and improve services?

vi. Is there pro-active consultation with service users?

vii. Does consultation actually influence and improve the services delivered?

Improvement Plan

8.17
How good is the association’s improvement plan?

a. Does it facilitate change and provide senior management support and involve process owners? Their involvement encourages acceptance and buy-in by those who will be affected immediately by the changes which will be required to improve performance
b. Is the association trying to improve the right things?

c. Are the targets for improvement ambitious enough?

d. Does it set up benchmarking teams? As a benchmarking culture develops, people will apply the method as part of the normal way in which they manage their work as they acquire the skills. People who undertake benchmarking may require some training and guidance. An experienced in-house facilitator or external consultant will probably be required to provide technical assurance and encouragement in making use of reference models.  The method can be applied at various levels from relatively straightforward in-house comparisons through to industry-wide search for best practice. It comprises the four basic stages:-planning, analysis, action and review.                                                                                          

e. Electing the broad business process or function to benchmark (such as strategic planning). Does benchmarking consist of a logical sequence of stages which the organisation goes through to achieve continuous improvement in its key processes. 

f. Does the benchmarking involve using reference models as the starting point, such as the process assessments provided by the Office of Government Commerce's IT Directorate to identify where improvements could be made? 

g. Is the process defining the activity to be benchmarked (such as business sponsoring)?

h. Identifying the resources required for the study.

i. Confirming the key performance measures or indicators to measure carrying out an activity.

j. Improving performance management; does the association search for best practices that are relevant to the organisation and use the results to review and improve the business?

k. Does it identify what is important to benchmark which are the processes and activities which you must be really good at to be successful? 

l. Look at what others do well by taking an external view for better practice

m. Does it identify better procurement processes and extra resources?

n. Does the plan for improvement have commitment from the Board and staff at all levels? 

o. Is the improvement plan practical, realistic and challenging?

p. Does the association have a good reputation or track record for managing change and achieving improvements in performance?

Most organisations will not find the best outcome at the first attempt and it may take several attempts to benchmark with the best. The important thing is that each time you undertake benchmarking it should be in response to lessons learned from earlier exercises and taking account of any subsequent changes in the business environment. Your approach should not be static; rather, it should evolve over time. You will need to apply benchmarking as a continuous method to ensure benchmarks measure things that are a current priority. 

Assessing the capacity for improvement. 

8.18
Where an association fails to meet the criteria described above its capacity to bring its financial controls into line with acceptable standards and best practice, and to maintain those standards, will depend on a number of factors of which three will be judged when possible: 

· The capability and capacity to develop and make change. 

· The existence of a strategy for development and change. 

· The existence of a commitment to change and development. 

Value for money 

8.19
To assess the value for money you get from your service provision arrangements you must be able to answer these questions:

a. is the expenditure on business services contributing in the most effective way to the organisation's business performance?

b. is the organisation making best use of its resources by its choice of provider and as a customer and user of services?

9.0
Initial findings and interim report

9.1   After Inspection, the initial findings will be presented to the association in an interim report. This will enable the association to comment on the factual accuracy of the interim report and perhaps provide any additional information about achievement or particular service areas that the Inspectors may not have been aware of.

9.2  The main outcome of Inspection will be an ‘Inspection Report’. This final Inspection report will be issued after the association has had a chance to review the interim and present feedback to the Inspection team for consideration. The target for the production of the draft report is 28 days from the completion of all fieldwork. The association then has 4 weeks to respond with a response plan. Assuming the association does not dispute the report the final report, including the response plan, will issue within 10 days
10.0
Final Report Issued

10.1
The final Inspection Report will be provided to the Board and senior management of the Association.  
The report will highlight strengths by identifying areas of good practice as well as identifying weaknesses and areas that need improvement.  The report will include:

a. details of the context in which the association works, stock, location, client group etc.

b. background on the associations, regulatory information and information considered prior to Inspection

c. the main service areas covered by Inspection

d. acknowledgement of strengths and good practice

e. observations of aspects of service delivery which the association should review

f. recommendations to improve performance and acknowledgement of required improvements which the association had already identified itself.

g. an overall assessment of how good the service delivery is at present and whether the organisation is working for continuous improvement

10.3
Inspection will gather together examples of good practice, identify areas for review and overcome barriers to improvement and innovation. The key recommendations will help to ensure compliance with our Regulatory Requirements and the continuous improvement of services within social housing. 

10.4
The Inspection reports will be presented in plain English, with a summary of the report provided.  It may become appropriate to publish the reports on the Department’s web site to inform interested parties and service users. Associations should publicise the reports to their tenants.

11.0
Association’s Action Plan

11.1
The observations and recommendations made in the Inspection report will be aimed at ensuring compliance, addressing areas of weakness and identifying where improvement is required.  These should assist the Association in drawing up an Action Plan.  The Action Plan should prioritise the recommendations and include: - 

(a) The recommendations and/or major items of concern to be addressed.

(b) A timetable of the  milestones for achieving improvements

(c) The person in the Association responsible for implementing change.

(d) Details of resources required to implement the changes.

11.2
(Note: major items are issues that do not meet the regulatory requirements or general good practice and/or the requirements of the Housing Association Guide and circulated guidance or directives and may therefore result in formal regulatory action being taken in accordance with the Department’s duties and powers.)
11.3
The final report including the Association’s response will be retained by Housing Finance Branch to facilitate the Validation process. 

11.4
The Inspection team will assess if the Plan is sufficient, although associations will be given realistic and adequate time to make improvements following Inspection.

12.0
Follow up action as required

12.1
If an Inspection reveals serious non-compliance issues, or serious concerns, formal regulatory action will be taken in accordance with the Department’s duties and powers.  Confirmation will be required to demonstrate that an association has complied with the recommended action and this is likely to involve a follow up Review Visit.

13.0
The Inspection Team

13.1
The importance of having skilled and experienced Inspectors is widely acknowledged and accepted.  Indeed, many would suggest that this is the single most important feature of a successful Inspection.  The Department, therefore, intends to staff the Inspection Team with personnel with the relevant specialist, professional managerial experience and knowledge of the law relating to Registered Housing Associations.

13.2
Inspectors will bring their professional and managerial experience to bear in making judgments, on service quality, and on the potential for improvement to services.

13.3
The Department will ensure that it has staff with the competencies required to gather evidence and form judgements.  When specialist areas come under scrutiny, the Inspection team will have access to specialist support. 

14.0
Monitor and Review

14.1
Standards of performance for the Inspection Team will be internally set by the Department.  These will cover targets for delivering the various stages of the process of Inspection and producing relevant reports within agreed timescales.  Steps will be taken to ensure a consistent approach to Inspection and reporting.

14.2
The process of Inspection will be regularly monitored and reviewed to ensure that the objectives are being achieved and that all parties achieve maximum benefit.  Feedback from associations after Inspection will be requested and will be used to monitor the process and to amend or improve our approach for future Inspections where required.

15.0
Outputs of Regulation

15.1
The main outputs from the Regulatory Framework will be:

a) Published Indicators (Collected annually from the Annual Regulatory Return by Housing Division) are made available on the Department’s website.

b) Assessment of Performance Plans 

c) Inspection Reports (After Inspection)

16.0
Risk Assessment
What is the probability that things can go wrong? (the probability of one event) 

What is the result if what can go wrong does go wrong? (the exposure of one event) 
a. The assessment of the risk posed by registered housing associations to departmental policy will be prepared initially by reference to the strategic and significant risks recorded in Housing Division’s risk register that threaten the achievement of the Division’s objectives and which associations may contribute to. 
b. Housing Division’s objective is to ensure expenditure is in line with Government’s plans through the oversight of both NIHE & Has.  The primary basis of housing association expenditure is due to the development programme. The key element of this is the going on site stage.
c. The annual tolerance level is based on the % that the programme is above the on sites target. If every association missed their individual target by this % the programme target will still be met. Achievement below this tolerance level is unacceptable as it represents a risk that the programme will not be met. Such a scenario will require additional managing to find suitable replacement schemes by another association. The over programme for 06/07 is 27%. Such a level of slippage would not create a difficulty from a budget perspective.  Therefore the tolerance level can be comfortably set at 25%. 

d. Each association’s capacity level is established by averaging onsite achieved over previous four years. When the current onsite programmed exceeds capacity by a greater % than the tolerance level the association is graded 4. Those within the tolerance level are graded 3 while those within their capacity are graded 2.The risks of an underachievement and/or failing to meet the grant requirements Increase as the variance increases. 
17.0
Financial control evaluation

17.1
The objective is to cover the most basic requirements on financial control. This establishes a test of budget and financial management control by associations. This is not a replacement for either the internal or external audits which associations are required to carry out. It is however designed to inform the Department on Control and Risk Self-Assessment plans within the Association. This assessment reflects good or best practices for sound financial control. 

17.2
The fundamental questions to ask 

1. Does the association have a coherent and comprehensive policy base defining the systems, principles and functioning of management, financial and operational control including mechanisms for internal audits of its activities?

2. Are relevant management control systems and procedures in place?  Has the association;

a) developed and maintained an anti- fraud culture?

b) introduced effective controls to prevent and detect fraud?

c) ensured prompt and vigorous investigations?

d) applied effective sanctions and redress?

e) identified risks that might enable fraud to occur either within the Association or from an external source? 

f) promoted fraud awareness and deterrence within the Association?
g) developed an anti-fraud strategy encompassing a Policy Statement, reporting systems, response plan, register and fraud liaison officer?

h) taken steps to ensure staff have the expertise to recognise risks of fraudulent activities?

17.3
See Appendix 5 Management of Risk for detailed requirements
18.0
Corporate Responsibilities

18.1 Do the Association’s policies, systems and actual practices represent effective compliance with all formal requirements of disclosure protection legislation? To what extent could it be said that the Association has addressed the full spirit of legislation and any other directives or guidelines regarding disclosure protection? 
The Internet version of the Statutory Instrument has been prepared to reflect the text as it was made and is available at the link below. The authoritative version is the Queen's Printer copy published by The Stationery Office Limited as the Public Interest Disclosure (Northern Ireland) Order 1998 , ISBN 0 11 079312 9. 

http://dsdintranet.webs.dsd.nigov.net/fraud_public_interest_disclosure_(ni)_order_1998.doc
18.2
If a risk assessment (or Internal Audit) was performed, were any deficiencies or areas/issues of concern identified? Were appropriate countermeasures and/or action plans developed and implemented in response to these (e.g. fraud control plans; systems/functions audit and review plans; system/control modifications)? 

18.3
How long ago was it done? Have there been any major changes to the Association’s operations or environment since then? If more that 3 years ago, has it been reviewed/revisited in some fashion?

18.4
See Appendix 1 Regulatory Standards for detailed requirements
19.0
Property Development Check

19.1
Questions to be addressed include:-

a) Are the certifications made by an Association in applying for project approval and grant aid valid and accurate?

b) Has the Association demonstrated a record in controlling costs of schemes and specific measures taken to reduce risk in developing schemes? 

c) Have requirements and any conditions of approval been met?

d) Has the Association fulfilled its responsibilities as set out in the Department’s Housing Association Guide and Housing legislation?

e) Are the houses provided, consistent and of a quality commensurate with the Department’s Design and Contracting Requirements?

f) Has the Association met these requirements in the Disposal Proceeds Fund Development Activities?

19.2
See Appendix 7 Property Development for detailed requirements
20.0
Asset management strategies

20.1
The questions to be addressed include:-

a) Are the Association’s procurement practices and procedures relating to Maintenance of its existing housing stock, major repairs and miscellaneous works in compliance with the Housing Association Guide?

b) Does the Association demonstrate that it ensures probity and value for money and that a quality product is produced?

c) Is the Association complying with Regulatory Standard 3.4 by maintaining good-quality homes that meet people’s needs and preferences? 

20.2 See Appendix 8 Property Management   for detailed requirements 

21.0
Action taken where poor or failing performance is identified

21.1
The Regulatory Framework now places emphasis on continuous improvement rather than just ensuring associations meet detailed requirements.  However, if associations do not meet minimum standards the Department will intervene.  If minor regulatory concerns are identified, then we will agree an action plan with the association to address these and will monitor progress.

21.2
If more serious concerns are identified, we will assess if it is possible to draw up an action plan to address these concerns.  If this is possible, the Department will test the implementation of the agreed action to be taken to alleviate concerns.  Funding will be suspended in cases where the public purse is considered to be at risk.  Suspension will remain in place until performance is considered to be acceptable.

21.3
Where very serious concerns are identified, the Department may use its statutory powers to intervene.  Article 23 of the Housing (N.I.) Order, 1992, states that the Department may direct an inquiry into the affairs of an association and Article 24 of the Order states that the Department may direct an extraordinary audit for the purposes of inquiry.  After such an inquiry or audit under Article 23 or 24, the Department, under Article 25, may enforce the statutory powers listed to act for the protection of registered housing associations.

22.0
Conclusion/Summary

22.1
Our objective for the regulation of registered housing associations in Northern Ireland is to promote financially viable organisations, which are well governed and managed.  The Regulatory Framework and Approach will be used to improve standards and promote quality, good practice and continuous improvement within the social housing sector. 

23.0
Regulatory Impact Assessment

Purpose and intended effect

23.1
The provision of social housing in Northern Ireland has been changing.  Since the Housing Policy Review (1996), housing associations have become the main provider of new build social housing.  This has resulted in major change and growth for the sector and in increased levels of public funding.  Along with increased levels of funding comes a responsibility to demonstrate increased accountability.  All housing associations are expected to demonstrate high quality and constantly improving services which are cost effective and represent good value for money.

23.2
The Department for Social Development, as the regulator of registered housing associations, is responsible for promoting quality, continuous improvement and good practice.  The purpose of this paper is to set in place a robust regulatory framework which enables us to achieve our regulatory objectives, to increase the accountability of housing associations and ensure that they are properly governed and operating financially viable organisations.

23.3
Our approach to regulation of registered housing associations is set out in this paper. The main underlying principle of the Regulatory Framework is to foster a culture of continuous improvement and encourage innovation.  Greater emphasis has been placed on outcomes and a process of Inspection has been introduced to test the services being provided.

Benefits

23.4
The main benefits of effective regulation of the housing association sector are the provision of good quality services to social housing tenants and the protection of the public subsidy invested by the taxpayer.  These arrangements also benefit housing associations in a number of ways:

· by specifying clear outcomes and standards expected, rather than solely focusing on processes;

· by taking account of the size, scale and nature of associations when assessing compliance with the regulatory framework;

· by providing an independent assessment of service delivery, therefore enabling associations to get an informed, external view of how it is performing, and

· by identifying good practice and assisting associations to overcome barriers to improvement.

Risks

23.5
The key risk for regulation is ensuring that it is robust enough to determine that all associations are financially viable, properly governed and managed and delivering continuous improvements in their activities. To mitigate this risk, the inspection team will include a professionally qualified accountant to lead on the financial aspects of the new inspection process. This includes review of audited accounts and management letters, overall financial viability, quarterly returns and internal controls of the Association.
Costs

23.6
Housing associations are not charged for the assessment of the Regulatory Code, or for Inspection.  We recognise that there may be costs in relation to staff time etc. in demonstrating compliance, although our approach aims to minimise these costs by tailoring assessment to individual associations and not over-burdening associations with regulation.

Consultation

23.7
Formal consultation on this framework for regulation will be undertaken with the Northern Ireland Federation of Housing Associations.

Appendix 1

Regulatory Standards





       
Introduction

Indicators and standards are important drivers of improvement. They are not a perfect science, nor are they the only means of stimulating improvement. However, they do provide an important measure against which associations, the Department, service users and auditors can judge how well a service is performing.
The standards can be grouped under the terms "Governance and Finance" and "Social Housing" respectively. Governance and Finance takes in Committee and Management Control and Financial Management whereas “Social Housing" embraces Access to Housing, Housing Management, Property Management and Development. The distinction between "Governance and Financial Standards" and "Social Housing Standards" is that the former are central to the overall management control of the Association, the latter are more specific to the Association's activities. 

Annual Regulatory Return (ARR) 

This Return seeks the answers to a number of questions, which will give the Department the basic information it needs to fairly assess the performance of individual Associations. However, Associations should note that the Department will not base its review of an association’s achievement solely on the contents of its completed ARR but will use other sources of information to ensure that a properly balanced view is obtained. Associations will be advised of the source and content of this information and be given the opportunity to challenge it.

Each year the ARR will issue and cover the period 1 April ‑ 31 March. The form should be completed and returned to the Department by 30 June in the same year. The Department will confirm in writing to each Association that it has accepted the content of the completed ARR or in cases where the Department is dissatisfied with the information contained within an ARR further information will be requested. During the next inspection any problem areas identified may be subject to a detailed examination along with the Association's activities and systems. Associations will be provided with a time table for achieving the required Regulatory Standards. Associations should also note that the Department intends to inspect a number of Associations each year as part of the Regulatory Process. During these visits the Department will wish to discuss the basis on which the Association completed its return and verify the information contained therein.

Notes

Regulatory Standards are the fundamental obligations of housing associations in meeting Housing Division’s performance requirements.  Regulatory guidance is shown alongside the Standards. In assessing an association’s compliance with the Standards we will consider whether guidance has been followed or whether any alternative action taken by the association is appropriate to achieve the same objectives.  The Regulatory Standards and guidance reflect our general powers as a Regulator. We also have specific powers under Article 11 of the Housing (NI) Order 1992 to issue housing management guidance. In considering under Article 11 whether action needs to be taken to secure the proper management of an association's affairs or whether there has been mismanagement,  Housing Division may have regard (among other matters) to the extent to which any such guidance is being or has been followed. This so-called ’statutory’ housing management guidance is denoted by an asterisk*.
Housing associations must be independent (except where they are subsidiaries of other housing associations) and properly constituted not-for-profit organisations. The board must be able to demonstrate that it is neither under the control of, nor subject to, influence from any other person or organisation which could prejudice its independence other than where that organisation is a registered housing association and that in these cases such influence or control operates in the best interests of the association.
They must operate financially sustainable and efficient businesses and should be committed to, and primarily focused on, providing good and responsive housing and related activities and amenities for those whose personal circumstances make it difficult for them to meet their housing needs in the open market. In doing so they will conduct their business according to the Regulatory Standards. 

	Regulatory Standards
	Regulatory Guidance

	1. FINANCIAL VIABILITY
1.1 

Housing associations must operate viable businesses, with adequate recourse to financial resources to meet their current and future business and financial commitments:

1.1.1 based on a coherent and robust business plan;
1.1.2 fulfilling their loan-agreement covenants.
	* Denotes ’statutory’ housing management guidance.
1.1 

a. The association’s business plan demonstrates its priorities and strategy for achieving its objectives including commitments to residents and lenders requirements.
b. The association’s business planning is informed by asset management information, which is reviewed regularly.
c. Accounts and returns are submitted on time and demonstrate that the association is, and will continue to be, solvent.
d. Financial policies and procedures are evident. Housing associations should: -

i. set and monitor an annual budget and other financial plan(s) as appropriate.

ii. ensure that the Board receives -adequate information and advice to inform decision making.
iii. carry out an annual risk appraisal or review exercise.

iv. maintain statutory and prudent insurance against potential risks.

e. the Board of the association has  overall responsibility for financial policies and control systems and should ensure the

     Association ;
i. operates financial systems, which provide effective control of their affairs.

ii. have policies and systems in place to -ensure that they are working efficiently, 
iii. ensure that expenditure on each of their activities is adequately funded by available resources.


	Regulatory Standards
	Regulatory Guidance

	1.2 

Housing associations must operate a framework that

effectively identifies and manages:
1.2.1

 all major risks that might prevent them achieving their objectives;

1.2.2 

the necessary arrangements to manage risks and mitigate their effects.
	1.2

a. The association’s risk management framework highlights key risks and how they are to be managed.

b. The governing body regularly reviews activities and policies and all new business decisions and there is a clear case for the proposed or existing direction of the association.

c. Approved terms of reference for the governing body and other committees and that delegated authorities for staff are in place.

d. That there are internal control systems in place which are regularly reviewed by the governing body and reported in the annual report.


	Regulatory Standards
	Regulatory Guidance

	2. Properly Governed
2.1 

Housing associations must operate according to the law and their constitutions:

2.1.1 

maintain their independence unless they are a subsidiary of another housing association;

2.1.2 

comply with all statutory and regulatory requirements standards and guidance. 
	2.1.1 

The association demonstrates its independence by conducting its affairs without undue reference to or influence by any other body, unless it is part of a group structure where operating arrangements between group members are documented. 

As part of a group structure the association should:-

a. have properly documented and public policies detailing group members’ obligations and the need to avoid conflicts of interest, which might arise.
b. ensure composition does not compromise the association’s independence.

c. individual board members act in a personal capacity and not as nominees/ representatives of any other body, unless the constitution so provides. The Department will generally expect that safeguards to ensure the association’s independence in such circumstances are incorporated in its rules.  These might for instance restrict the number of nominees/ representatives or members of the organisation to 20% of the association’s Board.
d. all associations should have a written policy for admission to shareholding membership, which should be reviewed at least every three years.

e. all associations should act within the terms of their constitutions and should comply with all relevant legislation, DSD standards and guidance.




	Regulatory Standards
	Regulatory Guidance

	2.2 

Housing associations should be headed by an effective board: 

2.2.1

with a sufficient range of expertise; and

2.2.2

supported by appropriate governance and executive arrangements that will give capable leadership and control and discharge their duties in an effective and efficient manner.
	2.2 

a. Effective governance arrangements can be framed around the following questions:

i. To what extent does the governing body perform its key governance roles well?

ii. To what extent does the governing body work well together?

iii. To what extent does the governing body comprise appropriate people?

b.  The governing body is diverse, reflecting the communities the association it serves, and has a range of skills, experience and up-to-date knowledge.
c. Organisational and management structures reflect the association’s business objectives.
d. The governing body meets regularly. It ensures that the association acts within the terms of its constitution and relevant legislation. The essential functions of the Board should be formally recorded in the association’s rules or standing orders.

e. The Board of a housing association should consist of a minimum of seven members and a maximum of fifteen

f. The quorum should be the lesser of five voluntary board members or 50% of the Board
g. An association’s Board should carry out a regular review of its own strengths and weaknesses in order to ensure continuing effectiveness. 



	Regulatory Standards
	Regulatory Guidance

	
	h.  Associations will be expected to confirm that they have: -

i. plans for board recruitment and renewal;

ii. induction training for board members  formal written roles; and
iii. responsibilities for board members, specifying their obligations.
i. every association should have a written job description detailing the roles and responsibilities of the Chair.

j. every association employing staff should have a written contract of employment for the Chief Executive/Senior Officer and a job description/specification of the essential duties.

k. all associations should have a sub-committee structure which suits the level of operations, scale and purpose of the organisation but which remains as straightforward as possible.

	Conduct and Probity

Conduct/Openness/Involvement of residents

All associations should have a written participation policy

2.3 

Housing associations must maintain the highest standards of probity in all their dealings:
2.3.1 

acting to maintain the good reputation of the sector, and not bringing it into disrepute;

2.3.2 

fostering positive relations with stakeholders;

	2.3 

All Associations should have:-

a.  a formal Code of Conduct for staff and committee members and clear rules for, with a regularly updated record of: 

i. annual declaration of interests by committee members and employees;

ii. the provision and receipt of reasonable hospitality and gifts;

iii. details of suspected fraud which have been reported to the committee and the Department for Social Development; and

iv. policies and procedures which enable staff to raise confidentially any concerns about propriety and probity with the Board or with a person delegated by the Board.


	Regulatory Standards
	Regulatory Guidance

	2.3.3 

conducting their business so they are accessible, accountable and transparent to residents and other

stakeholders; and
2.3.4 

only entering into relationships with other organizations when the rights and obligations are clear to all.
	b. Sound procurement practices are in place and contractual arrangements or partnerships with other bodies are clearly defined and documented. 

c. The association maintains a dialogue about its strategic objectives with its key stakeholders.
i. All associations should conduct their affairs in an open manner and make information publicly available unless there are justifiable reasons for withholding it. In particular each association should publish an Annual Report and its membership policy.

ii. If the association provides services to or pays for services from other organisations there should be a written agreement which clearly sets out the responsibilities of each party and which protects the interests of the association and its residents.

iii. all associations should receive regular reports from all partner organisations on their performance.

	2.4 

Housing associations must protect public investment:

2.4.1 

using their social housing assets only for social housing purposes ;and

2.4.2 

ensuring that their social housing assets are not placed at risk by non-social housing activities.
	2.4

a. Any material changes in activities are considered by the governing body contained in the business plan and where appropriate, reported to Housing Division and incorporated into the memorandum/ articles of association.

b. Public funding invested in the association is protected by, and non-social housing activities are managed within, the association’s risk management framework.




	Regulatory Standards
	Regulatory Guidance

	2.5 

Housing associations must seek and be responsive to residents’ views and priorities:

2.5.1 

reflecting these interests in their business strategy;

2.5.2 

giving residents and other stakeholders opportunities to comment on their performance;
2.5.3 

enabling residents to play their part in decision-making; and
2.5.4 

providing opportunities for residents to explore, and play their part, in how services are managed and provided.
	2.5 

a* The association is effectively accountable to its stakeholders. Current information about its activities is widely available to residents and other interested parties.
b* Residents, housing applicants and others have ready access to an effective complaints and compensation policy, administered effectively.  Northern Ireland Ombudsman recommendations are actioned.

c* The association considers a range of methods and opportunities to consult and obtain feedback from residents. It seeks to make an agreement, developed in partnership with residents, setting out how they will be involved, consulted and informed and how this will be resourced, measured, monitored and reviewed.

d* Where they so wish, residents are supported, enabling them to obtain the knowledge and skills to play an effective part in investment in, and management of, their homes and neighbourhoods. They are encouraged and supported to explore options.

	2.6 

Housing associations must deal with Housing Division in an open and co-operative manner, notifying any anticipated or actual breach of the Code or anything that might significantly affect associations’ ability to fulfill their obligations under the Code.
	2.6 

a Any areas where the need for improvement is identified are considered by the governing body and actions agreed with  Housing Division

b Annual and other returns are made promptly to Housing Division and other regulators, meeting set deadlines. 


	Regulatory Standards
	Regulatory Guidance

	 Equality of Opportunity

2.7

Housing associations should have and operate effective equal opportunities policies and procedures and review them regularly. 

2.7.1

Housing associations must demonstrate, when carrying out all their functions, their commitment to equal opportunity. They must work towards the elimination of discrimination and demonstrate an equitable approach to the rights and responsibilities of all individuals. They must promote good relations between people of different racial groups.
	2.7 

a The association is fair in its dealings with people, communities and organisations with which it has relationships and takes into account the diverse nature of their cultures and backgrounds. The association fully meets 
b The governing body has adopted an equalities and diversity policy that covers all aspects of equalities and meets the obligations contained in Article of the Northern Ireland Act 1998.
c the policy incorporates targets associations should set in the following areas: housing service, employment and contractors

	3 Properly managed

3.1 

Housing associations must set rents which move towards target social rents and are, on average, below those in the private sector for similar properties and which reflect size, property value and local income.
	Rents and Service Charges

All associations should set their rents and housing benefit eligible service charges so that they are affordable to people in low income while still meeting their legal, financial and other commitments, covering their costs and making proper provision for future maintenance.

3.1 

a* Controlled rents are set in accordance with the NIHE levels.

b* All residents have information about their landlord’s rent policy and rent levels across the association’s stock. All residents have information about their service charges including costs that their charges cover, how charges are budgeted and increases calculated.


	Regulatory Standards
	Regulatory Guidance

	3.2 

Housing associations must have management arrangements, resources, skills and systems which are appropriate to their circumstances, scale and scope of

operation, and ensure that their activities:
3.2.1 

are adequately monitored;

3.2.2 
are undertaken efficiently and effectively;

3.2.3 
are backed by proper systems of assurance for internal control.
	3.2 

a* The governing body receives regular reports on all areas of the association’s performance. The association benchmarks its performance against other associations and organisations.

b All lettings and sales are recorded in the NI Continuous Recording of lettings system (NICORE).

c* Services can be demonstrated to be relevant and accessible to customers and potential customers.

d* There are clear contractual arrangements, and reporting and review mechanisms for the use of

partners or agents.  

Standards of performance, service delivery and compliance should all be subject to some form of audit which operates as a service to management by measuring and evaluating the effectiveness of the internal control system.

In the providing of this service Internal Audit: analyses the internal control system and establishes a review programme identifies and evaluates the controls which are established in systems to achieve objectives in the most economical and efficient manner. Reports findings and conclusions and, where appropriate, makes recommendations for improvement
Provides an option on the reliability of the controls in the system under review
Provides an assurance based on the evaluation of the internal control system within the organisation as a whole
Voids

– not more than 4% of an association’s total stock should be void.


	Regulatory Standards
	Regulatory Guidance

	
	Rent Collection

– all housing associations should collect 98% of the total rent receivable.

Arrears Recovery

– cumulative rent arrears i.e. including past tenants, should not be more than 5% of an association’s total rent receivable.



	3.3 

Housing associations must develop, manage and maintain good-quality homes that seek to meet people’s needs and preferences now and in the future, ensuring that

3.3.1 

the homes their residents live in are well maintained and in a lettable condition;

3.3.2 

maintenance is carried out effectively and responsively

and in ways that reflect residents’ preferences;
3.3.3 

necessary investment in the future of their stock is made a key priority;

3.3.4 

standards of new development provision, as contained in the Housing Association Guide, are met.
	3.3 

a.  Permanent housing is sustainable, demonstrated by a commitment to effective protection of the environment and prudent use of natural resources.

b. * Housing stock is maintained in a lettable condition that exceeds statutory minimum requirements.

c. * Progress in achieving the Decent Home Standard is monitored.

d. * There is a responsive repair service that meets legal and contractual obligations and is efficient and effective. It has published service standards and is sensitive to the needs of vulnerable residents.

e. * All equipment and building components meet required legislative and regulatory standards.

f.  New developments comply with ‘rethinking construction’ principles, as advised by Housing Division.

g.  All projects must comply with the requirements of the Housing Associations Guide and conditions of grant.
Sinking fund payments made by leaseholders are held in trust.


	Regulatory Standards
	Regulatory Guidance

	
	Development

· all housing associations should submit development projects on the agreed submission date, meet  approved; on  site and contract completion target dates 
· all housing associations developing social housing should comply with all the design requirements included in Part 3 of the Housing Association Guide

·  all housing associations should ensure best value for money, probity and accountability in commissioning development work.

Maintenance

Resources and expenditure on repairs and maintenance should focus on strategic

planned investment and should minimise expenditure on response repairs. The

Audit Commission has produced a number of publications over recent years recommending this approach. The Audit Commission

recommended an expenditure split of 70:30 in favour of planned maintenance in

its report Improving Council Housing Maintenance (1986). This recommendation

has been highlighted again in the Audit Commission publication Learning from

Inspection (January 2002), which recommends that a minimum of 60 per cent of revenue spending should be spent on planned maintenance.
Response Maintenance

- 85% of Emergency repairs to be completed within 24 hours

- 80% of Urgent repairs to be completed within 4 working  days

80% of Routine repairs to be completed within 4 calender  weeks
Long Term Maintenance and Improvements

– All associations should:- 

· know the condition of its stock, including its energy efficiency, by using appropriate survey or inspection records.

· have costed plans for future maintenance and improvement of their housing which will keep it in reasonable and lettable condition.

· ensure value for money and probity in the commissioning and execution of its maintenance and improvement work. The policies and procedures for selecting contractors and consultants should be subject to regular audit review.

· post inspects a reasonable percentage of repair and improvement works.


	Regulatory Standards
	Regulatory Guidance

	3.4 

Housing associations must provide good-quality housing services for residents and prospective residents:

3.4.1 

by seeking to offer a choice of home, while giving reasonable preference to those in priority housing need;

3.4.2 

by offering the most secure form of tenure compatible  with the purpose of the housing and the sustainability of the community;

3.4.3 

with agreements that clearly set out residents’ and landlords’ rights and obligations;
3.4.4 

by being responsive to the individual characteristics and circumstances of residents;

3.4.5 

by using lettings policies that are fair and reflect the diversity of their client groups;
3.4.6 

by providing high standards of customer care.

	3.4 

a* Services are shaped around customers’ needs.

b* Tenant’s Guarantee is provided to applicants and residents.

c* Legal repossession of a property is sought as a last resort.

d* Strategies are in place to tackle antisocial behaviour

e Residents who exercise a purchase right receive timely written information about their property.

f* Vulnerable and marginalised residents are provided with appropriate responsive housing services. Support and care arrangements (including liaison with other agencies) are in place, where appropriate.


	Regulatory Standards
	Regulatory Guidance

	3.5 

Housing associations must work with  the Housing Executive to enable the latter to fulfill their duties:

3.5.1 

to the homeless and people in priority housing need;

3.5.2 

to the vulnerable and those covered by the Government’s Supporting People policy
	In operating the Housing Selection Scheme associations should allocate general needs accommodation in accordance with the common waiting list.

– associations should have a written allocations policy, which has been approved by the regulator, and all allocations should be made in accordance with this.
3.5 

a* Lettings and sales policies are flexible, nondiscriminatory and responsive to demand, while contributing to the need to be inclusive.

b* Associations are able to demonstrate their co-operation with the Housing Executive  in homelessness reviews, in the  formulation of homelessness strategies, and in the delivery of the Housing Executives homelessness functions.

c* Criteria are adopted following consultation with statutory authorities for accepting or rejecting nominees and other applicants for housing.

d* Applicants are excluded from consideration for housing only when their unacceptable behaviour is serious enough to make them unsuitable to be a tenant and only in circumstances that are not unlawfully discriminating.




Appendix 2
Input and Outcome Based Regulatory Activity Examples
       
	Item in the Code 
	Input focused 

(forward looking) 
	Outcome focused 

(backward looking) 

	Financial Viability 
	Review of financial policies and forecasts 

Review of business plans 
	All housing associations’ Financial Accounts will be analysed and assessed annually and Financial Returns will be processed quarterly.  Financial appraisal will assess association’s financial strength, exposure to risk and financial control mechanisms.

	Governance 
	Processes – 

· governance review 

· Board procedures 

· Board membership 

· Board meeting      attendance 

· review of Board minutes 

· interviews 

· review of risk management 

· Service Reviews & Regulatory Plans etc.

	Regulation of the Board e.g. evaluation of past decisions 



	Management 
	a. Assessment of Annual Regulatory Returns (ARRs) 

b. All schemes submitted for approval will be assessed to ensure that they conform to the requirements of the Housing Association Guide.

c. All developing associations must complete and submit the monthly monitoring returns which will be assessed to determine the efficiency and effectiveness of scheme delivery.

d. Policies and procedures

e. Asset management strategies 


	Regulatory indicators as detailed below will be published annually.  These will be published for all associations, (excluding NICHA), and will provide details of levels of achievement in key areas.

Tenants views via inspection reports 

Annual Regulatory Return data should demonstrate compliance with the Regulatory Requirements.   

Compliance with development process as demonstrated by inspection of property development. 
Creditable system of planned maintenance identification and a resultant programme of work carefully budgeted and procured in sensible fashion coupled with reducing crisis maintenance management and response maintenance input with associated good financial planning arrangements, while maintaining the estate in a creditable, safe and up to date condition as evidenced during Inspection.  



	Continuous Improvement 
	Process models 
	a. Regulatory indicators 

b. Efficiency analysis 

c. Review of compliance with Regulatory Standards.

d. Implementation of audit/inspection recommendation.




Regulatory Indicators 

As part our routine requirements data is collected on the basis of:-

· Stock Self contained units,  

· Shared/ hostel bed spaces, 

· Stock for the elderly and  

· Wheelchair accommodation Stock:-

· Success in recovering arrears

· % Units Not Available for letting 

· % Units Available for Letting but Vacant  

· Average Speed of S/C Lettings (in weeks). 
· Service Costs as a % of Service Charges

· Housing Management Costs per Unit

· Maintenance Costs per Unit
· % Repairs completed in target time grouped on emergency, urgent or routine basis-  as indicator of current performance
· Rents charged

· Rent Collected as a proportion of rent collectable as an indicator of current performance 
· Percentage of tenants satisfied with service provided by their landlord if available
· Percentage of tenants satisfied with opportunities for participation in management and decision making in relation to housing services provided by their landlord.

Use of indicators. 

The indicators can provide an indication of an association’s track record of improvement over a span of the last five years. This will enable an assessment to be made which of the following five categories best describes the association’s track record in delivering improvements in housing services:
· Well Above Average

· Above Average

· Average

· Below Average

· Well Below Average

In addition those indicators which are available and unchanged for at least two years will inform the judgment as to what are the prospects for service improvement? 

Prospects for improvement
Final assessments for housing services for current performance and their prospects for service improvement will be derived by bringing together the inspection findings and performance indicator information.  

Appendix 3

Annual Performance Plans and Reviews                                    

Annual Performance Plans (APPs) will be one of the principal means to determine compliance with the Regulatory Requirements. They will be subject to scrutiny by the Department. 

Setting Objectives and Targets

The following questions may help to set suitable objectives and targets:

· What are we trying to achieve?

· What are our objectives?

· What would constitute a successful outcome or set of outcomes?
· Have similar objectives been set in other contexts that could be adapted?
· Are our objectives consistent with the strategic aims and objectives as set out, for example, in the Department’s Public Service Agreements (PSA’s)?
· Are our objectives defined to reflect outcomes (e.g., improved housing, crime prevention or enhanced sustainable economic growth,) rather than the outputs (e.g. stock, lettings or rent collection.), which will be the focus of particular projects?
· How might our objectives and outcomes be measured?
· Are our objectives defined in such a way that progress toward meeting them can be monitored?
· What factors are critical to success?
· What SMART targets can we then set? 

· What targets do we need to meet?

 

APPs must include:-

a) a summary of the housing association’s objectives in relation to the exercise of its functions; 

b) a summary of current achievement - against housing performance indicators, including a comparison with the achievement of other registered housing associations. The summary should also include any commentary the housing association might wish to make to help place its performance in context; 

c) a comparison with its performance in previous financial years;

d) a summary of the housing association’s approach to efficiency improvement - the scope for efficiency improvements will vary year on year. The association should ensure that, over time, their proposed efficiency gains are consistent with any allowances set by the Department;

e) a statement describing the Best Value Review programme – the Housing association will need to include in its APPs, a programme of Best Value Reviews (BVRs)which demonstrates how it proposes to review everything which is within the scope of BV;

f) the key results of completed BVRs - all reviews that have been completed in a previous year need to be reported on and include, where relevant, information on those that are in training;

g) regulatory indicators and targets set for future years - and the basis on which these have been set; 

h) a plan of action - for meeting targets which involve a substantial departure from previous targets, or which are set following a BVR;

i) a response to audit and other inspection reports, as appropriate - recommendations from such reports in the previous year must be included. The association should also highlight any changes it has made or intends to make following reports or directions by the Department;

j) a consultation statement - explaining how the housing association has complied with BV consultation principles; and

k) financial information relevant to improved regulatory, performance or planned improvement.
Note:
The Department does not intend to specify the precise format of APPs, but expects the association to adopt a style which: 

· is accessible and uses concise language; 

· adopts a user friendly design; 

· presents information clearly, especially on performance, including targets; 

· reports both successes and failures; 
provides the latest information; and reflects a local focus.

· Appendix 4
Content of best value reviews                                                        

In conducting a review of their services using the principles of best value an association shall consider:

a. whether it should carry out the function;

b. the level at which, and the way in which, it should be performing at;

c. its objectives in relation to the function;

d. its performance by reference to any regulatory indicator                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                specified for the function;

e. the competitiveness of its performance in exercising the function by reference to the performance of the same or similar functions, by other associations and by public, voluntary and commercial businesses;

f. consulting other businesses and organisations exercising the same or similar functions, about the exercise of the function;

g. its success in meeting any regulatory standard which applies in relation to the function;

h. users and potential users of services and engage with them. Reviews which fail to engage local people from the outset - including "hard to reach" groups - will lack a comprehensive approach and overlook real opportunities to bring about sustainable improvements; 

i. the Board of the Association and ensure that reviews reflect the corporate priorities and strategic objectives of the Association. Board members need to monitor action plans following the completion of reviews; 

j. the clear benefits to be derived from the involvement of the public, voluntary or private sectors in the review process, as an additional source of advice or as a sounding board for new ideas. Other external advice can be sought through setting up expert panels or forums, including involving current and potential service users.

Reviews are unlikely to result in targets that reflect continuous improvement unless they:-

A. look far enough ahead to anticipate changes in the demand for services and the means by which services might be delivered. As far as possible, long term contracts should be flexible enough to secure continuous Improvement and adapt to meet changing local and national priorities.  
B. involve all those currently delivering services. This applies particularly in the case of front line staff. Their experience of face-to-face contact with the public and service users can provide an important perspective on how a service is perceived, valued, and can be improved. Their involvement is critical to successful change. 

Where the association is committed to longer term contracts, provision should be made to enable improvement.  Any adjustments should be costed, as part of the appraisal of options for service delivery. 

Reviews should consider the way in which services impact on all sections of the community, including minority groups, and set targets to redress any disparities in the provision of services. Issues of social exclusion and isolation will be important. A service cannot be effective under BV unless it addresses equity considerations. Reviews should consider whether the service provision and other strategic and enabling activity are compliant with equal opportunities and anti-discrimination legislation.

The Review Programme should be practical and realistic, taking into account the resources available, the opportunities for tackling the poorest performing services and applying lessons learnt elsewhere within the organisation or from some other well performing organisation. The overall programme should be built around a mix of service specific and cross cutting reviews. Service specific reviews can provide focus and clear accountability, and provided they are sufficiently ambitious and on a large enough scale are likely to ensure early improvements in efficiency and service quality. On the other hand, cross cutting reviews which are based on or around clear and recognisable themes or issues and which reflect strategic choices with other partners, are more likely to make a real and lasting difference locally. There are considerable opportunities for these across the voluntary housing movement.   

It is important that reviews are completed to an agreed timetable, and structured and approached in a way that maximises the potential for innovation. The association, therefore, needs to decide whether to review its functions on the basis of: the whole organisation in one go or taking elements separately such as maintenance, development, housing management or as part of a wider cross cutting approach such as services to people with learning difficulties, complaints handling etc..

Decisions will depend on a number of factors, including corporate objectives, size of the housing function; the housing strategy and not least the views of users. 

Competition

Reviews are required to consider how competition might secure efficient and effective services. While competitive tendering is not compulsory, fair and open competition will, in the Department’s view, usually remain the most effective way of demonstrating that a function is being carried out competitively. Such competition is expected to play an essential and enduring role in ensuring BV, and reviews will need to consider how this can be achieved.  Associations are expected to approach competition positively, taking full account of the opportunities for innovation and genuine partnership which are available from working with others in the public, private and voluntary sectors. 

Government has made clear that the future for public service provision is one where there is real variety in the way services are delivered and genuine plurality among service providers. The Associations are expected to put the needs of service users uppermost, by adopting an open mind as to how a service might be provided and by whom, and by being prepared to seek out and listen to the views of others. If insufficient weight is given to the merits of a healthy and genuine partnership between public, private and voluntary sectors, the Association is unlikely to achieve the sustained improvements that local people will rightly expect under BV. 

Associations should analyse the structure of supply markets and the way in which they are developing, and draw upon such market intelligence in carrying out its reviews. It should consider, in discussion with current and potential suppliers in the public, private and voluntary sectors, suppliers' capacity to meet the improvements which consultation has highlighted, and identify the benefits that can arise from bringing new providers into the market. 

There are a number of ways in which competition can be tested as a part of deciding the BV option for future service delivery. They include, for example: 

a. commissioning an independent benchmarking report to enable restructuring or strengthening of the in-house service to match the best public, voluntary and private sector providers;

b. providing core housing services in-house and buying in top-up support from the private sector – e.g. bringing in private sector organisations to manage specific housing estates or housing advice services for tenants and private householders alike; buying in certain housing services for particular client groups like the elderly;

c. market testing of all or parts of the service (with an in-house bid);

d. the transfer or externalisation of the service to another provider (with no in-house bid);

e. forming a joint venture or partnership following competition for an external partner;

f. re-negotiation of existing arrangements with current providers, where permissible;

g. forming partnerships with tenants to deliver housing management services, including delegating management to tenant groups;

h. tendering all or parts of the housing service with an in-house team bidding against private sector bidders to assess who offers the best quality and value.

The fact that a service is currently provided internally or externally following a competitive process is not in itself sufficient to demonstrate BV, particularly where the contract is of long duration and has been in operation for several years. The Association should consider whether the service meets current and future needs. Contracts with the private sector should be examined to see if they allow and provide for incentives for innovation and continuous improvement. If not, the  Association should discuss with providers how best to accommodate these improvements, taking into account the scope for agreeing or negotiating new contract arrangements and willingness to finance service improvements and share any risks and rewards. 

New approaches to competition will require the housing associations to review and develop their procurement strategies. An intelligent procurement strategy must cover how, and in what circumstances, the housing association decides to retain in-house services or to seek competitive tenders, external provision, partnership and so on. It needs to be transparent to external auditors, to the staff affected and to trade unions. 

Key elements of such strategy will include:

a. organisation -wide application of good procurement practice;

b. standard tendering and contractual documentation;

c. ensuring standing orders on procurement and tendering are consistent with the requirements of BV;

d. procedures for negotiating and developing partnerships and other models of provision;

e. a commitment to fair and equal opportunity in employment policy and to integrate corporate policy objectives into any provider agreements;

f. gaining provider commitment to participate fully in the organisation’s BV approaches; and 

g. transparent and auditable evaluation methods.

Regulatory indicators and targets

Regulatory indicators and targets are important drivers of improvement. They are not a perfect science, nor are they the only means of stimulating improvement. However, they do provide an important measure against which Government, the Department, the housing association; service users and auditors can judge how well a service is performing. 

There are three main types of BV regulatory indicators: 

1) Corporate indicators – may be specified by Government and/or the Department. These provide a snapshot of how well an organisation is performing overall. They will reflect the underlying capacity and performance of the housing association as a significant user of public resources.

2) National housing specific indicators  - which may be specified by the Northern Ireland Audit Office, to reflect the national interest in the delivery of local services; 

3) Local regulatory indicators - developed by the Association, to provide an important measure of the responsiveness of the organisation in meeting local needs, reflecting local priorities and circumstances

The Association will need to gather data (in line with indicator definitions) to show its performance. Annual BVPPs will need to show performance for the year in question and previous years. The Department may specify regulatory indicators and issue guidance to the Association on setting regulatory targets. 

The overall aim of the Department is “together, tackling disadvantage, building communities”. In pursuing this aim, the key objectives includes the promotion of measurable improvements to housing in Northern Ireland.In partnership with the Northern Ireland Housing Executive, the Registered Housing Associations and the voluntary sector, the Department makes provision for affordable low-cost accommodation for 12,000 people and to maintain housing fitness levels at 95 per cent in each year to 31 March 2007. 

There is also provision to sustain the effort to reduce fuel poverty. “People and Place – A Strategy for Neighbourhood Renewal” provides a framework to tackle deprivation in the most disadvantaged neighbourhoods and complements other strategies to tackle poverty and disadvantage more generally in Northern Ireland over the next seven to ten years. The primary outcome is to narrow the gap between the top 10% deprived wards in Northern Ireland and the remainder. The strategy envisages a partnership approach, working with local communities, the full range of statutory agencies, the private sector and the voluntary and community sectors in an integrated way in pursuit of;

· Community Renewal – to develop confident communities that are able and committed to improving the quality of life in the most deprived neighbourhoods ;

· Economic Renewal – to develop economic activity in the most deprived neighbourhoods and connect them to wider urban economy;

· Social Renewal – to improve social conditions for the people who live in the most deprived neighbourhoods through better coordinated public services and the creation of safer environments; and

· Physical Renewal – to help create attractive, sustainable environments in the most deprived neighbourhoods.

This strategy will ensure that we tackle these issues in an integrated manner and ensure that real improvements are made over a sustained period of time. The Government, through the ongoing work of the Community Action Group, and the North Belfast Community Unit will continue to take forward specific initiatives to build capacity and leadership in disadvantaged and divided communities.  
Appendix 5 
Management of Risk – A Strategic Overview with supplementary guidance for smaller bodies

INTRODUCTION

The guidance in the main text of this document is designed to primarily be of use to larger bodies with a complex system of control based on a broad management structure, it may not be so appropriate for smaller bodies where the system of internal control is relatively straight forward, and where there are relatively few members of staff, with multiple responsibilities.

In these instances, the indivisibility of the available resources may have implications for the strategic framework.  The risk management process is equally important in a small body as in a large department.  However, it is necessary to develop an approach that is appropriate to the particular circumstances of small bodies. With these considerations in mind, this supplementary guidance aims to assist smaller bodies develop a suitable approach to risk management. This guidance does not attempt to define what a “smaller body” is, but, as indicated above, presumes two key characteristics of such bodies:

1. a less complicated system of internal control due to limited diversity of risk; and

2. a limited number of staff carrying out multiple functions.

This guidance does not, in any way, reduce the Corporate Governance requirements placed on those bodies thought to be “small”, it merely serves to provide guidance on an approach to the risk management process that is more appropriate to their size.  Our suggested approach assumes that day to day control of the body is restricted to a small board- style management group, which is well aware of, and involved in, the various functions of the body and the activities being undertaken. The approach requires the management board to invest a certain amount of time at inception in order to lay the foundations for the ongoing risk management process.

The key starting point for the process is the strategic objectives of the organisation, as it is the risks to the achievement of these objectives on which the body should focus attention. If the body does not have an agreed set of strategic objectives, then the development of these will need to be the first stage of this process. Ideally, looking forward, risk management should be embedded into the ongoing planning and strategy process. It is up to the individual organisation to judge the significance of the risks they face and how much attention to give them.

THE APPROACH

Stage 1 – preparation

Given the nature of the internal control system and the particular pressure on available resources in small bodies, this approach aims to keep the time input required to a minimum.  The main text of this document proposes a series of risk management workshops as a means of identifying and assessing the risks. For small bodies we suggest that one meeting of the senior officers within the organisation should suffice although some preparation will be required prior to the meeting. It is also important to decide upon an appropriate individual within the organisation to take overall control of the risk management process and to chair the risk meeting. This is most likely to be a senior member of the management team whose role affords a global overview of the activities of the body.

Prior to the meeting, the objectives of the body should be circulated to all attendees with a request for them to consider, and then submit, what they perceive to be the risks to achieving each of those objectives. In order to share ownership of the process throughout the organisation, attendees may wish to consult other members of staff at this stage. As a guide, it may be useful to send participants the list of potential categories of risk at Section 3 of the main text. From the submissions received, and using his/her judgement, the Chairman should then aim to arrive at an overall list (grouping as appropriate) of the main risks facing the organisation.

Stage 2 – the meeting

The objectives of the risk meeting are as follows:

· Discuss and agree that all involved are satisfied with the Chairman’s list of risks;

· Determine the appropriate response to each risk;

· Assess existing controls and determine appropriate action;

· Allocate responsibility for action; and

· Agree future reporting and review procedures.

Taking each of the risks in turn, discuss and rate them high/medium/low in terms of likelihood and impact.  With this exercise complete, the Board needs to decide what their risk appetite is (see section 6 of main text). This will determine what response the board wishes to make to each risk.  For details of the different possible responses to risk see Section 7 of the main text.  With the list of key risks and responses agreed, it is then time to identify any controls that already exist in relation to the risks. The controls identified need to be assessed to determine whether they are the appropriate response to the risks identified. (The value for money of the chosen responses needs to be considered: over-control of minor risks is as important to avoid as under-control of serious risks).

It is likely that the assessment of controls will produce a list of actions required to produce an acceptable internal control system. Clear responsibilities should be allocated to these actions along with a deadline for the action to be completed and a scheduled date for review.

Stage 3 – the risk register

Following the meeting, the risk register proforma can be completed (see Annex). At this point, it may be sensible to circulate it to other relevant members of the organisation who did not attend the meeting. They should be able to provide further confirmation that the understanding of the risks and controls within the organisation is accurate.

A final version of the register should be circulated to all members of the organisation so that they are aware of the risk management policy and the controls in place to limit exposure to risk.

For some organisations, a formal risk register may not be the most appropriate means of tracking the risks over time, and other less formal means of reporting on how they are managed may already exist within the management and planning processes of the body.

Organisations should ensure that the risk assessment is embedded into the management and planning processes and not carried out as an isolated exercise. The risk register, or equivalent, should provide valuable input to the allocation of resources, in order to help factor risk into the business planning processes.

Stage 4 – ongoing review and reporting mechanisms

Management should agree a timetable for continuing review of the risk register, bearing in mind that the key risks faced by the organisation may change and that the adequacy of the internal control system requires regular re-assessment.

SUPPLEMENT GUIDANCE FOR SMALLER BODIES
Introduction
The guidance in the main text of this book is designed to primarily be of use to larger bodies with a complex system of control based on a broad management structure, it may not be so appropriate for smaller bodies where the system of internal control is relatively straight forward, and where there are relatively few members of staff, with multiple responsibilities. In these instances, the indivisibility of the available resources may have implications for the strategic framework. The risk management process is equally important in a small body as in a large department. However, it is necessary to develop an approach that is appropriate to the particular circumstances of small bodies. With these considerations in mind, this supplementary guidance aims to assist smaller bodies develop a suitable approach to risk management This guidance does not attempt to define what is a “smaller body”, but, as indicated above, presumes two key characteristics of such bodies:

· a less complicated system of internal control due to limited diversity of risk; and

· a limited number of staff carrying out multiple functions.

This guidance does not, in any way, reduce the Corporate Governance requirements placed on those bodies thought to be “small”, it merely serves to provide guidance on an approach to the risk management process that is more appropriate to their size.

Our suggested approach assumes that day to day control of the body is restricted to a small board- style management group, who are well aware of, and involved in, the various functions of the body and the activities being undertaken. The approach requires the management board to invest a certain amount of time at inception in order to lay the foundations for the ongoing risk management process. The key starting point for the process is the strategic objectives of the organisation, as it is the risks to the achievement of these objectives on which the body should focus attention. If the body does not have an agreed set of strategic objectives, then the development of these will need to be the first stage of this process. Ideally, looking forward, risk management should be embedded into the ongoing planning and strategy process. It is up to the individual organisation to judge the significance of the risks they face and how much attention to give them.

The Approach
Stage 1 - preparation

Given the nature of the internal control system and the particular pressure on available resources in small bodies, this approach aims to keep the time input required to a minimum. The main text of this book proposes a series of risk management workshops as a means of identifying and assessing the risks. For small bodies we suggest that one meeting of the senior officers within the organisation should suffice although some preparation will be required prior to the meeting. It is also important to decide upon an appropriate individual

within the organisation to take overall control of the risk management process and to chair the risk meeting. This is most likely to be a senior member of the management team whose role affords a global overview of the activities of the body. Prior to the meeting, the objectives of the body should be circulated to all attendees with a request for them to consider, and then submit, what they perceive to be the risks to achieving each of those objectives. In order to share ownership of the process throughout the organisation, attendees may wish to consult other members of staff at this stage. As a guide, it may be useful to send participants the list of potential categories of risk at Section 3 of the main text. From the submissions received, and using his/her judgement, the Chairman should then aim to arrive at an overall list (grouping as appropriate) of the main risks facing the organisation.

Stage 2 – the meeting

· The objectives of the risk meeting are as follows:
· Discuss and agree that all involved are satisfied with the Chairman’s list of risks;

· Determine the appropriate response to each risk;

· Assess existing controls and determine appropriate action;

· Allocate responsibility for action; and

· Agree future reporting and review procedures.

· Taking each of the risks in turn, discuss and rate them high/medium/low in terms of likelihood and impact.

With this exercise complete, the Board needs to decide what their risk appetite is (see section 6 of main text). This will determine what response the board wishes to make to each risk. For details of the different possible responses to risk see Section 7 of the main text. With the list of key risks and responses agreed, it is then time to identify any controls that already exist in relation to the risks. The controls identified need to be assessed to determine

whether they are an appropriate response to of the risks identified. The value for money of the chosen responses needs to be considered: over-control of minor risks is as important to avoid as under-control of serious risks.

It is likely that the assessment of controls will produce a list of actions required to produce an acceptable internal control system. Clear responsibilities should be allocated to these actions along with a deadline for the action to be completed and a scheduled date for review.

Stage 3 – the risk register

Following the meeting, the risk register proforma can be completed (see Annex). At this point, it may be sensible to circulate it to other relevant members of the organisation who did not attend the meeting. They should be able to provide further confirmation that the understanding of the risks and controls within the organisation is accurate. A final version of the register should be circulated to all members of the organisation so that they are aware of the risk management policy and the controls in place to limit exposure to

risk. For some organisations, a formal risk register may not be the most appropriate means of tracking the risks over time, and other less formal means of reporting on how they are managed may already exist within the management and planning processes of the body. Organisations should ensure that the risk assessment is embedded into the management and

planning processes and not carried out as an isolated exercise. The risk register, or equivalent, should provide valuable input to the allocation of resources, in order to help factor risk into the business planning processes.

Stage 4 – ongoing review and reporting mechanisms

Management should agree a timetable for continuing review of the risk register, bearing in mind that the key risks faced by the organisation may change and that the adequacy of the internal control system requires regular re-assessment.

PROFORMA RISK REGISTER

N.B. The entries in the risk register are for illustration only – to provide an indication of the responses required in each column.

Risk

Likelihood/Impact

Response: Control              Accept?


(y/n)

Action required

By whom

Action

by (date)

Next review date

GLOSSARY OF KEY TERMS

Assurance gaining (independent) confirmation that risk assessment and control response is appropriate, adequate and achieving the effects for which it has been designed

Control any action, procedure or operation undertaken to either contain a risk to an acceptable level of potential exposure or to increase the probability of a

desirable outcome

Corrective control a control designed to correct undesirable outcomes

Detective control a control designed to detect undesirable outcomes which have arisen

Directive control a control designed to ensure a particular outcome

Embedding risk management ensuring that the risk management strategy is reflected in the objectives and function of every level of the organisation

Exposure the range of outcome arising from the combination of the impact of an event and the probability of the event actually happening

Impact the evaluated effect or result of a particular outcome actually happening

Opportunity an uncertainty of outcome that may result in a positive or beneficial impact that the organisation wishes to take advantage of or exploit.

Preventive control a control designed to prevent an undesirable happening

Probability the evaluated probability of a particular outcome actually happening (including a consideration of the frequency with which the outcome may arise)

Risk the uncertainty of outcome, within a range of exposure, arising from a

combination of the impact and probability of potential events.

Risk appetite the range of exposure that is judged tolerable for the organisation

Risk management the limitation of the exposure to an acceptable level, by taking action on probability, impact (or both); it therefore requires identification of the elements to be considered and which may be controllable. A model of this is offered below:

Risk review a strategic review sponsored by senior management to identify the risks associated with all the activities and operations of the organisation.

Risk self assessment a technique by which each level of the organisation identifies and evaluates the risks associated with its activities to inform a strategic review

Threat an uncertainty of outcome likely to result in a negative or damaging impact that the organisation may wish to control to an acceptable level.

Appendix 6

Small Housing Associations




HOUSING CORPORATION NEWS FOR SMALLER HOUSING ASSOCIATIONS IN THE SOUTH

There are currently 16 small associations i.e. with less than 250 units, 11 of which are developing associations and the remaining five small , non-developing associations also have a rental income stream of less than £500,000 rental income per annum.  A more comprehensive breakdown can be seen in Figure 1 below. 

	>250 units 
	Rent

Receivable


	S/C Units
	Bed Spaces 
	Total Stock @ 31-3-04

	Abbeyfield
	Not Available
	0
	180
	180

	Abode
	577,198
	287
	0
	287

	Ark
	514,851
	226
	78
	304

	Ballynafeigh
	540,827
	220
	0
	220

	Belfast Community
	900,760
	426
	0
	426

	BIH
	7,440,247
	3377
	418
	3795

	Broadway
	85,515.57
	6
	78
	84

	Choice
	766,307
	329
	68
	397

	Clanmil
	2,891,736
	1522
	58
	1580

	Clonard
	84,225
	38
	0
	38

	Connswater
	766,031.49
	280
	0
	280

	Coral Crescent
	25,000
	12
	0
	12

	Corinthian
	501,400
	246
	0
	246

	Covenanter
	11,916
	28
	14
	42

	Craigowen
	267,038
	0
	437
	437

	Donacloney
	101,983
	43
	0
	43

	Dungannon & District
	599,502
	244
	37
	281

	Filor
	721,640
	306
	0
	360

	Flax
	605,941
	273
	0
	273

	Fold
	6,202,201
	3292
	216
	3508

	Gosford
	340,652
	142
	0
	142

	Grove
	368,319.1
	161
	0
	161

	Habinteg
	3,283,059
	1265
	259
	1524

	HEARTH
	207,293
	93
	0
	93

	Larne & District
	490,836
	233
	0
	233

	Newington
	690,207
	302
	29
	331

	North & West
	7,296,398
	1850
	450
	2300

	Oaklee
	5,076,035.3
	2719
	671
	3390

	Open Door
	722,235
	337
	120
	457

	Presbyterian
	1,223,180
	635
	0
	635

	Rural
	818,248
	282
	0
	282

	SHAC
	825,681.3
	163
	882
	1045

	South Ulster
	1,414,234.7
	662
	0
	662

	St Matthews
	325,930
	136
	0
	136

	Triangle
	3,291,402
	109
	260
	369

	Ulidia
	914,820.52
	280
	281
	561

	Wesley
	217516
	97
	39
	136

	Woodvale & Shankill 
	967988
	4433
	0
	4433


Figure 1.

Appendix 7
Property Development Assessment                   

3.1 Methodology 
Housing associations must develop good quality homes that seek to meet the people’s needs and preferences now, and in the future.

The property development element of the inspection has been tailored to the Housing Associations Guide as closely as possible. Its method concentrates on the systems of internal control and output.
Systems examination is the structured analysis and evaluation of the internal control of an organisation’s business in relation to the objectives of the organisation.
For any process to be effectively controlled and in order that management can place reliance on its internal control system suitable policies and plans should be developed, agreed and regularly reviewed 

This assessment will include the following key objectives; 

a. To examine a Housing Association’s development activities in relation to the procurement, procedural and design practices. This will include an inspection of a variety of scheme types and procurement options undertaken by an Association.

b. To check the validity and accuracy of the Certifications made by an Association in applying for project approval and grant aid. 

c. To establish an Association’s record in controlling costs of schemes and specific measures taken to reduce risk in developing schemes. This will include an examination of the association’s risk and hospitality registers. 

d. To verify that all requirements and any conditions of approval have been met and that the Association has properly exercised its responsibilities as set out in the Department’s Housing Association Guide and the Housing Order 1992. 

e. To monitor the consistency and quality of the housing produced using the Department’s Design and Contracting Requirements.
f. A check to establish if the Association has complied with the Department’s Energy Efficiency requirements contained in the Housing Association Guide Part 3 Appendix 1 Annex H 
Procedure

The scheme development activities as recorded in the Association's scheme files are tested based on the procedures detailed in the Housing Association Guide. This includes an examination of the certifications given by the Association in seeking both project approval and grant aid.

i. Procurement Policies Procedures (including Disposal Proceeds Fund), were applicable, to ensure that the chosen procurement route follows recognised policies and guidelines on good practice, as detailed in the HA Guide.
ii. Ensure that an Association has written policies and procedures on scheme development incorporating the essential/recommended items and guidance on all procurement options detailed in HA guide. Check that the Association has a development guide and a design brief which are complied with and regularly reviewed.
iii. Verify that all methods of procurement are regularly monitored, reviewed and formally approved by Management Committee. To ensure that: 

· all appointments accord with the procurement requirements and guidance detailed in Part 4 of the HA Guide. 
· the selection of contractors fully accord with the procurement requirements and guidance detailed in the HA Guide, including Annex K of Appendix 3 to Part 2. 
· Professional services are commissioned in accordance with the HA Guide
· the chosen procurement route follows recognised policies and guidelines on good practice.

· the commissioning of consultants and contractors are appropriate, contractually sound, justifiable and fair
iv. To check that adequate documentary information exists within committee minutes and on individual scheme files to demonstrate the procurement arrangements have been approved by Management Committees. 
v. To ensure an Association has adequate structures in place to consult appropriate stakeholders when considering new projects or reviewing existing policies.

vi. To ensure that where an Association employs a Development Agent, a current, signed, written Development Agreement detailing the duties and responsibilities of each party and the proposed relationship with consultants and contractors is in place.

vii. Were a Disposal Proceeds Fund  is in operation ensure that just as with the development programme the Association is: -
a) Controlling costs of replacements and taking specific measures to reduce risk. Complying with the development requirements and conditions of the HA Guide. 
b) Providing replacement housing to a standard commensurate with the consistency and quality of housing produced under the HA Guide.
viii. Ensure acquisition of land or property fully complies with the procurement requirements and guidance detailed in Part 4 of the HA Guide. 
ix. Ensure that the consultant is providing sufficient advice and information to the Association in accordance with the HA Guide. 
x. Ensure compliance with the Construction (Design and Management) Regulations as detailed in the HA Guide. 
xi. Ensure that all work exceeding £10,000 is let on a formal contractual basis in accordance with the HA Guide. 
xii. Establish the Association's record in controlling scheme costs and progress during the construction period and beyond with reference to the HA Guide 
xiii. Ensure that if an association has claimed the Secured by Design multiplier at project application stage the   award must be obtained.
The Association should advise the Department when this matter is successfully resolved.
xiv. Ensure an Association has where applicable, sought energy      efficiency advice in accordance with the requirements detailed in Housing Association Guide Part 4.
xv. Check the validity and accuracy of the 'certifications' given by an Association in order to obtain project approval and grant-aid. 
xiv. Monitor the quality of the housing produced.
Appendix 8

Property Management.
                          

This purpose of this part of the inspection is to: 

· see how effectively stock is being maintained, 

· establish that works have been carried out to a reasonable standard.

· ensure compliance with the advice given by the Architectural Liaison Service (PSNI).
The key objectives for this element of the inspection will include testing to establish that: 

i. The Association’s procurement practices and procedures relating to maintenance, minor works (including adaptations), comply with the HA Guide and that the association can demonstrate the achieving of best value and probity in the commissioning and execution of its maintenance and improvement work. 

ii. The policies and procedures for selecting contractors and consultants are subject to regular review. 

iii. The certifications made by the Association in applying for approval and grant aid are valid and accurate.

iv. The association complies with the Tenants’ Guarantee and has a Repair scheme.

v. Action is being taken by the Association in compliance with Appendix 1 Part 3 Annex G in order to reduce the incidence of crime related problems in their existing housing stock.

The association actively promotes measurable improvements to housing in Northern Ireland by having procedures for ensuring well maintained housing that is affordable, energy efficient and meets the Decent Homes standard as detailed in Appendix 4 Part 6 of the Housing Associations Guide.  The Decent Homes Standard incorporates four main criteria: 

· The statutory minimum fitness standard for housing; 

· Repair; 

· Modern facilities and services; and 

· Thermal comfort.

Any property that does not meet all four criteria is deemed to have failed the standard

Specifically to ensure that association maintain the level of fitness to a minimum 95 per cent of their stock thereby contributing to Public Service Agreement target of ensuring a housing fitness level of at least 95% as measured in the House Condition Survey.
Key Objectives: 

To ensure that an Association has written policies and procedures on minor works incorporating the essential/recommended items and guidance on procurement as detailed in the HA Guide.

To verify that all methods of procurement are regularly monitored and reviewed by Management Committees.

a To check the validity and accuracy of the ‘Certifications’ given in order to obtain and grant aid.

b To ensure that the chosen procurement route follows recognised policies and guidelines on good practice.

c To ensure that the commissioning of consultants and contractors are appropriate, contractually sound, justifiable and fair. 

d To ensure that the end product is suitable for the intended need group, set in a safe, secure and visually attractive environment.  

e To monitor the consistency and quality of the works carried out.

Major Repairs and Minor Works

Key Objective

To ensure that probity and value for money are demonstrated by the Association and that a quality product is produced.

Associated Objectives

The Association demonstrates that;

a. all procedures follow the relevant Sections of the Housing Association Guide.

b. it has comprehensive Policies & Procedures covering all aspects of its procurement of minor works and

c. all such procedures are adopted by the Management Committee.

d. it operates strictly within their stated Aims, Policies & Procedures.

e. It maintains the Approved Lists in an acceptable manner and there is rotation of contractors.  

Where costs are less than £10,000 the Association’s arrangements should:

i. Be sensible and appropriate for the size, location and character of the work.  

ii. Be open, accountable and subject to internal/external audit. 

iii. Involve technical expertise, as appropriate. 

iv. Include inspection on completion and/or satisfactory completion confirmations. 

v. Incorporate performance measurement and benchmarking for continuous improvement. 

vi. Consider introducing procedures, which ensure that all minor works contracts are let on a written basis. 
Performance against Objectives

The association should have;

a. Transparent and accountable methods of organising quotation seeking competitions, which must be developed into comprehensive procedures for adoption by the management committee.

b. Access to and engage, as needed appropriate professional &technical resources for employment in the minor works procurement area.

c. Comprehensive procedures dealing with certification to ensure that a transparent and well-logged sequence of events to verify payment occurs prior to payment of an invoice.

d. Procedures to ensure the appropriate statutory approvals are in place.

e. A separate file for each minor works job. 

f. A numerically sequenced ordering system.

g. Procedures to supply the necessary VAT information to contractors in line with the VAT office requirements.
h. A comprehensive Policies & Procedures manual incorporating these issues and adopted by the Board.

i. OT (Occupational Therapist) assurance that the finished adaptations meet the OT requirements. Written OT agreement to changes must be available for inspection.

j. The following information will be required for checking: - address, OT report, number of quotations invited, and number of quotations received, order placed /contractor and invoice amount.

Designing out Crime in Existing Stock  
This is now incorporated into Annex G of Appendix 1 to Part 3 & Annex F of Appendix 2 to Part 6.of the Housing Associations Guide. 
Key Objective

Associations should fully implement the contents of the Housing Associations Guide on a rolling and continual basis.

Performance against Objective 
	Test
	Commentary

	Association should embody within its Stock Surveying requirements brief, a requirement for the consultant to examine the issue of Secured by Design in Existing stock. 
	The Association should continue to implement the requirements of the Guide. The situation will be monitored at inspection.


Maintenance (Response, Planned & Cyclical)

Regulatory Standard – all associations should ensure value for money and probity in the commissioning and execution of its maintenance and improvement work, including compliance with the Housing Association Guide where appropriate. The policies and procedures for selecting contractors and consultants should be subject to regular review.
Response Maintenance

Response Maintenance comprises the day-to-day maintenance management activity including all work in the emergency, urgent and routine repair categories and not dealt with under the Planned or Cyclical maintenance management procedures.

Key Objectives

a. To ensure that the chosen procurement route follows recognised policies and guidelines on good practice as detailed in Appendix 2 to part 4 of the HA Guide. 

b. Associations should provide effective, efficient and responsive repair service to their residents to ensure compliance with the Regulatory Standard 3.4 and achieve ;

i. 85% of Emergency repairs to be completed within 24 hours

ii. 80% of Urgent repairs to be completed within 4 calendar days

iii. 80% of Routine repairs to be completed within 4 calendar weeks
c.     The association should have long-term maintenance and Improvements policies with published targets for the standards of performance to be achieved.  Regulatory Standard 3.4 requires an association to: –

i. know the condition of its stock, including its energy efficiency, by using appropriate survey or inspection records; 

ii. have costed plans for future maintenance and improvement of their housing which will keep it in reasonable and lettable condition; 

iii. post inspect, on site, a reasonable percentage of repair and improvement works; 

iv. have a responsive repair service that meets legal and contractual obligations and is efficient and effective; and
v. publish service standards and be sensitive to the needs of vulnerable residents.
d. Associations should inform residents about this policy and the procedures used to provide this service. 

e. Associations should meet all requirements of the Tenants Guarantee in particular any part relating to maintenance and repair, and right to repair and/or compensation provision.
f. If negotiated, term or schedule of rates contracts, or open book and/or partnering arrangements are to be used in the procurement of work, then:

i. The extent of work shall be properly reflected and well documented?

ii. The costs are fully justified on value for money grounds based upon appropriately comparable benchmarks and whole life costing techniques?

iii. Appropriate authorisation given for any such negotiations by the management committee etc?

iv. Appropriate Forms of Contract and/or Agreement used?

v. Legal/professional advice obtained on contractual amendments to standard forms?

vi. Checks undertaken that contractual insurance requirements complied with?

g. Associations should monitor and at least annually report performance to residents and review against their service standards. To improve service, associations should: achieve an appropriate balance between planned and responsive maintenance of 60:40.
Performance against Objectives Test:

The certification procedures used should record who and what certification acts are being completed.
Commentary: 

Certification procedures should be transparent and accountable and must offer security and confidence to all interested parties. The Association need to have creditable certification procedures and seek to record them on each and every invoice in a clear and concise manner. It should be remembered that a signature or initial can be interpreted as carrying no meaning or weight if it is not accompanied with a statement and date. It is essential that the process should involve a minimum of two staff in the certification procedure.
Test 

The Association should have adopted procedures dealing with repairs and response, planned and cyclical maintenance and selection of contractors for construction and maintenance work. These must be transparent and accountable.
Commentary
Associations need to be aware of their statutory, legal and contractual obligations as landlords to maintain their stock.  They are required by Regulatory Standards 3.3.1 and 3.3.2 - to ensure that:
a. The homes their residents live in are well maintained and in a lettable conditions; and

b. Maintenance is carried out effectively and responsively and in ways that reflect residents’ preferences. 

Commentary

a. The Association has a published policy on repairs, drawn up in consultation with tenants which complies with Part 6 Appendix 5.Section 1.02 of the Housing Associations Guide.
b. The Association target response times complies with regulatory standard 3.4.
c. The Association procedures define repairs and detail, reporting and authorising of repairs; 

· Identifying and prioritising repairs for the most vulnerable residents and arranging for access to undertake the works etc; and 

· Undertaking a (sample) customer satisfaction survey on the completed work and on the contractor’s performance

d. The Association has a right to repair scheme in place
Associations – as responsible social landlords must therefore provide an effective, efficient and responsive repair service to their residents.  This should include the following considerations:

. The Association has a published policy on repairs, drawn up in consultation with tenants, and covers:
· Who is responsible for various types of repair; 

· The standard of service to be achieved; 

· How the specific needs of particular groups of residents, especially vulnerable residents, will be addressed; 

· How the need for repairs are to be reported and how an emergency service is to operate;

b. The Association has target response times, e.g.:
· Emergency: 1 calendar day (24 hours). Defects affecting the safety, security or health of the tenant. 

· Urgent: 4 working days. Defects causing loss of facility to the tenant or likely to cause further deterioration to the structure, fabric, fittings, fixtures or services to the building. 

· Routine: 28 working days. Defects that can be deferred without seriously inconvenience to the tenant.

c. The Association has procedures for:
· Defining, reporting and authorising repairs; 

· Identifying and prioritising repairs for the most vulnerable residents and arranging for access to undertake the works etc; and 

· Undertaking a (sample) customer satisfaction survey on the completed work and on the contractor’s performance

d. The Association takes account of right to repair scheme:
· Tenants are informed about the level of service they can expect; 

· Targets and response times are set for different types of repairs; 

· Tenants are informed of an entitlement to compensation where a service does not comply with agreed standards

Test

The Association should have information available to tenants on the subject of Tenants Right to Repair.
Commentary

The Association should publish in its Tenants Handbook all information 
taking account of right to repair scheme referred to in the Housing Associations Guide Part 6 Appendix 5 section 1.02 d detailing:

· the level of service tenants can expect; 

· targets and response times set for different types of repairs; 

· entitlement to compensation where a service does not comply with agreed standards;
· the requirements of The Tenants Guarantee relating to Maintenance and Repair.

Maintenance works
Key Objectives

All Associations should have policies and procedures for:

i. The complete maintenance strategy for the estate under their control.

ii. How contractors and consultants are selected and work is allocated.

iii. Ensuring value for money and probity.

iv. Associations should ensure that the housing for which they have repairing obligations is in reasonable and lettable condition. 

v. The Association should have a policy setting out their understanding of what constitutes a reasonable and lettable condition. 

vi. This should set out and define the term ‘reasonable and lettable condition in its Policies and Procedures documentation, and demonstrate through its procedures that it has the necessary infrastructure in place to deal with   re-letting in pursuit of the aim to achieve ‘reasonable and lettable condition’. 
Commentary
 As a minimum the Association should set down;

a. What discipline within the association structure is responsible for carrying out the Re-let survey work?
b. What budgets and resources are to be made available in order to carry out any work arising from such surveys?
c. The procedures to be followed in order to procure any work arising from such surveys.

Planned Maintenance

In good estate maintenance management, it is essential to have in place a creditable system of planned maintenance identification and a resultant programme of work carefully budgeted and procured in sensible fashion. Such systems;

a. reduce crisis management and response maintenance. 

b. enable good financial planning arrangements.

c. maintain the estate in a creditable, safe, condition. 

d. establishes a knowledgeable database of information on property requirements over a projected and rolling period of time. 

e. encompasses strategic procurement and budgetary management control of all requirements.
f. includes the gathering and collating of all relevant information by Professional & Technical and other means.
Key Objectives

The Association should;

i. Have sensible methods for knowing the condition of their stock and should have up to date information on its condition.

ii. Have a policy setting out their understanding of what constitutes reasonable and tenantable condition.

iii. Be able to identify the number, type and geographical spread of their properties which do not meet the condition standard set out in their policy.

iv. Know the condition of the housing for which they have repairing obligations, including its energy efficiency; by using appropriate surveying inspection methods.

v. Have costed plans for future maintenance and improvement of their housing which will keep it in reasonable and lettable condition appropriate to likely future needs

vi. Through their planned work, help the Northern Ireland Housing Executive to meet their obligations under the Home Energy Conservation Act 1995

vii. Demonstrate that they are making adequate financial provision for planned maintenance and improvement works.

Test

i. The Association should operate a system of planned maintenance management with dedicated policies & procedures relating to both planned and cyclical maintenance management,

ii. The Association should have a policy statement regarding intended cycle period of stock surveying or of the areas of remit to be included in any stock survey.
iii. The relationship in expenditure between planned and response maintenance should be 60:40.
Commentary

Any work arising must be procured by clear and transparent methods in parallel with all miscellaneous work (or major work) activity as defined in the Policies & Procedures.  The Association should ensure a clear understanding of the distinction between known cyclical maintenance needs and the unknown planned maintenance needs identified by stock surveying methods.  The intended stock surveying cycle period should be set down in the Association’s policies, along with;

i. the areas of remit for such stock surveying and 

ii. appropriate forward planning schedules, derived from the stock survey results.

iii.  budgeting schedules and proposed job non-achievement carry over schedules.

Cyclical Maintenance

Cyclical maintenance is that element of the Planned Maintenance which is routinely required to maintain the safe working of specialist appliances / installations or maintain the fabric subject to deterioration over time. Grounds maintenance is normally included in this category of maintenance management. Good Cyclical Maintenance management contributes significantly to the aim of achieving ‘reasonable and lettable’ condition.

Test

The Association should be able to demonstrate that it: 

i. procures all those cyclical works that maintain safe operation of specialist appliances/installations and the building fabric and grounds.

ii. procures such work in appropriate, accountable and contractually sound manner.

iii. has adequate forward planning and properly budgeted programmes of work in place.

iv. has a database of cyclical maintenance needs across their whole estate and set up a recurring schedule of requirements, i.e. a schedule showing when such requirements are due.

v. has budgeting arrangements sufficient to cover the costs of the anticipated workloads arising. 

vi. has follow on schedules in place showing jobs done or not achieved and carried forward.
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