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1. INTRODUCTION

i. Purpose
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It is acknowledged that Tarka’s priorities in its first five years are based primarily on the delivery of the promises made in the Torridge District Council transfer document. This Asset strategy therefore reflects this and is focussed on delivering improvements to the existing housing stock. As this document is reviewed and updated, it will become more diverse in its focus and increase attention on sustainability and developing new housing which will support communities and meet a continued housing need within the North Devon and North Cornwall regions.

This Strategy is developed to ensure Tarka Housing makes all of its property fit for purpose by meeting the Decent Homes Standard by December 2010. In addition, Tarka will progressively through a programme of improvements, attain the higher Tenant aspirational standard known as the ‘Tarka Standard’ within all its properties. Where possible, Tarka will incorporate measures to reduce costs, both monetary and environmental, whilst increasing the value of Tarka’s assets. Tarka will therefore strive to demonstrate Value for Money whilst delivering its Asset Management Strategy.

In addition, Tarka’s Strategy will ensure that the needs of its customers are obtained and listened to. These will then form the basis of Policies and Procedures relating to Asset Management and will be implemented in their service delivery.

Finally, by delivering the above objectives, Tarka will sustainably deliver Excellent Homes and Communities where people want to live. 

ii. Links with Tarka’s Vision & Mission
Our Mission: delivering excellence to provide better homes, healthier environments and stronger neighbourhoods where people want to live.

Our Vision is:

As Westward Group Members we….
…..will deliver excellence through meeting our promises

· involving, empowering and engaging with residents & service users

· promoting positive local identity

· working with a wide range of partners 

· bringing other partners into the Group with complementary strengths

· developing more affordable homes

· being employers of choice

· promoting open and transparent communications and feedback

…..will deliver better homes by

· improving our existing housing stock

· building high quality new homes

· working to high environmental and energy efficiency standards

· incorporating the benefits of sustainable communities

· involving residents in designing homes where people want to live

….. will provide healthier environments by

· raising the quality and extending the range of services to residents & service users

· supporting people who are vulnerable

· getting services right first time

· aspiring to top inspection and accreditation results

· encouraging user-driven and user-focused innovation

….. will provide stronger, happy neighbourhoods by

· putting communities and their needs at the forefront

· encouraging employment and training opportunities particularly for Westward residents

· ensuring equality and diversity are fully reflected in all activities

iii. Definitions of Service Areas and Documentation
Tarka Standard




Works Specification & Scope developed by Tarka’s Tenants to reflect an aspirational standard higher than the Decent Homes Standard (See (iv) linked documents)

Internal Improvements

Works include; Kitchen upgrades, Bathroom upgrades, Heating Upgrades, Electrical upgrades, and Insulation upgrades including associated remedial works.  Works, which improve the facilities and living environment inside the home. Carried out as indicated by stock condition survey.

External Improvements

Works include; Fencing, re-roofing, new doors & windows, major renovation to building external envelopes, replacement rainwater goods & barge boards and fascias, drainage replacement & major repairs, re-laying of footpaths, door entry systems. Works that improve the outside of the building and the surrounding area. Carried out as indicated by stock condition survey during 5 year cyclical programme.

Disabled Adaptations

Works include; installation of wet room showers, grab rails, stair lifts and access ramps. Works, which are specified for a Tenant by a State Registered Occupational Therapist or their partner agencies on a needs basis. Carried out reactively when referrals received.
External Cyclical Maintenance

Works Include; preparation and repainting of external walls, patch repairs on external envelopes, footpaths and roadways, washing and servicing of rainwater goods, doors and windows. Works that maintain and preserve existing building elements on a programmed 5year cyclical basis.

Responsive Repairs

Works include; repairing doors and windows, fixing leaks, changing or mending locks and ironmongery, scarfing-in and making patch repairs to building elements, kitchen repairs. Works which are un-programmed and dealt with on a reactive basis, repairing and maintaining building elements and secondary fixings.

Internal Planned Maintenance

Works include; gas servicing, solid fuel servicing, oil boiler servicing, lift servicing, Legionella testing and fire alarm servicing. Works which maintain & service key internal systems and appliances for the Health & Safety and well being of the customers. Carried out annually.

Void Works

Works include; general repairs, internal improvements and cleaning. Works, which are undertaken while a property, is vacant between being let.

iv. Linked Policies & Documents

Tarka Improvement Policy & Procedures 

(to be completed October 09)

The Tarka Standard
Tarka External Maintenance Policy & Procedures 
(to be completed May 09)

Tarka Disabled Adaptation Policy & Procedures 
(to be completed October 09)

Tarka Void Policy & Procedures
Tarka Responsive Repairs Policy & Procedures 
(to be completed May 09)

Tarka Gas, Solid Fuel & Oil Policy & Procedures 
(to be completed May 09)

Westward Procurement Strategy
Tarka Environmental Policy
Tarka Tenant Involvement Strategy
Fuel Poverty Strategy




(to be completed March 10)

TDC Transfer Offer Document
Responsible Person(s)

Head of Asset Management – Development, Implementation & Review

Development and Review Team will include; Local Authority, Board members, Tenants, Tarka Staff from all teams

Senior Contract Surveyor – Implementation & Review

Repairs & Building Manager – Implementation & Review

Asset Team - Implementation 

1.1 
Key Objectives

Tarka Housing will achieve its Asset Management Strategy by continually investing in its property assets so that they are:

· Decent Homes Compliant by December 2010

· Fit for Purpose – in accordance with customers needs

· Efficiently maintained and used

· Actively contributing to the Government’s Sustainability agenda

· Increasing in value and reducing cost in use

· Positively supporting service delivery

· Able to be adapted redeveloped, or disposed  
· Performing in advance of current standards, and anticipating higher, more demanding standards from Government – Including the development of The Tarka Improvement Standard

· Aligned with Tarka’s and Westward Group’s business and financial planning framework

1.2 
The Purpose of the Strategy

To achieve the above objectives (which are key to our organisation) while working within existing organisational constraints, having due regard to the ‘efficiency agenda’.

1.3 
To ensure appropriate Board control 

By agreeing an Asset Management Strategy and effectively monitoring its successful implementation.  Appropriate control can be exercised over the management of Tarka’s property assets. It is a key risk management mechanism for a major risk activity within Tarka’s overall business.

1.4 
To ensure continuous improvement of our services.

To ensure compliance with the Tenant’s Services Authority (TSA) Regulatory Code;

In assessing our compliance with the regulatory code the TSA will consider whether the asset management framework, as detailed in their document ‘Understanding our Assets’ has been followed and that it’s objectives have been met.

1.5 
Achieving our Objectives

This strategy provides a framework for achieving Tarka’s objectives. It sets out principles and practice for the management of our property assets.

           In considering the Asset Management Implementation Plan, the Board    

           makes, or delegates decisions about the phasing of major re-modelling works.   

           The sale of property and the raising of more loan funding to help pay for 

           Works, and the speed at which Tarka grows its asset base.

1.6 
Fit for Purpose

As part of an ongoing review process our property assets will undergo a ‘fit for purpose’ assessment. To successfully pass this assessment they must be contributing strongly to the delivery of our services to the community. The criteria will be detailed under the section Stock Option Appraisal.

1.7 
Efficiently maintained and used

The efficient maintenance and use of our property assets, in financial, environmental, and social terms will be considered as part of the annual review of the asset management side of Tarka’s Corporate Plan. This test will not only apply a commercial view of how the property could be best used (see ‘stock options appraisal’), but also assess the continuing social benefit of ownership/management.

Properties requiring significant expenditure to meet the requirements of the Decent Homes and Tarka Standard and/or which are becoming harder to let will be scrutinised closely, in accordance with our Stock Options Appraisal process. The options appraisal will determine whether there may be a better use for these particular assets, the viability of making changes and/or realising the assets through sale. A balance will be struck between the financial viability of a particular asset and its social value.

1.8 
Increasing the value and reducing cost in use

The Asset Management Implementation of key service areas will organise investment in programmes of work, which provide value for money and which enhance the value of Tarka’s assets. As well as focusing on the financial planning required to achieve effective investment and business planning we will achieve lower cost in use of our properties for occupants, in accordance with our Environmental Sustainability Policy. Tarka will also be developing a specific Fuel Poverty Strategy along with Torridge District Council during 2009/2010, which will be linked to this document upon completion.

1.9 
Positively affecting service delivery

Taka will establish clear reasons, which are regularly reviewed as to why Tarka holds particular property assets, how they affect service delivery and contribute to Tarka’s financial strength. This will include a full understanding of whom the customers are, what their needs are and ensuring that Tarka’s strategy meets the equality and diversity requirements of its Tenants.

1.10 
Able to be adapted, re-developed, or sold

Integral to the asset management and investment and procurement objectives within the Corporate Plan, will be decisions regarding how much and where Tarka invests its resources. This will be influenced by a property’s ability to be adapted, redeveloped or sold. By considering investments within the context of the future value and adaptability of Tarka’s assets, Taka will ensure it invests efficiently today and for the future. It will avoid investments that cannot be demonstrated as viable where for example the investment only temporarily extends the useful life of the property.

1.11 
Aligned with Tarka’s and Westward Group’s Business and Financial      
Planning Framework

Tarka is growing and also needs to invest in its existing assets to ensure it achieves growth in its asset value as well as in the overall numbers of properties. Accurate and detailed financial modelling is therefore central to the asset management plan and an integral part of the annual corporate business plan review.


Tarka’s growth objectives are set out in its Corporate Plan, and 5 year Business Plan. 


(See linked documents)

1.12 Tenant Involvement & other consultation


Tarka has a robust and effective Tenant Involvement Policy and Framework, which 
includes five User Panels made up from Tenant Board Members, Tenant Panel Members and tenants generally. This includes the Asset Management User Panel, which consists of eight proactive Tenants who are involved in key decision-making, such as Tendering and writing Policies and Procedures. Tarka also stages regular public ‘Showcases’ to which all Tenants and stakeholders are invited to give their views on the services provided and the product options to be offered. In the last two years Tenants from all areas have been very supportive at these events.  See Tarka’s Tenant Involvement Strategic Framework:
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2. EXISTING ASSET BASE
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In 2001 the Government’s nationally collected data, estimated that 1.7 million social rented homes would be considered non-decent, based upon the definitions published in the Housing Green Paper ‘Quality and Choice: A decent home for all’ April 2000.

Tarka Housing was formed in December 2007 and took ownership and responsibility for Torridge District Council’s (TDC) Housing Stock. In preparation for and leading up to the Stock Transfer, TDC procured Savills of London to undertake a warranted stock condition survey. This Survey was completed in two halves, 50% in 2005, and 50% in the summer of 2007. The full Stock Condition Survey Report can be found linked to this document. By August 2007, in total 91% of Tarka’s 1,694 units had been surveyed internally, and 100% surveyed externally.

The purpose of this Survey was:

a. To provide accurate and statistically reliable information concerning repairs and maintenance as well as improvement costs forecast over a 30 year term;

b. 
To collect, validate and report upon attribute and condition information about the stock for the purpose of improving existing records and future maintenance planning;

c. To facilitate and inform the transfer of the stock to a new RSL.(Tarka)

d. To measure the stock against the decent homes standard;

e. To measure the energy efficiency of the stock.

Tarka have used this survey data to formulate a clear programme of works and associated costings for the first five years from January 2008, which fulfils the promises made in TDC’s Transfer Offer Document, which is linked to this document. In addition, the core data has been integrated into the Omega Delta Stock Condition database and is systematically updated by its team of 4 qualified and experienced Surveyors to provide Tarka with reports which enable future prioritisation of works and programming along with predicted costings. 

This warranted stock data, alongside the Offer Document promises give Tarka specific, measurable objectives to monitor and deliver for the first five years of the Business Plan. See Appendix A – 2009/2010 Programme.

In order to anticipate Tarka’s future investment requirements and to ensure that adequate financial provision is made, Tarka recognises there is a need to acquire accurate and good quality information on the condition of our housing stock. 

The benefits of acquiring this information allow Tarka to:-

· Make long term forecasts of our component future repairs and renewal

· Establish and implement short and medium term planned programmes of repair and improvement

· Identify properties with unusual or specific attributes

· Provide data for us to identify specific trend over the lifetime of our properties

· Provide quick and comprehensive reports on the condition and profile of our stock

Property surveys are then progressively undertaken by Tarka’s own surveyors, initially in paper format and latterly on hand held data collection computers. This ensures that the stock data is current and accurate.


2.1 Stock Profile as at February 2009
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	Tarka Stock Breakdown

	Property Type
	Rented Garage
	Rented General Needs
	Rented Designated
	Rented Sheltered
	Staff Accomodation
	DIYSO
	Leasehold
	Grand total

	House
	 
	715
	2
	9
	5
	8
	 
	739

	Bungalow
	 
	77
	298
	117
	2
	 
	 
	494

	Flat
	 
	215
	36
	193
	1
	 
	57
	502

	Bedsit
	 
	 
	 
	3
	 
	 
	 
	3

	Garage
	674
	 
	 
	 
	1
	 
	 
	675

	Totals
	674
	1007
	336
	322
	9
	8
	57
	2413



Energy Efficiency:


Guidance from the Energy Saving Trust regarding the energy efficient refurbishment


of existing housing states that “a SAP rating of 75 should be regarded as the minimum


to be exceeded wherever technically and financially feasible”


The average SAP 2001 (Standard Assessment Procedure) ratings for our existing stock


at the end of 2007/08 was 70.00, this can be subdivided as follows:
	SAP Profile by Built Form

	
	2001 SAP Rating

	Built Form
	< 10
	10 to 20
	20 to 30
	30 to 40
	40 to 50
	50 to 60
	60 to 70
	70 to 80
	80 to 90
	> 90

	Detached
	0
	0
	0
	0
	1
	4
	4
	2
	0
	0

	Semi- Detached
	0
	3
	8
	81
	2
	159
	171
	88
	0
	0

	End of Terrace
	0
	0
	0
	15
	0
	28
	184
	68
	0
	0

	Mid-Terrace
	0
	0
	0
	1
	25
	2
	58
	239
	95
	0

	Mid Terrace + passage
	0
	0
	0
	0
	0
	0
	0
	0
	0
	90

	Flat
	0
	0
	0
	0
	0
	15
	0
	46
	293
	0

	Maisonette
	0
	0
	0
	0
	0
	0
	0
	0
	0
	0

	Totals
	0
	3
	8
	97
	28
	208
	417
	443
	388
	90

	Average SAP
	70
	
	
	
	
	
	
	
	
	



(It should be noted that among these property types, Tarka has 175 non-traditionally constructed properties. These will be discussed further under the 
Section headed Stock Option Appraisal.)

         
This gives a good indication of where we should target our investment in order to    

          
meet or exceed the recommended targets. According to DCLG figures, the average 

          
SAP rating for the UK domestic housing stock is 51.8. The social sector has an      

          
average SAP rating of 58.5 compared to 50.3 in the private sector. (This information 

          
is taken from the Home Condition Report 2004 Headlines report)  

          
The stock will be re-assessed using the new SAP 2005 methodology once the    

          
OMEGA system is upgraded toward the end of 2008/09. 

2.2 
Outcomes and Improvements
A new version of the data-base ‘OMEGA’ was implemented in 2003 by Westcountry Housing Association (Tarka’s partner within the Westward Housing Group), and this has provided Tarka with the ability to continually and accurately evaluate the condition of its housing stock against the Decent Homes assessment criteria.

The benefits of acquiring this new software has allowed Tarka to:-

· Monitor properties in relation to the requirements of the Decent Homes Standard

· Establish which properties are categorised as being non-decent

· Establish why they are non-decent

· Provide the costs of making them decent

In order to gain access to any potential EU funding for energy efficiency measures, Tarka recognised the need to have suitable stock condition data available in a suitable format for utility companies to monitor the information in order to ensure that it was kept up to date and relevant.

This inevitably raises important resource implications for Tarka to ensure the survey data base was regularly maintained and updated as improvement works were implemented, and as part of the restructuring of the Asset Management Team in 2009/10 the post of Senior Contract Surveyor is to be created allocating specific responsibility for this role.

           Ensuring that the stock condition data is managed and constantly updated    

           providing Tarka with:-

· A framework for acquiring and maintaining information on the physical make up and condition of its housing stock

· Information on its properties in relation to the requirements of the Decent Homes Standard

· Information on the energy efficiency of its properties which will feed into its Fuel Poverty Strategy

· A framework for prioritising capital Improvements and Maintenance cycles by year, and evaluation of costs

· Evaluation data to measure the effectiveness of the existing repair and maintenance service, to identify areas of improvement.

· Information upon which Tarka can plan for, rather than react to assessments of our stock against the Decent Homes Standard criteria.

Since the addition of Decent Homes software to the ‘OMEGA’ stock condition database, we have been able to assess the quality of our housing stock, relative to the new standards.

For a property to be assessed as decent, it must meet the following criteria:-

i) It meets the current statutory minimum standard for housing.

ii) It is in a reasonable state of repair

iii) It has reasonably modern facilities and services

iv) It provides a reasonable degree of thermal comfort

Underlying these headings, the assessment takes account of the age and condition of certain components within the property for example; Kitchen, Bathroom, W.C. etc, the level of effective thermal insulation (Roof and Walls) and the efficiency of the heating system.

Tarka’s stock was initially assessed against this criteria through Savills warranted Survey in Summer 2007 and the results can be found in the Stock Condition Report, summarised in the table below.

	 
	Non decent
	Potentially non decent
	 

	
	2007-2008
	2008-2009
	2009-2010
	2010-dec
	Total

	Total stock number
	1,694
	 
	 
	 
	1,694

	Number of homes becoming non-decent 
	258
	234
	239
	299
	1,030

	Decent homes at end of year
	1,436
	 
	 
	 
	1,436


This constituted a 15% failure of the Decent Homes Standard at August 2007.

At April 2008, the non-decency figure had risen to 21% due to properties becoming non-decent during the Transfer process. This information has been used to form the Improvement Programme of works, which will deliver 100% of homes meeting the decency criteria as set out by the Dept of Communities and Local Government and monitored by the Homes & Communities Agency and Tenants Services Authority. This is demonstrated in the table below:

	TARKA DECENT HOMES SUMMARY SHEET 2008/2009

	Year
	 
	 
	 
	 
	 

	
	06/07
	07/08
	08/09
	09/10
	10/11

	
	31/03/07
	31/03/08
	31/03/09
	31/03/10
	31/03/11

	Total stock number (at beginning of year)
	1679
	1694
	 
	 
	 

	Number of homes becoming non-decent 
	225
	258
	234
	239
	299

	Actual non-decent
	346
	258
	 
	 
	 

	Predicted made decent
	150
	0
	334
	328
	368

	Actual made decent
	149
	0
	0
	0
	0

	Predicted total remaining non-decent at year end
	 
	258
	158
	69
	0

	BVPI 184a (percentage non-decent)
	 
	21
	15
	 
	 

	BVPI 184b (change in proportion non-decency)
	18
	6
	 
	 
	 

	 
	Equals Pre Warranted Stock Survey
	 


However it should be noted that the decency of a property in terms of disrepair and modern facilities, will be re-assessed annually, as kitchens, bathrooms etc. will become one year older, and may therefore reach the end of their specified life cycle. The results of these re-assessments will form the basis of the following year’s improvement and planned maintenance budget proposals.

The information will also enable Tarka to produce ‘whole life’ costs based upon the life expectancy of building components, which is an integral part of the stock condition database, and relates directly to the component life expectancy incorporated within Decent Homes Standard and guidance.

With this broad understanding of our housing stock Tarka is better equipped to anticipate the financial demand required to maintain these assets, introduce strategic methods for managing certain types of stock, avoid non-cost-effective investment and incorporate this within the Asset Management Strategy. 

Finally, in order that the stock condition data base remains an effective planning tool, Tarka will ensure that the information is reviewed and kept up to date on a regular basis, is flexible enough to be able to report on different investment scenarios property types and groups and can be integrated or made accessible to other information technology systems. This is so that only essential information needed to inform the Asset Management Strategy is collected.
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3.0 STOCK OPTIONS APPRAISAL
Tarka’s housing assets are continually being appraised, as set out in the previous section, to ensure that its resources are being invested to secure maximum benefit to the community. This appraisal occurs in a number of ways, from direct tenant contact, which assures Tarka that its homes remain satisfactory and fit for purpose, to the more formal appraisal offered by our Omega Stock data base which indicates when new investment is needed, and the overall condition of Tarka’s stock.

Housing assets only remain assets if they are consistently reviewed, appraised, and measured against a changing environment. That environment includes customer demand, rising expectations, demographic change, changing legislation, technological innovation, and the passing of time.  All of these factors have regularly to be included in an appraisal of all of Tarka’s stock, and the findings in regard to these factors are included in Tarka’s budget and investment programmes over the short and long term.

Local Authorities are currently undertaking Housing Market Area Assessments, which assist in the development of the Regional Spatial Strategy and the production of Local Development Frameworks. These comprehensive studies of local need/demand will make a major contribution to Tarka’s understanding of the likely future demand for Tarka’s own stock, and represent a valuable primary data source for Tarka’s own appraisals. 

As a tool to enable effective evaluation and option appraisal of its assets, Tarka is using a Traffic Light property categorisation system, which can be summarised as follows:

Green Traffic Light

Through equality & diversity customer profiling, Tarka can be assured that its assets meet the needs of its customers. Also, local housing registers give assurance that Tarka’s housing assets are situated in areas of high demand for affordable housing, and according to the above criteria, will receive a green ‘traffic light’. This will be backed by manageable and affordable maintenance & improvement programmes, which, can be viably supported by the revenue from the properties. Tarka will therefore continue to invest in cyclical, planned repair and improvement programmes so as to maintain these assets.

Amber Traffic Light

In some cases though, changing customer needs, or impending legislation requirements, such as the changes required to Tarka’s sheltered housing stock under the Supporting People arrangement, or the Disability Discrimination Act, will require Tarka to re-think our investment strategy, as access arrangements to the scheme could change, and this could in turn affect its revenue viability. The construction type, age and condition of the building will also affect its viability.

Such changes or conditions will cause Tarka to pause and review the future of a site/project over the medium to long term. Such projects will receive an ‘amber’ rating. Tarka will continue to be aware that strong demand in most of our areas of operation can disguise ‘hot spots’, where demand can fall away quickly, and where urgent action may be required.

Red Traffic Light

In a minority of cases, stock will be deemed as ‘red’. This definition will apply where there are significant questions over future viability, and a complete re-assessment of the benefits of future investment will be made. The red definition will come from a number of performance indicators attached to the stock, as set out below.

Risk factors are interactive, so poor performance under one or two headings will not automatically generate a red traffic light. Senior Managers will interpret the data as it is collected, and will maintain awareness through a structured review process.

3.1 
Indicators for appraising traffic light status are as follows:
· Change in Customer demand

· Long term voids (either on whole estate, or parts, e.g. bedsits in sheltered housing )

· Reputation/refusal rates

· Crime/Anti-Social Behaviour/parenting orders in place

· Social exclusion/poverty

· Poor referral rates (indicator relevant in the main to Supported Housing stock, rather than general needs)

· Higher than benchmark management/repair/maintenance costs

· Lower quartile energy efficiency rating

· Ability of stock to reach and maintain Decent Homes standard at reasonable cost

· Higher than benchmark ratio of response to planned maintenance

· Low participation/involvement rates

· Stakeholder intelligence

· The extent of community cohesion

· Quality, design and layout, including HQI (Housing Quality Indicator) score.

For stock deemed as red, a full option appraisal exercise will be undertaken, including a full financial appraisal.

3.2 
Generating options

In appraising red stock, the Senior Management Team will form an Option Appraisal project group consisting of Tenants, Staff and other stakeholders, and will always start with a ‘long list’ of potential options. The project group & Management, Investment and Procurement Departments will develop a shorter list of options in more detail prior to final decision by the Board, taking account of the recommendation of Westward’s New Business Development Group, Supported Housing Policy Group, and/or the Asset Management User Panel.

The long list of options could comprise:

· Full refurbishment to a 30 year standard

· Reconfiguration for use by a different client group, e.g. Families, instead of single people, or older people instead of families with children

· Demolition and rebuild

· Change of use to shared ownership

· Disposal of some or all of the units

· Change of use to key workers at sub-market rents outside rent restructuring

· Change of use to or from supported housing or to a different supported housing client group

· Enveloping and dealing with internal works as the properties become void

· Increasing investment so as to minimise cost in use with low maintenance and low energy components

· Minimal repair works and acceptance of higher day-to-day and cyclical repair cost

· Market rent for a period to recover excessive costs, with a view to re - letting as social housing

· Initial letting as social housing, with future sale outright or on low cost home ownership terms of some units instead of relet, so as to recoup any unsupportable costs.
· Swapping the stock with another housing association that might be able to make more economic use of it (stock rationalisation)
· Working with other organisations to redevelop an estate
· Conversion to student accommodation or for nurses, perhaps with a view to future development as social housing
· Selling nominations, for a limited period, to a private or public sector organisation to meet its housing needs
· Conversion to a use, which makes it eligible for capital or revenue grant funding or tax breaks.
· Any other option, which may arise in the particular circumstances of the case.
3.3 
Financial appraisal

In assessing financial options, Westward uses the Net Present Value (NPV) model, which examines the financial performance of any investment option. The NPV allows options to be compared into the future, but uses a ‘discount’ rate, which makes assumptions about inflation, and therefore the future value of money.

The NPV shows at what point the investment will ‘break even’, and start producing a surplus for Tarka, or whether it will continue to generate deficits. The cash value of the different options can in this way be compared.

3.4 
Non-financial appraisal

Tarka accepts that there are non-financial variables, i.e. social, economic and political outcomes, which also need to be weighted alongside financial criteria. In assessing its options for ‘red’ stock, desired outcomes for the communities in which it works will be weighed alongside the financial appraisal. Tenants, The Senior Management Team, and finally, the Board, will adjudicate all the options, taking due account of the Business Plan, Tarka’s Mission Statement, and its Key Commitments to communities.

In coming to decisions, Tarka will have due regard for the Housing Corporations publication ‘A toolkit for Sustainable Communities’ (2003), which offers detailed advice to all Housing Associations on how investment decisions through the stock option process can add value to the communities in which they work.

3.5 Tarka Garages


As detailed in section 2, Tarka has 671 garages dispersed among its stock. Some garages in particular areas are traditionally difficult to rent. In addition, many of these sites offer potential development opportunities. One of Tarka’s key objectives will be to appraise these sites over the next 3 year period using the methodology afore stated.

3.6 
Non-Traditional Stock Options Appraisal

Included in the Warranted Stock Condition Survey undertaken in 2005 and 2007 was a specialist report completed by Curtins Consulting in January 2006. This detailed the type and condition of TDC’s (now Tarka’s) non-traditional stock. It also outlines the works, costs and timescales involved to maintain this element of Tarka’s Stock. The full report is linked to this document, but can be summarised as follows:

Non Traditional Stock Breakdown:

	Type of Construction
	Number of Units
	Work Required
	Cost (estimated)

	Airey
	16
	2022 -2027
	£300,000

	Cornish Units
	106
	2021 - 2026
	£1,700,000

	Woolaway
	29
	2021 - 2031
	£1,700,000

	Wimpey no-fines
	24
	2021 - 2031
	£70,000

	Total
	175
	
	£3,770,000


It is clear from the Curtins report that substantial spending will be required on these non-traditional properties in the medium to long term. This therefore highlights a priority area for review and options appraisal. In accordance with the Options Appraisal process outlined in the preceding paragraphs, throughout the years 2009/10 and 2010/11, Tarka will undertake a full options appraisal of these properties and sites to ascertain best use of the stock. This will focus particularly on sites where non-traditional units are clearly unfit for purpose such as use for flats in sheltered schemes. It will also evaluate more cost effective methods of repair and cladding systems, as well as the option of demolishing and re-developing. Tenants will have full input on all options considered. A clear process map for this project will be developed and linked to this document.

Based on the condition indicated by Curtins Survey, which shows that the properties do not require major works until after 2021, Tarka’s interim policy will be to undertake Improvement works as necessary to make these properties Decent Homes compliant by December 2010. 

Research on alternative warranted repair systems as well as external cladding systems has already started in conjunction with Tarka’s neighbouring RSL, North Devon Homes similar non-traditional works programme. Tarka are currently investigating the possibility of a small pilot project with a repair and cladding system which does not affect the inside of the property, potentially to be delivered in 2009/10.
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4. PROCUREMENT STRATEGY
4.1 Definitions.

Asset Management Procurement (AMP) refers to the following areas of expenditure:

· Internal Improvements

· External Improvements including Environmental Improvements

· Disabled Adaptations

· External Cyclical Maintenance

· Responsive Repairs

· Internal Planned Maintenance

· Void Management

· Bespoke contracts such as asbestos surveys & management

New Supply Procurement. (Currently only being undertaken at Group level)
New Supply Procurement (NSP) refers to the following:

· The development of new homes, using Social Housing Grant, Local Authority Grant, cross subsidy or planning gain subsidy

· The purchase and rehabilitation of existing property where external subsidy is being achieved, and contract values exceed £10,000 per unit. (for lesser contract sums, please refer to purchase and repair works above).
4.2 Policy Context for Tarka’s approach to Procurement

Sir Michael Latham           


Constructing the team (1994)

Sir John Egan 
       


           Rethinking Construction (1998)

Sir John Egan        


 
Accelerating Change
   (2001)

European Procurement Directive
Public supply Services Contract Regulations (1993)

Housing Corporation          


Construction Clients Charter (2003)

Housing Corporation
        


Best Value for Registered Social Landlords (1999)

Housing Corporation



Assessing Procurement (2003)

Housing Corporation



Understanding our Assets (2003)

Audit Commission
        


Key Lines of Enquiry  (2004)

The outlined policy context sets out best practice in procurement, with the aim of achieving better value for money from public funds, and continuously improving user satisfaction with the end product.

This is to be achieved by including the end user in both NSP and AMP. This will ensure greater user satisfaction, the main mechanism for achieving this being the Client Charter Action Plan. Westward Group holds a ‘green light’ for its current 5 year action plan, and regularly engages with its customers to ensure that they do, in fact, exercise appropriate influence.

Best practice also requires that the traditional ‘adversarial’ approach is taken out of procurement, the favoured route being strategic and project partnering.

4.3 Strategic Partnering

Strategic partnering refers to arrangements between parties where there are medium to long term business interests for both parties which can best be served using an open and co-operative approach without the usual antagonisms associated with the commercial environment. An example of such partnering is Tarka’s membership of the Advantage South West Procurement Consortium where it is recognised that by combining the strengths of a number of developing associations, Tarka can achieve more than it could achieve alone. Such partnerships are often concerned with volume procurement, both for New Supply and existing Asset Management.

Strategic partnering also brings opportunities to engage with the supply chain, which is that group of suppliers who provide components and services to the main project. Strategic partnering at its best will allow the supply chain to be involved in project specification, and also to contribute ideas and thinking to partnered projects.

Strategic partnering can also apply where we have a medium term commercial arrangement, for example, to maintain and service Tarka’s central heating systems, where it would make little sense to tender each individual project or piece of work. By entering a strategic partnership, where trust and understanding is built between the parties, Tarka would expect to achieve better value for money (which doesn’t always mean cheapest), and improving customer satisfaction.

4.4 Project partnering
Project partnering applies to individual, possibly one-off pieces of work. Like strategic partnering, the emphasis is on trust, openness, and risk sharing. For example, the risk of cost over-runs on a new build capital project could be shared between client, and constructor, but equally, there would be an incentive for the constructor to find innovative and efficient methods to progress the contract while on site, and financial savings derived from their understanding could be shared between the two parties.  

Westward’s Procurement Strategy (see linked document) reflects current legislative drivers, and reflects our corporate objectives as set out in our 5 year business plan. It will also be subject to continual review and improvement, and will involve its customers in every aspect. It will be value, not cost driven.

4.5 Procurement Partnering Method Statement – Asset Management      

 Procurement (AMP)

        All Asset Management procurement will have the following five core objectives at   

        their centre:

· Enhanced quality of supply & service

· Value for Money and efficiency in purchasing

· Customer involvement & satisfaction

· Continuity of Supply Chain relationships

· Continuous development and improvement for all parties

        In addition Tarka will:

· Ensure customers are involved in assessing performance and

· Demonstrate continual and quantifiable improvement over time.

· Demonstrate added value through strategic partnering

4.6 Value for money and probity

These are to be demonstrated by benchmarking costs, time taken, time or material wastage, on-site health and safety performance, quality and customer satisfaction. The rigorous monitoring of these outcomes will also demonstrate the probity of the partnering arrangement.

4.7 Selecting a Partner

Partners will be selected on the basis of their commitment to Egan principles. They will be subject to a rigorous evaluation procedure which is tenant driven. The process can be summarised as follows:

(Note – example uses OJEU tender but the principles can be allied to all procurement)

1. Project group selected from AMUP volunteers and Tarka officers

2. Project or works advertised in Official Journal of European Union & on the Due North ASW procurement portal

3. Interested parties download and submit a tenant approved Pre-qualification questionnaire (PQQ)

4. Tenants and officers evaluate PQQ’s and notify successful and unsuccessful parties

5. Successful parties download, complete & E-submit tender documentation by deadline.

6. Project group Evaluate Submission, Prices conduct interviews with prospective partners. Points are allocated by each project group member and recorded in a Tenant & industry approved best value matrix (matrix pre-set by project group to give appropriate weightings)

7. Successful & unsuccessful Partner(s) notified.

8. Strategic Core Group set up to include Tarka Project Group and delegates from new partners as well as supply chain partners, consultants and any other relevant stakeholders, i.e. Local Authority Social Services etc.

9. Specification, costings, Service levels, procedures etc all finalised by Core Group ready for project commencement

10. Commence agreement(s) signed and project starts

11. Monthly reviews undertaken by Core Group monitoring KPI’s & service delivery, budgets etc.

This process demonstrates direct customer involvement at all levels and has proven to work for Tarka in its latest successful procurement of three partner contractors to deliver its Improvement and Maintenance Programme over the next 4 years. Any prospective partners need to demonstrate clear criteria, which includes:

a. An awareness of the requirement to involve users and stakeholders from an early stage, and will be happy to work with Tarka’s residents as their main customers. 

b. A demonstration of continual improvements in customer satisfaction, with a zero defects policy adopted as a company norm.

c. Tarka’s partner having in place, or being prepared to adopt a diversity policy, which will be fully reflected in its procedures ‘on the ground’.

d. A policy of promoting teamwork within their own organisation, and with their suppliers.

e. An appropriately shared but robust risk register

f. A mechanism for recording client satisfaction levels, which should be logged and fed back to specifiers.

g. An Environmental policy including policies for reducing waste to the minimum, and progress against targets will be monitored.

h. Partners will be expected to seek out opportunities for the standardisation of component design, providing the components are tenant approved.

i. Partner contractors will need to record defects to auditable standards for product improvement purposes

j. Adopting Tarka’s tenant approved code of conduct

k. Working to the Tenant approved Tarka Standard specification

4.8 The importance of market testing

Strategic partnering contracts will usually last for 4 or 5 years. Every 4 or 5 years, dependent of European Legislation, contract specifications will be re-written, and tenders sought to enter into a new partnership. Potential partners will need to demonstrate all the above approaches, in addition to being able to demonstrate a sound business plan, financial security, and the ability to deliver the partnered programme.

4.9 Component standardisation 

Opportunities for component standardisation will be sought, tenant approved and detailed in the Tarka Standard, while maintaining quality, and customer satisfaction. Tarka’s technical and standard design briefs are all contained within its Core standard document, the Tarka Standard (see linked documents). This is regularly reviewed for opportunities to standardise and use proprietary products. The products selected and specified will be taken form the ASW product groups where advantageous. Suppliers will be invited to attend the ASW procurement consortium from time to time to contribute their ideas and understanding.

Products, suppliers and Contractors are regularly showcased, giving all Tarka Tenants the opportunity to have their say about the choices and products being offered in the Tarka Standard. This feedback is recorded and influences the reviews of the Tarka Standard.

4.10 Innovation

Innovation will be welcomed and sought out from prospective partners. Innovation will be tested by reference to the Asset Management and other resident User Panels, and comprehensive feedback will be sought prior to the introduction of changes. All members of the supply chain will be consulted and their ideas sought and tested.

4.11 Local purchasing groups

Tarka is working with other Housing Associations (Advantage South West Procurement Consortium) to pool resources, and achieve better value for money. Budgets are compared for planned items at the beginning of each year to test the potential for joint procurement, delivering improved value for money. This approach to purchasing is a dynamic and growing part of Tarka’s business planning process. 

As an Associate member of Advantage South West (ASW) Tarka will have the opportunity during 2009/10, and beyond, to pool its purchasing power with at least 10 other Housing Associations operating with in the South West. Tarka’s strategy is therefore to analyse the business case for procurement of components during the 2008/09, and provided that genuine efficiencies can be demonstrated, will move towards bulk procurement for items during financial year 2009/10.

As an Associate member of ASW, Tarka will also have the opportunity to take part in the formation of a ‘Framework Agreement’, whereby a small number of contractors will be selected to provide, through negotiated contracts, bulk procurement services for Tenants which will incorporate the component savings which Tarka expects to achieve through ASW.

During the year 2009/10 Tarka will demonstrate its commitment to the ASW model, as it is only through such commitment of all parties that economies of scale can be achieved.

Continuing progress in customer satisfaction will also be demonstrated during the market-testing period to ensure that quality and price move forward simultaneously.

During the 2009/10 period, consideration will be given to procurement through the Procurement for Housing (PfH) initiative.

4.12   Asset Management User Panel (AMUP)

Tarka’s Asset Management User Panel meets every month to review product design, 
innovation and good practice, as well as service delivery. They will ensure that the 
customers’ needs come first, and that feedback is acted upon. The AMUP has strong links 
to other resident involvement groups and the Tarka Board.

Members of the AMUP regularly make site visits and are actively involved in Core Group 
meetings. They also carry out independent service reviews and assist in Value for Money 
reviews.

AMUP will have a particular role in connection with monitoring quality and cost savings 
achieved when using the ASW procurement route. AMUP has recently increased its size to 
8 standing members. Tarka are actively encouraging more tenants to be involved in this 
important group. 

4.14 Environmental Sustainability

As part of its procurement strategy, Tarka will adopt a rigorous approach to energy/water use efficiency in its buildings. Part of its approach to improving homes and communities, is supporting the appointment of an energy efficiency advisor, Carbon Aqua who will advise Tarka on better ways to procure energy for their homes through community action, which will often take the form of adopting energy saving measures ‘en masse’ on a particular estate or scheme.

More specifically, Tarka has set itself specific and demanding targets for the energy efficiency of its stock, so that carbon emissions are reduced, simultaneous with the provision for affordable warmth for its residents. This includes the installation of Boiler Management devices on all oil systems by Autumn 2009, and the adoption of sustainable heating systems in the Tarka Standard for properties without natural gas.

Bulk procurement of energy efficiency measures, using local procurement clubs to give the required volume, is central to Tarka’s strategy.

4.15 Supply chain stakeholder involvement

Tarka will involve supply chain stakeholders in product development, making full use of our communications strategy. Effective communication is at the centre of, and an integral part of Tarka’s procurement, with its intentions for stakeholder involvement widely understood and adopted by all key players. The supply chain will be represented at AMUP, so that users can influence suppliers in a dynamic and developing way.  Tarka’s partnering approach will allow Tarka to work with suppliers to improve its product, reduce processes, and invest in research and development with its partners to reduce costs, while maintaining quality.

4.16  Construction Clients Charter

Tarka’s 5 year action plan is in place, which sets out our approach to procurement. It has two main strands, customer focus, and increased business efficiency. Tarka have adopted a stringent monitoring regime to gauge progress against the action plan, for which Westward holds, and intends to maintain, a green traffic light.

4.17 Managing Risk

Tarka continually reassesses and reviews the risks it is taking through the partnering process. A structured risk assessment is put in place for each new project (see linked example project risk register), which allocates risk where it properly belongs within the partnership. Tarka continually seek to improve control mechanisms to ensure they remain relevant and effective, and within the project core group meetings, regular supply chain audits are undertaken to consider and identify potential for ‘unseen’ risks.

Tarka also has a corporate risk register which identifies strategic risks and shows how these are managed (see linked corporate risk register). This is reviewed annually and updated by the Senior Management Team.

4.18    Monitoring, review and target setting

Tarka has in place a fully developed process for collecting, assessing and recording end user 

feedback and levels of satisfaction in all service areas; Improvements, External & Internal 

Cyclical Maintenance, Disabled Adaptations, Responsive Repairs and Voids. These Key 

Performance Indicators, are regularly reviewed by AMUP, and Tarka’s senior management 

team. Outcomes will be regularly reported to the Board of Tarka Housing.

Tarka’s systems also allow for the full involvement of the Housing Services Team. 

Components and design processes are fed back to main specifiers to ensure the product 

remains fresh and relevant. Demanding targets are set for future satisfaction levels. 

Tarka learns from considering identified deficiencies from past projects, and this 

information is used to brief designers, constructors and partners in the procurement 

process. See linked Board Report. Also see table below detailing the types and methods 
of 

Satisfaction Survey for each service area.

	Service Area
	System Generated Written
	Bespoke Telephone
	Bespoke Written

	Internal Improvements
	√
	
	

	External Maintenance & Improvements
	
	
	√

	Disabled Adaptations
	
	√
	

	Responsive Repairs
	√
	
	

	Void Management
	√
	
	

	Internal Planned Maintenance
	√
	
	


Tarka has now developed a comprehensive, live KPI model, which is remotely accessible by its Partner contractors for its Improvements, Adaptations and External Cyclical Maintenance Programme. This means that all set KPI’s can be recorded at source by all relevant partners without the need for double handling data. This is set up on Tarka’s IT system and can be accessed through an internet connection. The KPI’s for this bespoke area of work were all agreed by the Core Group including AMUP members.

All KPI’s are reported on and reviewed on a monthly basis. Part of the AMUP remit is to review the KPI’s and ensure that what we are asking is relevant and meaningful.

4.19   Resolving Disputes

Formal adjudication and litigation are the final resort for resolving disputes where less formal routes have been exhausted. Tarka believes that with appropriate contact and communication most disputes can be resolved before they become formal complaints.

Tarka believes in empowering its staff, and this belief extends to early ‘up stream’ dispute resolution. Good communication with all stakeholders is the key to resolving disputes, with contractual arrangements offering a formal framework.

Invoking formal frameworks will remain the last resort for Tarka as this is in breach of the principle of collaborative partnership working.

4.20   Access to Advantage South West Procurement Consortium

    Tarka, as a member of Advantage South West Procurement Consortium    

    which is a broker between commissioners and suppliers, will seek to use this 

    procurement mechanism where-ever this can bring economies with quality. Tarka will 

    therefore combine our purchasing power with other members of Advantage South 

    West to help to guarantee:

· Co-ordinated capacity among manufacturers

· A co-ordinated programme of forward orders amongst member Housing Associations

· An alignment of the supply chain to mitigate risk to Advantage South West

· Diligent monitoring of pricing arrangements

     Full take-up of the opportunities offered by ASW will help Tarka to meet   

     the targets set for achieving Value for Money. 

4.21    Framework Partnering

Framework partnering builds on existing partnering arrangements as outlined above. Volume contracts for goods and services attract European Union compliance requirements for tendering, and arrangements have been put in place, which allows partnering to continue without tendering. This is called framework partnering.  The characteristics of this method of procurement are:

· A design panel of architects working on accredited plans to integrate construction efficiencies with the commitment to champion design quality

· Multi-disciplinary project teams working on geographically related schemes to minimise pricing and delivery risk

· Consistency along the supply chain in payment, employment, safety and quality processes (as required in our Client Charter Status Action Plan)

· Value engineering to identify efficiency improvements related to price, defects and costs in use (again, as required by CCS)

· 360 degree appraisal to identify process innovations

4.22    Standardised procedures, processes, and contracts

     Tarka in developing its strategic partnership with ASW, is pursuing     

     the following methods to achieve greater efficiency, and a more effective  

     engagement with Advantage South West:

· Use of a single project management tool (the Due North Procurement Portal) recording key development events, which links directly to the ASW programme co-ordinator role, and enables capacity to be managed amongst suppliers

· Standardised contractual arrangements for the employment of consultants and contractors within the framework agreements

· Management of a central data-base providing detailed cost breakdowns and elemental cost analysis across the programme

· Standardised processes for framework reviews with contractor and client performance assessment

In addition to utilising the procurement management benefits offered through ASW, Tarka has also entered into the following key partnership agreements for core service delivery:

	Tarka Housing Strategic Partnering Matrix

	Service Area 
	Contractor(s)
	Partnership Agreement
	Contract
	Framework Supplier(s)
	Type of Partnership
	Date
	Partnership Length

	Internal Improvements
	Apollo, Pearce Construction, WMS
	Strategic Framework (OJEU)
	PPC2000
	ASW, Worcester Bosch, Plumb Centre, Premiere Kitchens
	Strategic Framework (OJEU)
	Apr-09
	4 years

	External Cyclical Maintenance & Improvements
	Apollo 
	Strategic Framework (OJEU)
	PPC2000
	ICI Dulux
	Strategic Framework
	Apr-09
	4 years

	Disabled Adaptations
	Apollo, Pearce Construction, WMS
	Strategic Framework
	PPC2000
	AKW, ASW, Plumb Centre, Premiere Kitchens
	Strategic Framework
	Apr-09
	4 years

	Internal Planned Maintenance
	Carillion Planned Maintenance Stannah Chubb
	Measured Term Contract (OJEU) With Bespoke Partnering Agreement
	JCT Measured Term Contract 
	Worcester Bosch, Plumb Centre, Stannah
	Bespoke Partnering Agreement
	Sep-08
	5 years

	Responsive Repairs
	Tarka Works
	In house DLO
	na
	Jewson, Plumb Centre
	Bespoke Partnering Agreement
	Sep-08
	5 years (for Suppliers)

	Void Management
	Tarka Works
	In house DLO
	na
	Jewson, Plumb Centre, Premiere Kitchens
	Bespoke Partnering Agreement
	Sep-08
	5 years (for Suppliers)

	Legionella Testing & Risk Management
	To be Tendered
	Strategic Framework (OJEU)
	PPC2000
	na
	na
	Apr-10
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5.0     ENVIRONMENTAL SUSTAINABILITY STRATEGY
           Introduction.
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In 1987 the ‘Brundtland Report’ introduced into the mainstream principles of sustainable development, and the White Paper ‘This Common Inheritance’ (DoE 1990), set out the Government response, and set out a commitment to sustainable development covering energy use, transport, and land use for towns and cities.

In addressing the question of energy efficiency, Tarka is responding to a progression of energy policies and initiatives coming from the Government since the Brundtland Report, and subsequently the 1992 Earth Summit. The Earth Summit gave rise to ‘Agenda 21’, which has been adopted by national governments, and obliges them to prepare sustainability plans. ‘Sustainable Development; the UK Strategy’,(DOE 1994a), states:

‘The United Kingdom is determined to make sustainable development the touchstone of its policies… Year by year we shall need to revise and refine our policies so that our economy can grow in a way that does not cheat on our children’.

In the Social Housing context, this drive towards environmental awareness has a number of policy initiatives attached, which have expressed themselves in regulation and target setting. Tarka must comply with these policy instruments, which affect its investment in its existing stock.

Of particular note in this respect are:

· Decent Homes Standard

· Construction Client Charter Status 

· Audit Commission Key Line of Enquiry No.3

· Building Regulations Part L

· Energy Performance of Buildings Directive

Aside from the compulsory aspects to these policy instruments, Tarka, as a responsible landlord, is adopting an energy efficiency strategy because there are demonstrable Landlord benefits, tenant benefits, and environmental/energy efficiency benefits.
5.1      Landlord benefits

Housing assets, which are energy efficient, are also more attractive as homes, i.e. cheaper to live in, to keep warm, and have less negative effects on the environment. Affordable warmth helps to combat fuel poverty, and in doing this allows properties to be adequately heated at a reasonable cost to the occupier. Sufficient heating helps to maintain the fabric of Tarka’s property, and therefore reduces medium and long-term maintenance costs.

Affordable warmth also leaves tenants with additional income to pay rent and service charges, which is in Tarka’s interest. Higher levels of satisfaction are likely to result from an easy to warm home, which is one factor in retaining tenants, and in building community. Surface condensation, which is often associated with insufficient heating in the home, can be tackled where affordable warmth is available. An investment programme in Tarka’s stock, that helps to provide a ‘liveable’ environment, makes positive links to Tarka’s Fuel poverty strategy (to be developed), and thus develops Tarka’s core commitments to its customers.

Tarka’s good reputation can be enhanced by demonstrating that it has a concern for the affordability of its homes, not just in core costs, such as rent and service charges, but also fundamentals such as the cost of heating and power.

5.2      Tenant benefits

Where an energy efficiency strategy is in place and being worked to, Tenants will benefit as energy becomes more affordable to them. Living environments are improved, and income for non-energy related expenditure increases as warmth in the home becomes more affordable. 

Genuine whole house heating can only become a reality for people where the cost of running the system is affordable. Health and wellbeing are adversely affected where heating is unaffordable. The elderly and vulnerable (particularly children) are most at risk, and this is therefore the area where Tarka can make most impact.

5.3      Environmental benefits

All Social Landlords are now expected to be making a contribution towards the energy efficiency agenda. This takes the form of reducing Carbon Dioxide (CO2) emissions in their existing stock, and in the design brief for new stock. C02 emissions are the main cause of climate change and are produced as a by-product of our home life-styles, for example, by the use of fossil fuels in domestic heating systems. Regional Social Landlord’s can also contribute positively to the energy efficiency agenda by using materials from sustainable sources, and by adopting ‘low impact’ technologies.

As the owner of some 1,700 homes Tarka will make a marked impact on C02 emissions by improving energy efficiency. The new supply of homes, while giving opportunity to reach high-energy efficiency standards from day one, does not offer the wide-ranging opportunities in houses and flats, which it already owns. Therefore, Tarka has the best possible opportunity to make an impact on C02 emissions within its existing asset base, while bringing forward demonstration projects/best practice in its development programme.

5.4  
Existing Assets

In achieving an average SAP 2001 (Standard Assessment Procedure) rating of 70.00, on a scale of 1-120, Tarka is achieving energy efficiency in its property above the national average, which stood at 44 in 2002/3. In 2005, the national Housing Association average stood at 66.

However Tarka houses many people of lower than average income, for whom achieving warmth in their homes takes a larger than average amount of their income after core housing costs (rent/mortgage) have been met. In order to help address this issue, Tarka will be developing a joint Fuel Poverty Strategy with Torridge District Council to be in place by April 2010.

Tarka will achieve the ‘Decent Homes Standard’, which contains a specific   

 thermal comfort indicator, by December 2010, in all of its stock. Each year the average 
SAP rating for its stock improves due to its planned maintenance/improvement 

programme. This uplifts the average SAP achieved for the whole stock.

In assessing its stock for those homes which could reach a higher SAP rating, 

      beyond that required to achieve the Decent Homes Standard, Tarka will identify     

      those homes which have:

· Inadequate insulation

· High levels of infiltration and air leakage

· Inadequate, or poorly controlled ventilation

· Heating and hot water systems that are inefficient and/or expensive to run

· A high incidence of condensation and mould growth

· Energy ratings in the lower quartile of our overall SAP ratings

In compiling an improvement programme, Tarka will target areas where our investment will be most cost effective.

5.5      Benchmarking and target setting

Benchmarking data will be sought using Housemark and sector comparisons, to check the energy performance of our existing stock to assist in priority setting for stock investment. Targets and objectives for Tarka will be drawn from this benchmarking exercise. This will be done on an annual basis in the autumn and winter and fed into the work programmes for the following year.

SAP  ratings (as above) are a useful tool for assessing the energy efficiency of the stock, and the following performance indicators will also be included, setting out a baseline assessment, and target values for each indicator. Tarka will benchmark our performance quarterly against internally set targets, which in turn will be measured against peer group performance as follows:

· Number of dwellings that have been subjected to energy surveys

· Number of dwellings for which energy ratings have been calculated

· Average and minimum ratings of our stock

· Average and maximum C02 emissions for our stock

· Number of  non insulated cavity walls

· Number of non insulated solid walls

· Number of lofts with less than 200mm insulation

· Number of energy efficient heating systems installed

· Number of households which have benefited from other energy efficiency measures

· Number of staff members who have received energy training

· Number of households who have received energy advice

· Amount of external funding received for energy efficiency work

In addition to this benchmarking exercise, we will adopt objectives as set out below:

Within 5 years:

· Increase the average SAP rating from 61.5 to 65 (SAP2005)
· Increase the minimum SAP rating of any dwelling in the stock to 40
· Average C02 reduction of 20% for 600 worst performing homes, giving 7.0% reduction across stock as a whole
All external sources of funding for such improvements will be exhaustively researched and pursued prior to Tarka using its own resources to fund energy efficiency measures, as ‘payback’ in conventional financial terms would be very long term or hard to associate directly with Tarka’s investment.

5.6  Integration of environmental sustainability works into Tarka’s existing works   

        programmes

Tarka’s stock has been historically invested in by Torridge District Council using some sustainability measures, including double glazing, condensing boilers, and loft and cavity wall insulation.

Tarka have developed far higher sustainable improvement Standards many of which are currently being Piloted and subject to evaluation and tenant approval, will be included in the Tarka Standard.

These initiatives include:

· Cessation of installing Oil fired central heating – achieved 2008

· Specification of High efficiency Gas Condensing Boiler where gas is readily available 

· Trial installations of Air Source to water, Air to air and Ground to water heat pump as alternative whole house heating systems – to be included in Tarka standard from April 09 for properties without natural gas

· Research into mechanical ventilation with heat exchange technology (heat recovery room ventilators)

· Application Photovoltaic technology for communal schemes to be reviewed during 2009/10.

· Solar thermal energy system fitted to test effectiveness with existing oil heating system

· Boiler management systems to be fitted to all existing oil fired boilers to assist in keeping heating costs down by end of 2009/10

· Grey water re-cycling

· Grant funded insulation upgrades as standard on all properties

· Improved waste management by Contractors and Tarka works – Target of 70% recycling set for next 4 years

· Energy assessments to be undertaken when maintenance is carried out on Communal Schemes with a view to save energy and water

An option appraisal will be or will have been undertaken on all such improvement projects prior to commencement. External funding sources will be fully investigated and implemented.

 5.7     Dedicated programmes

Tarka has within its stock, homes, which are particularly difficult to heat economically, for instance, non-traditionally constructed properties. Such properties may have become problematic not solely due to their technical qualities, but also due to other factors such as siting, orientation, lifestyle of occupants or other factors which makes the experience of the occupant untypical for the building-type, and contra-indicated by our data-base analysis.

In such cases as these, Tarka will consider a unit-specific retrofit of sustainable or energy efficient technologies, and specialist insulation systems which will include recommendations from an expert in how to make the technologies work for the occupant.

Tarka will have particular regard to the use of new technologies to reduce service charges where possible, for example in the heating and lighting of communal areas.

5.8  Tenant Involvement

In line with Tarka’s existing procedures, Tenants will be fully consulted prior to any programme implementation. In the case of energy efficiency upgrades, there are demonstrable wins for Tenants in the form of lower utility costs, and therefore more affordable warmth, which will be calculated in advance of a programme being developed.

Energy efficiency programmes are a good opportunity for Tarka to engage our customers on matters, which extend beyond the basic landlord/tenant relationship into areas of national interest, and contribute to Tarka’s forward plans.

5.10 Partnership working

         
This energy efficiency strategy will be delivered in partnership with the supply     

         
chain, which means that Tarka will engage in a continual dialogue with supply 

         
chain members. This will allow us to benefit from their knowledge in the field, 

         
and will encourage innovation and best practice. Such working practice will 

         
apply to investment in Tarka’s existing stock, and in procurement of the 

         
development programme.

5.11 Value for Money

As stated above, value for money in simple cash/pay back period terms would be hard to achieve if energy efficiency measures were to be funded entirely by Tarka. This is recognised by Government, and a generous grant regime is now in place to assist with capital costs of many of the improvements set out above. However, some costs will fall on Tarka, either in the form of higher borrowing to fund residual development costs, or on to Tarka’s maintenance/ improvement budgets for non-grant funded items.

In setting out this demanding programme, Tarka is accepting the Government agenda for change in the way energy is used in the domestic sector. Significant funding will therefore need to be forthcoming if the all of Tarka’s policy objectives are to be realised. 

Tarka does however recognise that it will derive benefits as outlined in 1.1 and 1.2 above, and improvement programmes will therefore need to take their place in priority setting in accordance with the usual business planning processes.

5.12    Review of this Policy

Targets for the improvement of the energy efficiency of the stock will be reviewed annually as part of the business planning process, with associated supporting budgets. (2.1 above) The Board will monitor Progress against targets.
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6. MONITORING AND REVIEW

Individual chapters within the strategy set out demanding targets to be achieved within the different activity areas within the Department. Set out at the end of each section are boxes with key objectives and desired outcomes listed. These targets are intended to give an ‘at a glance’ guide, and to enable performance to be managed effectively by Senior Managers, Asset Management User Panel and the Board. An action plan has also been developed as a separate progress monitoring document which will be reported on to the board bi-monthly.
As indicated on this documents front sheet, this entire strategy document will be subject to regular bi-annual review leading up to the new financial year. This will be carried out principally by the Head of Asset Management and the Senior Management team with direct input from the Local Authority (TDC) Tenants, Staff and the Board.

Progress against all these targets will be reported to the Board annually, with interim reports going out on a monthly basis. Monthly progress reports will be made to the Asset Management User Panel as set out in the preceding chapters of the Strategy.

JJ Asset Management Department. February 2009

 Approved by the Board, (date) March  2009

APPENDIX A
           Improvement Programme 2009 -2010 & Budget Setting

           See links below:

Contractors Programmes Internal Improvements (to be linked as soon as completed)


External Cyclical Maintenance Programme


5 Year External Cyclical Maintenance Programme

Bespoke Stock Investment Projects 2009 20010

	Tarka Housing
	 
	 

	 
	 
	 

	Improvements Budget 2009/10
	 
	 

	(As per Stock Condition Survey Results)
	 
	 

	 
	 
	 

	Type of work
	Total No.
Units to be
Replaced
	Works Cost
£

	 
	 
	 

	Bathroom Replacements
	177
	511,030

	Kitchen Replacements
	168
	685,600

	Heating Replacements
	110
	539,840

	Electrical Improvements
	76
	178,880

	Insulation Improvements
	234
	87,220

	Asbestos Management
	326
	69,940

	Environmental Works
	45
	100,050

	External Envelope Works
	45
	180,040

	Disabled Adaptations
	 
	199,880

	Drainage Works
	 
	50,210

	Improvements Consultancy
	 
	65,920

	Contingencies
	 
	6,980

	Upgrades to Sheltered Communal Lounges
	 
	50,000

	 
	 
	 

	 
	 
	2,725,590

	 
	 
	 

	 
	 
	 

	Additional Internal Works Identified
	 
	 

	(Outside Stock Condition Survey Results)
	 
	 

	 
	 
	 

	Conversion 3 bedsits into 2 self contained flats
	 
	30,900

	Conversion 2 properties into 3 x 3 bed houses
	 
	92,700

	Conversion 1 x 3 bed flat into 2 x 1 bed flats 
	 
	45,320

	Conversion obsolete ground floor flat into community space
	 
	51,500

	Refurbishment & ground subsidence works
	 
	51,500

	(2 bungalows)
	 
	 

	 
	 
	271,920


Key Objectives: 





Allocation of traffic light to all non-trad sites by April 2010


Options Appraisal completed for all amber and red sites by October 2010


Tenant approved Action Plans for Amber and Red Sites ready for Board approval by March 2011


Allocation of traffic light to garage sites & remaining sites by end 2012 


Options Appraisal completed for all amber and red sites by October 2013


Tenant approved Action Plans for Amber and Red Sites ready for Board approval by March 2014





Outcomes:





Assets will meet the needs of customers


Assets will be financial viable and sustainable


Tarka makes best use of its stock and maximises financial returns & quality of service





Key Objectives:





Meeting the Decent homes Standard by December 2010


Delivering the Tarka Standard to all properties in five year programme by 2012/13


Delivering the promises contained in TDC’s Transfer offer document by 2010/13


Maintain accurate Omega Delta Stock information – ongoing


Annually review the stock data and use the reported information to prioritise and develop Improvement and Maintenance programmes


Improve average SAP rating annually





Outcomes:





Better living standards for Tarka Tenants


‘Ownership’ & respect of the improved homes from the tenants


High customer satisfaction


Accurate programming and budget control resulting in best value service delivery


Thermal comfort improved, reduction in energy costs





Key Objectives: 





Successful Partnering for terms of Partnerships


Quality and Value Savings demonstrated through partnerships


Improved Customer Service


Decreased project end to end times


Meeting the excellent Standards set in KLOE 3 and 32 by December 2012


Improved quality and consistency of products and supply chain





Outcomes:





Successful joint delivery of key services


Increased knowledge and experience and continual improvement


Effective investment in assets


Value savings and sustainability of business plan


Higher customer satisfaction


2 star inspection rating working towards 3 stars by December 2012








Key Objectives: 





Reduction in Carbon emissions


Installation of sustainable heating technology in Tarka’s stock (Improvement Programme)


Improved insulation in Tarka’s stock (Improvement Programme)


Reduction of waste for contractors and increase to 70% recycled waste for Tarka Works


Installation of energy and water saving initiatives in communal schemes


Increase SAP (2005) from 61.5 to 65 within 5 years (see targets 5.5)


Implementation of Tarka & TDC Joint Fuel Poverty Strategy





Outcomes:





Tarka will become ‘greener’ less harmful to the environment with a lower carbon footprint


Tenants will have affordably warm homes


Tarka should save money on utilities for communal schemes


Tarka will fulfil its social responsibility to lead the way with the ‘green’ agenda
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