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Advance Housing and Support Limited 

Value for Money 2016/17 Self-Assessment 

This document sets out the Board’s Self-Assessment of Advance’s approach and 
achievements in delivering Value for Money (‘VfM’) and demonstrates how Advance 
complies with the requirements of the HCA VfM standard. 
 
This Self-Assessment includes commentary on  
 

 Advance’s performance in 2016/17,  
 the savings and efficiencies that Advance has made and is targeting for the 

future,  
 its costs, including a review of its unit cost data,   
 its return on assets, and  
 our future approach to VfM.  

 
It also covers 

 how Advance’s spending is focused on achieving social value for its 
customers, and  

 the investment in housing properties that Advance has made, which has been 
partly funded by the savings that we have made. 

 
We have published a new Strategic Plan for 2017-20. Alongside the development of 
this Plan we have also reviewed our VfM Strategy, to reflect our updated Corporate 
Goals. Both of these documents are published on our website at 
www.advanceuk.org. 
 
 
Our vision 

‘To transform the lives of people with a disability or mental health condition by 
providing the best quality housing, support and employment services - to enable 
them to live the lives they choose, achieve their personal goals, feel valued and 
know their voices are heard. Together, we transform lives.’ 
 
To achieve our vision a strong VfM Strategy is really important so that Advance uses 
its resources of people, property, money and systems in the best way possible. 
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Executive summary 
 
The Board considers that Advance complies with the requirements of the HCA’s VfM 
Standard. 
 
 
The HCA expects Advance to: 
 
1 Have a robust approach to making decisions on the use of resources to 
deliver its objectives, including an understanding of the trade-offs and 
opportunity costs of its decisions 
 
Advance meets this expectation through: 
Our Strategic Plan, VfM Strategy and our Asset Management Strategy (‘AMS’) are 
designed to: 

1. Target resources on the areas and services we have decided to prioritise 
2. Take tough decisions to withdraw in a planned way from contracts that are no 

longer financially viable for us 
This approach has lead Advance to dispose of loss-making properties and contracts, 
so giving it more capacity to invest in the services its customers and commissioners 
want and need. 
 
2 Understand the return on its assets, and have a strategy for optimising the 
future returns on assets – including rigorous appraisal of potential options for 
improving VfM including the potential benefits in alternative delivery models – 
measured against the organisation’s purpose and objectives. 
Advance meets this expectation through: 
It has an in-depth asset management strategy, which has been updated during 
2016/17. 
We have identified homes with low NPVs and outside of our core geographical 
areas.  We have disposed of properties which met these criteria and are continuing 
to act on those assets which deliver lower returns. 
These actions further enable us both to save money and provide higher quality 
services to our customers in our core geographical areas. 
 
3 Have performance management and scrutiny functions which are effective at 
driving and delivering improved VfM performance 
 
Advance meets this expectation through: 
 
The management team have been bearing down on those services with higher costs 
by re-tendering contracts and concentrating on our core areas. 
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Advance’s customers have been involved in procurement exercises where relevant 
to them, and their involvement is one of the ongoing key objectives in our VfM 
Strategy. 
This approach has enabled Advance to save £929,000 in 2016/17, and it has a 
target of £980,000 for 2017/18.. 
Our Strategic Plan also sets out a target to save £1.2 million pa by 2019/20, and to 
reduce central overheads to12% of income. These targets have been built into our 
long term financial plan, together with plans of where we will achieve these savings. 
 
4 Understand the costs and outcomes of delivering specific services and 
which underlying factors influence these costs and how they do so  
 
Advance meets this expectation through: 
 
Advance understands its costs and outcomes by: 

 Reviewing its unit cost data over time and comparing its unit costs to those of 
other providers 

 Participating in, and using, Benchmarking data with HouseMark, SPBM and 
SHIFT 

 Testing costs against the market through procurement exercises 
 Assessing customer satisfaction through customer survey 

 
5 The Board shall demonstrate to stakeholders how they are meeting this 
standard. As part of that process, on an annual basis, it will publish a robust 
self-assessment which sets out in a way that is transparent and accessible to 
stakeholders how they are achieving VfM in delivering their purpose and 
objectives.  
 
The Board considers that this Self-Assessment meets this requirement. The 
document will be published on Advance’s website and summary content from it will 
be included within the annual customers’ report.  
 
This Self-Assessment has the following content: 
 
Section 1 – Background to the Advance Group 
Section 2 – What VfM means for us 
Section 3 – Performance in 2016/17 
Section 4 - VfM gains – achievements and targets for 2107/18 
Section 5 – Relative and absolute costs 
Section 6 – Return on assets 
Section 7 – VfM Strategy and plans for future actions 
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1 Background to the Advance Group 
 
The Advance Group constituted Advance Housing and Support Limited (‘Advance’) 
and its wholly owned subsidiary KeyRing Living Support Networks (’KeyRing’) up 
until 31 December 2016. On that date KeyRing ceased to be a member of the 
Group.  
 
Advance is a Registered Provider which, in 2016/17, had turnover of £32.9 million 
and an operating surplus of £1,739,000; KeyRing is a registered charity whose 
turnover was £3.2 million, and an operating deficit of £20,000 for the 9 months ended 
31 December 2016.  
 
Advance’s services provide housing, support services and employment advice to 
more than 3,500 people so that they can live as independently as possible, and 
realise their full potential. Most of our customers, but not all, have a learning difficulty 
or mental health condition. The service that we provide is significantly different to that 
offered by almost all other Registered Providers. 

Our new Strategic Plan sets out the following five strategic objectives.  

Excellent Services - We aim to deliver the best possible services to our customers 
and be their provider of choice. We will meet or exceed their expectations; ensuring 
people achieve their personal ambitions. We will measure our success by asking our 
customers what they think of our services, as well as by external validation, aiming to 
achieve and sustain high ratings on both fronts.  
 
We will improve the overall quality of our homes, including the provision of more self-
contained or en-suite accommodation. As the provider of choice, more of our 
customers will want us to deliver both housing and support services. We also aim to 
provide work-related support to more customers, helping them to achieve 
sustainable employment. 
 
In a challenging external environment, we will continue to innovate across all of our 
services to secure better value for each pound spent and grow our services. We will 
seek new models, ideas and ways of working that fit the financial constraints and the 
different situations of those who seek services from us. 
 
Workforce Excellence - We will develop a professional, stable and motivated 
workforce who have the knowledge, skills and commitment to deliver excellent 
customer service and whose wellbeing is paramount. We will support our staff to be 
professional experts in practice, sharing their knowledge and expertise with 
colleagues.  
 
We believe that motivated staff deliver great experiences for our customers and we 
will keep investing in our staff and their wellbeing. We will listen and respond to their 
views and do all that we can to make Advance a progressive and supportive place to 
work. 
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Engaged Customers - We will work collaboratively with our customers to ensure 
they have a meaningful say in the design and delivery of our services. We want to 
make sure we communicate effectively with our customers across the organisation 
so that they are in control of their own lives, and the choices they have available to 
them. Outside the services we provide, we believe we have an important role to play 
in supporting customers to engage in their local community and ensure they, their 
friends, families and advocates have their voices heard on issues that matter to 
them. 
 
Sustainable Growth - We aim to consistently grow as an organisation so that we 
can support more people and transform more lives. We aim to grow in areas where 
we know we can deliver excellent housing, employment, and support services. We 
want to develop innovative services in places we know we can recruit excellent 
people to deliver excellent services that meet and anticipate commissioner and 
customer needs. We will actively identify and work with partners, other agencies, 
families, friends, advocates and volunteers to achieve our ambition, improve and 
expand the range of services we provide. 
 
Financial Stability - We will generate sufficient income to meet the forecast needs 
of the business. Each operational area of the business will make a positive 
contribution to the overall surplus of the organisation. We will continue to deliver 
demonstrable value for money so that we can show how our investment achieves 
maximum social value for our customers. We want to secure our long-term financial 
viability and have long-term funding in place to support our future development 
plans.  

To achieve our objectives the Board and Advance’s employees behave in 
accordance with our ’PRIDE’ values, which are set out in our Strategic Plan. 

Partnership – we work in partnership with our customers and build relationships with 
others that help us serve our customers better 
Respect – we treat our customers, colleagues and others as we would like to be 
treated 
Innovation – we are keen to try new things – especially when can make things better 
for our customers 
Drive – we do the right thing at the right time and everything we do is driven by our 
customers’ needs 
Efficiency – we make the best use of our resources, maximising efficiency, so we 
can deliver the best services for our customers 
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2  What VfM means for us 

We are not necessarily seeking to operate at the lowest unit cost. Our vision is to 
deliver the best quality housing, support and employment services to enable our 
customers to enable them to live the lives they choose, achieve their personal goals, 
feel valued and know their voices are heard. 

This ‘best way’ in more traditional approaches to VfM is typically based on pursuit of 
the ‘3E’s’ of economy, efficiency and effectiveness. Our strategic goal is to pursue 
these, but for ourselves and our customers, the effectiveness of what we do is of 
paramount importance. We are aiming to transform the lives of customers by 
enabling them to live the lives they choose, whether that is helping them to find a 
place to live, supporting them in their daily life, helping them find a job, or a 
combination of all of these. This all represents part of the Value that we deliver. 

In addition the value we deliver to our customers often has benefits for society as a 
whole; this wider Social Value is also reflected in our approach to VfM.  

It is still very important that we are financially efficient so that we can generate 
capacity to invest in improving our existing homes, building new homes, and in 
service innovation and business improvements, so as to increase our effectiveness 
going forward.  
 
What is our approach to VfM? 
 
Our new Strategic Plan sets the overall direction of Advance. Delivering our services 
in ways that demonstrate value for money lies at the heart of this, and our approach 
to VfM is to support and enable the successful completion of that Plan. 

The HCA has issued analyses of Unit Cost data for us, and other larger providers, 
and we are mindful of these analyses in our approach to VfM.  

Within our Strategic Plan we have set out a number of Business Performance 
Indicators (BPI’s), and some of these link directly our achievement of VfM. There is 
further information in Section 7 on these BPI’s. 
Finally, our approach is supported by a strong approach to governance, reporting 
and benchmarking, and this is discussed in more detail in this Self-Assessment.  

 
How do we assure ourselves that Advance delivers VfM 
 
The Board has responsibility to ensure that Advance delivers VfM, by reference to its 
internal and external reporting processes, and for assuring itself of Advance’s 
compliance with the HCA VfM standard. 

Led by the Director of Resources, the Group Management Team of Advance has 
responsibility that we deliver VfM and continue the integration of VfM into the 
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processes and culture of the organisation, and providing regular reporting 
mechanisms to the Board. 

All staff are responsible for looking for opportunities to improve VfM in their day to 
day work. Following the launch of the new Strategic Plan we have made available a 
modest Innovation Fund, from which employees can request money to put into place 
innovations that improve services to customers.  

We also encourage our customers to speak out and let us know, for example 
through satisfaction surveys, their views on the value that we deliver to them. 

We also participate in sector best practice information and networks that have 
developed. 

Advance maintains a Risk Map as part of its governance procedures and within that 
delivery of VfM is included within that Map. This reflects the status that we assign to 
achieving good VfM and is one of the ways that we manage this area. 

 

3 Performance in 2016/17 
 
 Within Advance’s housing business, we have invested in the management 

team. There has been some significant change in our housing management team 
recently and we have taken the opportunity to assess our position and the 
strengths and weaknesses of our team. The rebuilding of the senior management 
of this team commenced with the appointment of our new Housing Director in 
March 2016 and has been completed during the year with key management 
appointments. That team has now refreshed our AMS, and the housing team and 
the AMS form an integral part of our approach to VfM.  

During 2016/17 we progressed with new supported housing schemes in Oxford 
(Hope House), Luton (Bowls Court) and St Austell (Albi Court). These are all being 
let early in 2017/18. Hope House is a spacious and attractive scheme providing 
accommodation for 15 people with a learning disability, in a mix of self-contained 
and shared 1, 2 and 3 bed flats. Support at the new scheme will be provided by 
another support provider. Bowls Court provides 8 self-contained flats for move on 
accommodation for people with mental health conditions. Due to contractor issues 
this scheme has been subject to delays in the building process, so we are pleased 
that it has now reached completion. Advance will be providing 24 hour support as 
well as the housing. Albi Court comprises 8 new purchased flats for people with a 
learning disability, with Advance also providing the 24 hour support. 

In line with national government strategy, we work with Local Authority partners to 
reprovide residential homes.  Our property in Windsor changed its status and is no 
longer a registered care home. It now offers customers assured tenancies with 24 
hour support.  The opening of Hope House has also allowed us to close our 
residential home in Islip Road, Oxford. We plan to sell this property and we are 
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anticipating that it will achieve a sales price of the order of £1million which can 
then be reinvested in future developments.  
 
Providing new homes 
 
In 2016/17 we invested £4.6 million in developing and acquiring additional housing 
units:  

 
9 new completed rented homes, with a further 29 under 
development  

£2.7 million 

25 Shared Ownership homes  £1.9 million 
 

This investment has been part funded by £2.5 million of grant, with the balance 
from private funds. 

 
Over 45% of our investment in the year has been in shared ownership properties 
under the HOLD (Housing for those with Long Term Disabilities) scheme. 
 
We are recognised as being one of the few providers that have made a success of 
this scheme. 

  
HOLD provides the opportunity to disabled people to have an equity stake in their 
own home and give them greater control over their lives. Their home is to suit their 
needs; we believe that it; encourages their independence whilst reducing reliance 
on other types of institutional care; provides good value for money by decreasing 
hospital admissions and reducing social care packages; and promotes community 
integration and diverse neighbourhoods. 

 

Financial performance 
 
We are continuing to experience significant rental losses through void properties. 
Other providers in the supported housing sector, with a specialised customer 
base, experience similar void loss ratios.  Our void loss ratio for 2016/17 was 
6.9% compared to the median of 6.4% within the SPBM benchmarking. The 
problem is particularly marked where we experience delays in nominations from 
Local Authorities for new occupiers.  However we know that there are other similar 
providers who achieve lower void loss ratios and our new housing management 
team is targeting significant improvement in our performance in this area. Actions 
have been taken to improve the process, clarify responsibilities, both internally 
and with the relevant nominating authorities, and specifically target actions in 
certain underperforming geographical areas.  
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 Within Advance’s support business, we have taken action to improve financial 
performance, against a background of reducing income, as a result of reducing 
Local Authority spending, and increased costs. The trading conditions for support 
providers are currently challenging, but we have made good progress in the last 
year. 

As a result of our actions, we have reduced the deficit arising from this element of 
our business by £242,000. However, although our support business covered its 
own costs, it still did not fully cover the related overheads.  

We are actively managing those support contracts that do not meet our financial 
performance targets, and are confident that the new contracts that we are entering 
will deliver financial targets. New support schemes delivered an increase in 
contribution of £231,000 compared to the contribution in the previous year from 
contracts that which we have now ceased. 

We spent £800,000 on agency staff within our support services during 2016/17. 
We are committed to reducing this spend and by providing this resource from our 
own pool of employees and consequently reduce our costs to deliver support 
contracts. 

Additionally we revised how we addressed those support contracts which are not 
achieving financial targets and to identify actions for improvement.  

Actions identified varied from scheme to scheme but included:- 

 Handing back individual unviable packages (for example where a customer 
was based a long way from others, resulting in excessive travel costs). 

 Going back to local authorities and re-negotiating rates and being prepared to 
hand back contracts if this approach was unsuccessful. 

 Reviewing management structures to bring some schemes together under 
one manager thereby improving staff management ratios.   

 Ending onerous local office leases and finding cheaper accommodation 

This reduced the number of schemes which, individually, did not cover their direct 
costs from 22 in 2015/16 to 13 in 2016/17.  

The support element of our business is key to our values and to transforming 
customer lives, and as referred to in Section 7 we are working upon how we can 
better quantify the social value that we deliver to our customers. 

Advance won the supported housing award at the National Learning Disabilities 
and Autism Awards in 2016 in recognition of the building and design and delivery 
of our support service at our Tolvean scheme in Redruth, Cornwall.  
 

 Within Advance’s employment business, we have seen an increase in the 
surplus that it generates by £121,000.This has been achieved as a result of 
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income earned from continued sustained outcomes, but with reduced 
management costs. 

However our current contract as a prime contractor with the DWP’s Work Choice 
programme expires in October 2017. That contract may get extended for a short 
term, but in the future we are seeking to become a sub contractor on the new 
DWP Work and Health programme and we are looking at alternative sources of 
funding and business. We have incorporated the financial impact of ceasing to be 
a prime contractor into our long term financial plans.  

 KeyRing left the Group in December 2016, and some of the target savings last 
year arose from overhead efficiencies within the Group structure. 

 

Advance’s overall performance is summarised within our Corporate Balanced 
Scorecard which is reviewed at each Board and Committee meeting.  

 
 

 Actual 
2016/17 

Target 
2016/17 

Actual 
2015/16 

Net surplus as a percentage of turnover from trading 3.9% >3.1% 1.8% 

Return on capital employed 7.9% >3.3% 4.4% 

Percentage of new support schemes performing to target 43% 100% 50% 

Percentage of rent lost through voids 6.9% <5% 5.7% 

Agency staff costs as a percentage of total staff costs  8.8% <5% 5.3% 

Number of support customers employed by Advance 5 5 5 

Number of complaints resolved within target time 62% 80% 38% 

Percentage of customers satisfied with how their complaint 
was handled 

77% 70% 42% 

Percentage of labour turnover 20.3% 20% 28.9% 

Employment supported outcomes achieved of target 88% 100% 125% 

 

During the year Advance continued to work on the improvement plans across the 
entirety of the business.  

In Quarter 1 of 2017/18 we completed our most recent staff survey. 56% of our 
team responded and we were pleased with the result, 

 89% of those who replied agree that they are proud to work for Advance   
 84% would recommend Advance as a place to work 
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 90% say they understand Advance’s vision and strategy for the future 
 91% agree that they have clear objectives  
 91% agree they are encouraged to take initiative and make decisions  
 89% say they have the knowledge and skills to effectively incorporate customer 

input into their work 
 81% agree that Customer Engagement is meaningful and leads to real change 
 

We still have some areas to work upon: 

 55% thought that there are opportunities to develop their career,  
 65% considered about good performance was recognised.  
 68% gave positive feedback on learning and development opportunities. 

 
In addition there was a lower response rate was from our support team, and 
particularly the casual workers within it and we need to work on improving the 
engagement with that team. 

 
 

4 VfM gains - achievements and 2017/18 targets 

So that we present our achievements in the year in a more meaningful way, we 
have separated out the target savings between those that originated in each of 
Advance and KeyRing in Table 1.
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Table 1 

VfM targets and savings achieved 

a   

Target  
savings for 
2016/17 at 

2015/16  prices 
_ Group 

Target savings 
for 2016/17 at 
2015/16 prices 

– KeyRing   

Target savings 
for 2016/17 at 
2015/16 prices 

– Advance   

Savings in 
2016/17 _ 
Advance 

Savings in 
2016/17 – 
KeyRing 

Target  
savings  in 

Advance alone for 
2017/18 at 2016/17 

prices 

 £’000   £’000  £’000 

Efficiency gains previously 
identified 

      

Within our housing business 278 - 278 156 - 160 
Within our support business 153 - 153 179 - 206 
Within our central services 
teams 778 280 499 459 214 384 

       
New efficiency gains       
Within our housing business - - - 109 - 163 
Within our support business - - - - - 41 
Within our central services 
team - - - 26 - 26 

       
Total 1,210 280 930 929 214 980 
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We have not achieved all of the costs savings that we identified in last year’s Self-
Assessment,  
 

 We have seen increased repair costs per property than in recent years. The 
team has been understrength in previous years, and the new housing team 
has identified where we need to spend more on repairs to maintain the quality 
of our properties, and this programme of works resulted in increased costs in 
2016/17. The team has also been focussed upon investing in ensuring the 
Health and Safety of our properties. Our customers tell us how much they 
value the increased level of safety that they feel from living in our properties, 
and this investment helps deliver that value to them. 
 

 The Group’s target savings from KeyRing have not been met, principally 
because KeyRing ceased to be a member of the Group part way through the 
year. 

 
Some of the actions identified in last year’s Self-Assessment have been taken some 
years ago but they all have an ongoing impact on the 2016/17 financial performance.  
 
We have taken new actions in the year 
 

1. We have renegotiated contracts awarded by our property services teams. 
a. These will create savings in 2017/18 estimated at £47,000. Some of 

the reduced costs will flow directly back to our customers through 
reduced service charges. 

 
2. We have substantially reduced the services we provide at a Registered Home 

in London.  
 

3. We have also renegotiated the rate at which we provide support under a 
contract in Hampshire and this will result in additional income in 2017/18.  
 
The gains described at points 2 and 3 are reflected across the housing and 
support business lines in Table 1; the total impact is £109,000 for 2016/17 with 
an anticipated full year impact of £163,000 for 2017/18. 
 

4. We are in the course of reducing the proportion of our bank debt that is 
borrowed at variable rates, so as to reduce our exposure to the risk of future 
increases on such rates, and we have also renegotiated some fixed rates. In 
2016/17 there was a saving of £26,000 arising from these changes to date.  
We have some more changes to make to the rates at which we borrow and 
over time the financial gains will be neutral, but by renewing all of these rates 
we will have substantially removed our interest rate risk. 
 

We have been reviewing how we collect the amounts owed to us, and have 
increased the resource within our credit control function, as a result of doing so we 
reduced our outstanding invoiced debt by £582,000. 
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In our 2015/16 Self-Assessment we referred to the introduction of a new charge to 
our customers to pay for the Enhanced Housing Management service that we 
provide. We incurred costs of £117,000 to introduce the charge in 2015/16; this cost 
was not recurring in 2016/17.  

 
5 Relative and absolute costs  
 
Background 

The number of homes which we own or manage as at 31 March 2017 has increased 
by 45 (2%) compared to 31 March 2015.  

Our total costs to operate these units are 2% less than in 2014/15; our unit costs 
have also reduced by 2%.  

What we offer is different to that of most other Registered Providers. Our customers 
are almost entirely individuals who live with a mental health condition or a learning 
disability. The needs of these customers result in us providing an enhanced 
management service. Also we provide homes for them which include features that 
are consistent with those needs, and consequently those homes may be more 
expensive than a typical general needs home.  

We consider that all of the homes that we provide, except 4, are supported housing 
units, including the 586 shared ownership homes that we provide.  

The shared owners also received a housing management service that we provide is 
more intensive than to a typical general needs shared owner. 

Under the terms of our agreements with our shared owners we pay for repairs and 
then recover that cost from the customers by way of service charge. This is another 
way in which our costs differ to those of a housing service provided to a typical 
general needs customer. 

Comparison of our costs to the cost data within the Global Accounts data 

Global Accounts data is not yet available for 2016/17.  

Consequently, we set our below our commentary upon how our unit costs compare 
to the mean costs contained within the Global Accounts data for 2015/16. 

In Table 2, we have presented our data to reflect the position that the support we 
deliver is not dependent upon customers being housing customers and so we have 
excluded our costs to deliver support from the cost data. In other words, support is 
no longer presented as a social housing activity.  

We have previously reported in our accounts (from which the HCA has compiled unit 
cost data) support costs within our social housing activities.    
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Table 2 

Comparison of our unit cost data to the global accounts data for 2015/16 

Data source: 
Advance statutory 

accounts 
Global accounts 

data  

 
2015/16 

£ per unit 

Global accounts 
mean 2015/16 

£ per unit 

Difference 

£ per unit 

Headline total cost  6,637 4,281 2,356 

Management costs 2,202 1,103 1,099 

Included within our management costs are council tax costs of £266,000 (£117 per 
unit) that we pay in respect of shared properties. (These costs are recharged to 
occupiers.) Such costs would not typically be incurred by a provider which provides 
self–contained homes. As referred to above, we provide a more intensive housing 
management service to our customers, because of their needs. To provide this 
service we charge an Enhanced Management Charge which amounted to £306 per 
unit. These two factors alone account for £423 per unit. In 2015/16 our costs were 
increased by the impact of the additional SHPS deficit contribution cost added £485 
to our management cost per unit.   

Service charge costs 1,651 615 1,036 

63% of our rented stock is shared housing, this is 1,143 homes. As a result we incur 
significantly more service charge related cost on behalf of our customers than 
providers who provide mainly self-contained stock. For example, we incurred utility 
costs of £839,000, £370 per unit, for our shared properties, additionally furniture, 
fittings and white goods costs were £797,000, £351 per unit, cleaning costs were 
£275,000, £121 per unit. These three examples total £842 per unit. Such costs 
would not typically be incurred by a provider which provides self–contained homes. 

Maintenance costs 1,268 1,011 257 

Major costs 475 902 (427) 

Other costs 1,041 650 391 

Other costs are principally in respect of the costs of our registered care homes. This 
service is significantly different to that of housing provision. Our costs to provide 
registered care were £1,673,000, which, based upon the way that the Global 
Accounts data is prepared, represents a cost of £738 per unit. 
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We have also compared our unit costs to those of other organisations that we 
consider to provide a similar scale and scope of services to ourselves.  

The unit costs are drawn from the Global Accounts data and these are summarised 
in Table 3. 

For all providers, we have excluded ‘other costs’ as this is where we believe most 
providers have presented support costs. 

Table 3 

Comparison of unit cost with other similar providers 

Data source 

Global accounts dataset 2015/16 

  

Headline 
Social Housing 
Costs per Unit 

£ per unit 

Management 
CPU 

 
£ per unit 

Service 
Charge CPU 

 
£ per unit 

Maintenance 
CPU 

 
£ per unit 

Major 
Repairs CPU 

 
£ per unit 

Advance 5,716 2,250 1,686 1,588 192 
Chapter 1 Charity Limited 3,854 2,563 900 230 161 
Golden Lane Housing 3,243 1,937 211 823 272 
Look Ahead Care and 
Support 6,513 3,184 2,455 605 269 
Progress Care HA 4,327 975 1,065 1,292 995 
Salvation Army HA 12,038 2,492 6,021 1,689 1,836 
St Mungo Community HA  13,288 7,549 3,296 459 1,984 

 

We consider that our costs are comparable to those of our peers. As is shown, our 
headline cost is the median of this group. 

 

How do we compare to others  

Housemark 

Whilst we participate in Housemark we find it difficult to identify peers with whom 
comparisons are of real value. We are currently in dialogue with the Housemark 
team as to how we can better use the results of the Housemark data. In the 
meantime we are using the data within the SPBM benchmarking data for the 
purposes of comparisons. 
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Table 4  

SPBM benchmarking financial data 

  16/17 16/17 16/17 15/16 

  

A
dv

an
ce

 

SP
M

 m
ed

ia
n 

Q
ua

rt
ile

 

Q
ua

rt
ile

 

Weekly Operating Cost per unit £224.06 £224.06 2 3 
Operating Cost as % of Turnover 95.0% 94.8% 3 3 
Return on Capital Employed 8.6% 5.9% 2 N/A 
Total staff turnover 22% 22% 2 2 
Weekly investment poer unit owned £43.12 £20.79 1 N/A 
Rent arrears net of housing benefit 4.0% 1.9% 4 3 
Rent collected  99% 99% 2 2 
Current arrears 7.2% 4.9% 4 3 
Former arrears 1.4% 2.4% 2 2 
% void losses  6.9% 6.4% 3 2 

 

Generally, Table 4 indicates that we compare favourably to our peers that participate 
in the SPBM group, for these financial measures. We have identified within this Self-
Assessment that we need to improve on our approach to reducing void losses, and 
on collecting the amounts owed to us, and we have referred to the actions that we 
are taking. Our approach is supported by the data above, which indicates that these 
are two areas where we compare less well to our peers. 

 

How our costs have changed over time 

Table 5 shows an overview of our unit cost data for 2014/15 to 2016/17.  

The figures included in Table 5 for 2015/16 have been adjusted to exclude the 
exceptional cost arising from the additional Social Housing Pensions Scheme deficit 
contributions announced in that year.  This adjustment has been made to make the 
three years data more comparable with each other.  The impact of the additional 
SHPS cost was £485 per unit, and affects both the housing management figure, and 
the headline figure. (Table 5 does include ‘other costs’ which were excluded from 
Table 3. ) 
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Table 5 

Unit cost data 

Data source: Advance statutory accounts  HCA Global 
Accounts data 

 

2014/15 
£ per 
unit  – 

restated 
under 

FRS102 

2015/16 

£ per unit 

2016/17 

£ per 
unit 

 2015/16  mean £ 
per unit 

Headline total cost  6,550 6,272 6,402  4,291 

      

Management costs 1,592 1,765 1,284  1,105 

Service charge 
costs 1,715 1,686 1,802  695 

Maintenance costs 1,449 1,588 1,713  1,005 

Major repairs 652 192 664  899 

Other, including 
costs of providing 
support 

1,142 1,041 939  587 

 

Our unit costs reduced in 2015/16 compared to 2014/15 but have increased in 
2016/17.  

Table 5 illustrates that over the period we have increased our costs of maintenance 
and repairs. Some of this increase arises from the increased focus of the new 
housing management team and the investment in the health and safety of our 
properties, as referred to previously in this Self-Assessment. The reminder relates to 
a reallocation of costs from housing management to repairs, as we have 
reconsidered the nature of roles and how their costs are best presented in our 
financial reporting. This reallocation amounts to £282 per unit. 

As demonstrated in Table 3 our repair costs are in the median range compared to 
our peers. 
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6 Return on assets  

We do have higher unit costs than the mean figures contained in the Global 
Accounts data, and we have set out above the features within our business that 
result in these higher costs. Also, we receive additional income for EHM and service 
charges in respect of our additional costs.  
 
Return on capital employed (‘ROCE’) 
 
Our ROCE as measured by Operating Surplus as a percentage of Capital Employed 
is set out in Table 6: 
 
Table 6 
ROCE 
 
 2014/15 2015/16 2016/17 

ROCE  7.02% 12.51% 8.59% 

2016/17 is after adjusting for the impact of the additional SHPS deficit contributions 
so as to be comparable with the other two years. 
 
The increase in ROCE for 2015/16 was a result of a short term reduction in the 
amount that we invested in repairing our existing properties.  
 
The figure for 2016/17 is consistent with our target long term ROCE, for which future 
figures are set out in Table 11.  
 
Asset management 
 
We recognise that managing our assets effectively is critical to the operation of our 
business. Our revised AMS provides us with an updated framework for us to manage 
our stock proactively to support our business plan objectives and, as referred to 
above, we have strengthened our housing management team to enhance our ability 
to actively manage our property assets  
In particular, the strategy allows for us to meet the future demands of planned, 
cyclical and responsive maintenance and to unlock the value tied up in poorly 
performing properties to help support our growth plans through providing new homes 
and to actively manage our housing stock. 
 
As part of our asset management we have updated the Net Present Value analysis 
(‘NPV’) of all our homes. The results of that updated work are being analysed by our 
asset management team, to be reassured with the accuracy of the underlying 
assumptions and data used, so as to then establish what actions are needed. 
 
Our previous NPV analysis identified 51 properties (out of our total portfolio of 1,095 
homes). In last year’s Self-Assessment we referred to the actions that we had taken 
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up to that point, since then, in respect of those properties we have, with the 
agreement of the Local Authority, de-registered a further two homes, (which were 
previously registered homes) which changes the income and cost profile associated 
with the properties units, and results in the updated NPV’s for these properties now 
being a positive value.   
 
In addition we have identified a further five properties for disposal and have 
commenced the process of readying these for sale. 
 
Social Returns - the Social Value that we add to our customers’ lives 

Advance is committed to enabling people with a disability or a mental health 
condition realise their potential and that we help our customers transform their lives. 
We provide a range of services that make a real difference to our customers: the 
social impact of what we do is therefore a key component in assessing the VfM of 
our services. Our services deliver a range of positive outcomes for our customers, 
examples of which are gaining employment, reduced hospital admissions, reduced 
reliance on benefits, and positively engaging our customers in to their community. 
 
In Section 7 we refer to our target to better improve the quantification of the Social 
Value that we deliver to customers, in the meantime we use customer feedback to 
measure the value that they consider that they receive from our services. 
In May 2017, a customer satisfaction survey was sent out to just over 2,500 of our 
customers. 858 surveys were returned, giving a response rate of 33%. This is nearly 
double the amount of surveys that were returned in 2016. 

Table 7 outlines some of the key findings and how the results compare to previous 
years.  

90% of our customers said they were “very” or “quite” happy with the service that 
they get from Advance – an increase on previous years. There were also notable 
increases in the percentage of customers who say they know how to complain or 
where to go for information. However the results suggest that there has been a slight 
decline in the proportion of customers who feel safe and the percentage that feel 
Advance treats them fairly.  

The survey results were collated in early July and we are now working on action 
plans on the matters that have been identified. 
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Table 7 

Question 2017 2015/16 2014/15 

I am “very” or 
“quite” happy with 
the service that I 
get from Advance.  

90% 78% 86% 

Over the last year, 
Advance has made 
my life “a bit” or “a 
lot” better. 

73% 74% 78% 

Advance “always” 
or “nearly always” 
listens to me. 

75% 71% 74% 

I know how to make 
a complaint. 

80% 62% 63% 

I get enough 
information from 
Advance. 

78% 60% 63% 

I know where to go 
if I need advice or 
information about 
Advance’s services. 

80% 60% 61% 

Advance “always” 
or “nearly always” 
treats me fairly. 

82% 86% 68% 

I feel safe in my 
home all or most of 
the time. 

87% 91% 90% 

I feel “very” or 
“quite” in control of 
my life. 

88% 86% 90% 
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When comparing the response over time, it is important to note that this year the 
questions in the survey were redrafted. As a result the questions may be enquiring 
about the same topic or issue, but differ in the way that they are worded. 

One of the new questions added to the survey this year was “Would you recommend 
Advance services to someone else if they needed them?”, to which 80% of 
respondents said yes.  

Table 8 sets out how our satisfaction data compares with our peers within the SPBM 
benchmarking group. 

Table 8  

SPBM benchmarking data 

  16/17 16/17 16/17 15/16 

  

A
dv

an
ce

 

SP
M

 m
ed

ia
n 

Q
ua

rt
ile

 

Q
ua

rt
ile

 

Percentage of tenants satisfied with the landlord's 
services overall  90% 89% 2 3 

Percentage satisfied with quality of home 
91% 89% 1 N/A 

Satisfaction - listens to views and acts 75% 79% 3 3 

Percentage of complaints resolved within target 
timescale 62% 94% 4 4 

Satisfaction with repairs and maintenance 97% 97% 3 N/A 

Repairs fixed on first visit 95% 89% 2 1 
% emergency repairs completed within target 89% 96% 4 3 
% urgent repairs completed within target 90% 96% 3 3 
% routine repairs completed within target 94% 96% 4 2 

 
 
We have some strong figures on key indicators of overall satisfaction, satisfaction 
with your home and satisfaction with repairs and maintenance. Performance is less 
good on some of the more detailed areas such as repairs completed within target 
times. We are strengthening our contract management processes and we are 
starting to see improvement in these areas. 
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Environmental Returns 

Advance is committed to not only achieving VfM, but also reducing the impact that 
our assets have on the environment. We have maintained our Bronze rating in the 
Sustainable Homes Index for Tomorrow (SHIFT) sustainability benchmarking 
assessment.  

In 2016/17 we reduced our impact on the environment by: 

 Replacing 36 boilers to more efficient versions; 
 Improving the insulation of  29 properties by renewing double glazed windows 

and new doors; 
 Improving the water efficiency of 11 properties by upgrading the bathrooms 

including using dual flush WCs and low-flow taps and showers; 
 

We have updated the membership of our Environmental Action Group, to include 
some members of our new housing management team, and relaunched that group, 
to drive environmental performance across the business.  
 
 
 
7 VfM Strategy and plan for future actions 
We have revised and updated Advance’s VfM Strategy and this is available on 
Advance’s website at, www.advanceuk.org. 
 
The key features of the Strategy are 
 
The creation of four key objectives: 

 
1. Actively manage our assets and the returns achieved to support our Strategic 

Plan - including delivering our AMS to improve both the financial performance 
and the quality of our housing assets 

2. Actively manage the costs of delivering our services, and the associated social 
and environmental outcomes - including delivering our ambition within our ICT 
strategy to deliver cost-effective technology solutions by targeting user-friendly, 
fit for purpose systems developments that build on investment to date and 
deliver improved value for money 

3. Involve and support our customers and staff, at an appropriate level, in VfM. 
4. Have robust and sound governance practices in managing VfM. 
 
Our objectives, actions and plans, and our BPI’s under the new Strategy are 
summarised in Table 9. 



 

Page 24 of 28 

 

Table 9 
 
VfM Objective Actions and Plan  BPI’s 

1. Actively manage our 
assets and the returns 
achieved to support our 
Strategic Plan 

 Our updated AMS sets out that we will consider 
the actions that we will take to address properties 
or schemes that are not providing an adequate 
return 

 The AMS sets out the actions that we will take in 
respect of the energy efficiency and sustainability 
of our properties. 

Customer satisfaction to exceed 85%  
All services achieving at least ‘Good’ CQC 
rating with 30% of those re-inspected 
achieving ‘Outstanding’ rating  
Each year we will set aside an agreed 
proportion of our surpluses to improve and 
expand our housing stock. At least 25% of 
this ‘internal fund’ will be spent on improving 
homes for existing customers 
Bring housing costs down to peer group level 
and ensure all housing assets have a positive 
net present value 

2. Actively manage the 
cost of delivering our 
services, and the 
associated social and 
environmental returns 

 Over the life of this Strategy we will develop and 
report upon clearly defined measures of the wider 
Social Value that we deliver. 

 Customer satisfaction, complaints and 
compliments processes are fully reviewed. 

 We will address assets and services that have 
high costs and where there is no corresponding 
additional value being delivered to customers. 

 We will benchmark the costs of our services 
against similar providers and act upon that 
benchmarking so that we deliver services in more 

Effective workforce plans in place for 100% of 
services – delivering to agreed recruitment, 
retention, training and development BPI’s  
(also measures 1 above) 
Achieve cost savings of £1.2 m per annum 
(by 2019/20) across the organisation 
Reduce central overheads from 13.6% to 
12% of income 



 

Page 25 of 28 

 

cost effective ways. 

3. Involve and support our 
customers and staff, at 
an appropriate level, in 
VfM 

 Guidelines for engaging customers on VfM related 
topics are in place. 

 Guidance to staff about VfM and how it applies to 
their job is in place. 

 Routine internal VfM communications are in place. 
 VfM case studies are prepared and shared. 

 VfM related articles feature in customer 
communications. 

 Business cases will be created and presented for 
all business decisions meeting agreed criteria. 

 

4. Have robust and sound 
governance practices in 
managing VfM 

 Our internal VfM Action and Reporting Plans are 
embedded. 

 We actively participate in benchmarking. 
 Our Business Assurance function carries out a 

review of our VfM actions. 
 

At all times maintain a ‘V1/G1’ rating from our 
Housing regulator, the HCA 
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We recognise that there is a strong inter-dependency between the strategies that we 
use to support our overall Strategic Plan. These also have a relevance to achieving 
our VfM Strategic Goal and support our VfM objectives as follows (supporting VfM 
objective noted in brackets); 

 Procurement strategy (2, 3) 
 Asset management strategy (1, 3)  
 ICT strategy (1, 2, 3) 
 Customer engagement and marketing strategy (3) 

 
We have created an innovation fund to aid our customers and staff to take their new 
ideas and develop them.  Staff and customers can bid for funds to help research or 
develop a new idea or a new model of service delivery that makes things better for 
our customers.   
In addition to these VfM specific actions and plans, there are other plans that exist 
within Advance that also support both our Corporate Goals and our VfM targets to 
deliver excellent services and be financially sound. Each team within Advance has 
developed a plan regarding the delivery of the Strategic Plan.  

Our Strategic Plan includes BPI’s to 

 achieve customer satisfaction of at least 85% 

 continue to invest in improving and expanding our housing stock.  

 ensure all of our properties have a positive NPV 

 increase income from our support services by 25%, and that new contracts 
achieve a minimum contribution of 15%. 

We are reviewing and updating our Environmental Strategy for the next 3 years, and 
will be setting a goal to achieve a Silver rating in the SHIFT assessment. 

Advance is participating in the pilot of the sector scorecard and we are awaiting the 
results from the first data collection exercise. We look forward to providing input on 
the relevance of the scorecard measures to ourselves as a provider of specialised 
supported housing services. 

 

Specific actions in the future   

Future delivery of new homes 

We are targeting to deliver 100 new Shared Ownership homes under the HOLD 
product (see section 3) in 2017/18. To achieve this we have been allocated Social 
Housing Grant (‘SHG’) of £4.8 million, and we have the opportunity to bid for more 
grant from the HCA and the DoH. To deliver these additional homes we have 
expanded our Housing Development team.   
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As a result of delivering these additional homes we expect that, in the short term, 
there will be a reduced contribution, but that these homes produce a positive 
contribution by 2019/20. The anticipated impact of these additional units is set out in 
Table 10. 

Table 10  

Anticipated impact on contribution of 100 additional Shared Ownership homes  

£’000 

 2017/18 2021/22 2024/25 2027/28 2030/31 

Impact on 
contribution (210) (51) 93 237 382 

 
In addition to the grant for Shared Ownership properties we have been allocated 
£800,000 of SHG to provide two additional 8 bed rented schemes. 

Future operational performance 
 
Future figures for ROCE, based upon the figures included within our long term plan, 
are set out in Table 11: 
 
Table 11 
Future ROCE 
 
 2018/19 2021/22 2024/25 2027/28 2030/31 

ROCE  5.89% 7.86% 9.16% 7.72% 7.51% 

 
Advance’s financial plan includes reducing rental income in the short term, and 
increasing costs particularly as a result of the increases anticipated in the National 
Living Wage rate. However the future efficiencies that we are planning to achieve 
result in the forecast ROCE being maintained at between 7 and 8% over the medium 
term.  
 
We have set a target within the Strategic Plan to save £1.2 million pa by 2019/20, 
and to reduce central overheads to12% of income. These targets have been built 
into our long term financial planning, together with plans of where we will achieve 
these savings. 
 
Alongside the savings plan we are targeting to develop innovative approaches to effectively 
engage with customers, their families and others, such as volunteers  and have in place a 
minimum of 250 active volunteers supporting engagement activity and promoting awareness 
of our work by the end of 2020. 
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          Appendix 1 
How we spent the rent we received  

 

   2016/17 2015/16  

Staff costs, council tax and 
buildings insurance 

17% 23% As a percentage of rent received 
staff costs reduced. This was a 
result not of reduced spending on 
these areas but an increase 
spending on repairs and 
maintenance. 

The amount spent on planned and 
cyclical maintenance increased as a 
result of our new housing team 
working on areas for property 
improvement. 

Gas servicing, day to day repairs 30% 32% 

Major repairs, planned and cyclical 
maintenance. 

18% 9% 

Wear and tear 10% 11% 

Loan interest, legal fees and 
property lease charges 

25% 25% 

 

 

How we spent the service charges we received  

 2016/17 2015/16  

Cleaning 10% 9% A greater proportion of service 
charges was spent on decoration of 
communal areas and other 
communal facilities such as lifts and 
door entry systems, as a result of 
review by our new housing team. 

We have commented elsewhere in 
this self assessment about our 
investment in ensuring the Health 
and Safety of our properties. We 
saw a reduction in the spend on the 
service chargeable element of that 
expenditure but an increase in the 
cost of that work which was within 
the scope of our responsibility.  

Fire Safety 9% 14% 

Furniture 33% 33% 

Gardening 7% 7% 

Electricity/Gas 24% 24% 

Water 6% 5% 

Communal decorations, and other 
communal facilities 

10% 7% 

Telephone 1% 1% 

 
 
Figures are for direct costs only and exclude central overhead costs.  
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