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Value for Money Framework
Aim / Purpose of the Framework

Coastline Housing Group has both an ethical and regulatory responsibility to ensure optimal
use of resources in the pursuit of our stated charitable aims.

There is no separate VIM strategy, because it is essentially the Coastline Plan, which drives
the strategies we have in place across different strands of our business, for example:
Communities and Customer Experience Strategy, Asset Management Strategy,
Environmental Strategy, Procurement Strategy, Finance Strategy and People and Culture
Strategy all of which have value for money embedded within them.

This framework seeks to provide a single point of reference for how these responsibilities
are translated into how Coastline goes about its strategic and day to day business.

Seeing value for money as embedded in everything we do as opposed to a separate
business function is the reason that this collection of guidance and principles is produced as
a framework rather than a strategy or policy but has been produced in the same format as
policies for ease of reference and clarity.

To deliver value for money, Coastline must continually look at how resources are used to
improve how the organisation operates. When viewed in this way, it is clear that value for
money is not a standalone activity, but something that is intrinsic to all core activities and
decision making processes. There is no single policy or strategy that sets out how value for
money will be achieved, although the various threads are pulled together in the corporate
plan, and there is a particularly strong link with performance management and improvement
processes.

Background / Introduction

Coastline Board and Management have considered our approach to VfM and have
developed this framework to articulate our vision for how value for money is achieved and
evidenced.

This framework (or policy) applies across the whole of Coastline operations irrespective of
the corporate or contractual structures that may be deployed as part of Coastline’s tax
strategy or other risk mitigation measures.

This version of the framework follows on from the original produced in 2012 which has been
through a number of revisions most recently in 2016 and 2019 and seeks to further embed
the Regulator for Social Housing’s approach in assessing Value for Money and guidance
from the Charities commission.

Legislation, Statutory Regulatory duties & references
The key regulatory requirement currently is driven by one of the Economic Standards of the

Regulator for Social Housing (RSH). The Value for Money Standard RSH VIM Standard
April 2018, sets out the required outcomes and specific expectations.

The standard clearly states that management must ensure that optimal benefit is derived
from resources and assets and optimise economy, efficiency and effectiveness in the
delivery of their strategic objectives.


https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/725823/VfM_Standard_April_2018.pdf
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/725823/VfM_Standard_April_2018.pdf
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Specific expectations of the standard include:

a robust approach to achieving value for money

regular and appropriate consideration by the board of potential value for money gains
consideration of value for money across their whole business

that they have appropriate targets in place for measuring performance in achieving
value for money in delivering their strategic objectives, and that they regularly monitor
and report their performance against these targets

The other key documents in relation to VfM from a regulatory perspective are:

VIM_Code of Practice April 2018.pdf

Technical Note VIM Metrics April 2018.pdf

Annex to VIM Metrics Technical Note - FVA lines.pdf
VM _metrics Summary report - Sept 2018.pdf
VIM_metrics  Technical regression report - Sept 2018.pdf
Global Accounts data by provider

VM Framework Objectives, Expectations and Outcomes

Framework objectives
To achieve the aim, the objectives of the framework are to:

Develop our use of business intelligence to inform our decisions better -
understanding our cost drivers, how these relate to performance and compare to
others;

Integrate value for money principles within existing governance, management,
strategic and operational planning and review processes;

Ensure all staff understand what value for money is and how this can be achieved
and are enabled and encouraged to seek value for money as part of their routine
activities;

Improve our approach to procurement and obtain maximum benefit (including, where
relevant, enhanced social value) from goods and services procured;

Promote and embed a culture of continuous improvement and value for money;
Actively demonstrate our commitment to value for money to all stakeholders.

Expectations and outcomes

The Coastline Plan sets out a range of measurable outcomes and progress against
these is reported three times a year to the Board and Annually to stakeholders as
part of Annual Report to Customers as well as through a summary within the
Strategic Review in the Statutory Accounts.

There are specific measurable performance targets outlined in the Performance
Improvement Plan (PIP) and these are reviewed and approved by Board on an
annual basis.

Performance against regulatory VIM Metrics and commentary is included in the
statutory accounts and business plan on an annual basis.

Operational strategies have annual targets or work packages which have progress
reports to Board, Committee and Executive Team as appropriate.

Key dynamic measures are reported and commented on as part of the Group
Finance and Performance report which is reviewed by the Senior Leadership team
and reported to Board

Strong and effective management is integral in the process of delivering and improving
business productivity. For Coastline this aim is embedded within the corporate objectives
through the expectation of increased growth in units with limited expectations of staffing
increases. A key part of this is achieving continuous improvement and excellence in running
the business, essentially improving ‘value for money’.


https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/697226/VfM_Code_of_Practice_April_2018.pdf
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/695830/Technical_Note_VfM_Metrics_April_2018.pdf
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/743501/Annex_to_VfM_Metrics_Technical_Note_-_FVA_lines.pdf
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/750465/VfM_metrics___Summary_report_-_Sept_2018.pdf
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/744305/VfM_metrics___Technical_regression_report_-_Sept_2018.pdf
https://www.gov.uk/government/collections/global-accounts-of-housing-providers
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improving customer and stakeholder satisfaction. Value for money can also release
resources for future investment in new homes and a range of related services. This is
particularly relevant as the social housing sector continues to experience significant changes
in the way it is both funded and regulated against a backdrop of continuing economic
uncertainty, increased risk and increased market competition, particularly (but not
exclusively) for those organisations with an active development programme like Coastline
and for those providing care and support services such as Homelessness, Extra Care, Older
Persons Accommodation and wider community based initiatives.

To deliver value for money, Coastline must continually look at how resources are used to
improve how the organisation operates. When viewed in this way, it is clear that value for
money is not a standalone activity, but something that is intrinsic to all core activities and
decision making processes. There is no single policy or strategy that sets out how value for
money will be achieved, although the various threads are pulled together in the corporate
plan, and there is a particularly strong link with performance management and improvement
processes.

This framework therefore does not aim to duplicate what is already in place in other parts of
the organisation, for example the Group Performance Management Procedures (appendix
A). Rather the focus is on how Coastline ensures that appropriate data is available (to inform
improvement and to evidence results) and on how value for money thinking can continue to
be embedded across the organisation, being “part of the day job”, with board members,
managers and staff continually looking at ways to target resources more efficiently and
effectively.

Procurement of services, materials and consultancy are all areas where Value for Money
should be demonstrated via the procurement process and further details of Coastline’s
approach to procurement are covered in the following (hyperlinks to Coastline SharePoint
site provided):

Group Contract Standing Orders

Group Standing Orders

Group Financial Regulations

Group Procurement Strategy

Procurement Toolkit (including tendering procedures and quick guides)

Definition and Assessment of Value for Money

Definition

Good value for money is the optimal use of resources to achieve the intended outcomes.
‘Optimal’ means ‘the most desirable possible given expressed or implied restrictions or
constraints’. Value for money is not about achieving the lowest initial price.

Assessing value for money

The National Audit Office (NAO) uses three criteria to assess the value for money of
government spending i.e. the optimal use of resources to achieve the intended outcomes :

Economy: minimising the cost of resources used or required (inputs) — spending less;

Efficiency: the relationship between the output from goods or services and the resources to
produce them — spending well; and


https://coastlinehousing.sharepoint.com/:w:/r/sites/Policies_and_Strategies/_layouts/15/Doc.aspx?sourcedoc=%7B3509479B-3E7E-487C-8C0B-4D0B29C6B23D%7D&file=Group%20Contract%20Standing%20Orders.docx&action=default&mobileredirect=true&DefaultItemOpen=1
https://coastlinehousing.sharepoint.com/:w:/r/sites/Policies_and_Strategies/_layouts/15/Doc.aspx?sourcedoc=%7BA3072DD3-A79C-43BE-B8EF-05395F0F44CB%7D&file=Group%20Standing%20Orders.docx&action=default&mobileredirect=true&DefaultItemOpen=1
https://coastlinehousing.sharepoint.com/:w:/r/sites/Policies_and_Strategies/_layouts/15/Doc.aspx?sourcedoc=%7B158CDB74-4A5C-4C50-BAFF-89241AE41CA0%7D&file=Group%20Financial%20Regulations.docx&action=default&mobileredirect=true&DefaultItemOpen=1
https://coastlinehousing.sharepoint.com/:w:/r/sites/Policies_and_Strategies/_layouts/15/Doc.aspx?sourcedoc=%7BC9BCE312-E7BB-4141-9F5E-85E7B5F713DD%7D&file=Group%20Procurement%20Strategy.docx&action=default&mobileredirect=true&DefaultItemOpen=1
https://coastnet/CoastlineHousing/Corporate/_layouts/15/WopiFrame.aspx?sourcedoc=/CoastlineHousing/Corporate/Procedures%20%20Guides/CHL%20Group%20Procurement%20and%20Tendering%20Toolkit%20-%20QUICK%20GUIDE.docx&action=default&DefaultItemOpen=1
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(outcomes) — spending wisely and ensuring that outcomes link directly to objectives set out
in the organisation’s Corporate Plan

Besides these three ‘E’s, a fourth ‘E’ is applied in some places:
Equity: the extent to which services are available to and reach all people that they are
intended to — spending fairly. Some people may receive differing levels of service for
reasons other than differences in their levels of need.
For example:
¢ the cost and level of provision of a service is more for one group of people than that
for another group of people with similar needs;
e some people cannot reach, see, hear or use a service;
¢ the service may be unsuitable for some people’s specific needs;
e aservice is provided in a language that some people do not speak or terms they do
not understand; or
e some people are unaware that the service is available to them.

In addition to these components consideration of a further E — Environment (impact on both
the local community and the wider natural environment taking account of sustainability and
the longer term effect of decisions) - should be included in value for money assessments as
should Social Value.

Increased value for money can be achieved by:
e Reducing costs for the same outputs;
¢ Reducing inputs for the same outputs;
e Obtaining greater outputs or improved quality for the same inputs; or
e Obtaining proportionally more outputs or improved quality or better outcomes in
return for an increase in resources.

Key Reporting requirements

The regulatory requirement to report on the VM metrics is a minimum expectation and the
Board approach to ViM is led at a strategic level via the following:
e Setting specific measurable targets within the Corporate Plan
e Linking the corporate plan targets to financial metrics and performance expectations
in the Business Plan
e Setting annual targets for performance and delivery as part of the annual budget and
performance improvement plan
e Linking key operational strategies to delivery of elements of the Corporate Plan

Performance and progress towards meetings the targets outlined above is reported to Board
and Committee with the following as a minimum to gain assurance on delivery:
e Coastline plan progress — reported three time a year to Board and reported annually
in Statutory accounts as part of the Board’s chosen metrics for measuring VM
¢ Financial and operational performance — reported monthly to Board and annually as
part of the statutory accounts
¢ Business Plan review — update reported to each Property and Investment Committee
e Operational strategies — reported as appropriate to Board and Committees

The Board have selected a South West peer group to benchmark performance against as
the geographical impacts of operation and the Annual Survey of Hours and Earning (ASHE)
regional pay index. It currently comprises 23 organisations (based on the 2021 global
accounts data) and excludes two providers who have a higher than average level of either
Supported Housing or Housing for Older people. The exclusion of these two reflects the
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work of the RSH and their report on regression analysis which demonstrated that
organisations with high levels of housing of this nature have higher cost bases.

The reference peer group will be subject to change as corporate entities combine or to reflect
new entrants. The key requirements for the peer group are:

e South West operations

e Proportion of trading activities is broadly consistent with Coastline’s

In addition to this the requirement is to always use a consolidated data set in preference to
entity level to remove any intercompany trading anomalies.

In addition to the South West peer group performance should also be assessed on national
averages to assist in understanding Coastline’s performance in relation to both. The current
list of organisations assumed in the South West Benchmark Reference are:

% Supported

Total social housing (excl. % Housing for

Group name - |stock owned |~ HOP) ~ older people |~ |Type -
Aster Group Limited 19,541 2.40% 6.90% LSVT
Bournemouth Churches Housing Association Limited 1,303 50.30% 5.80% Traditional
Brighter Places 1,734 0.70% 0.00% Traditional
Brunelcare 1,128 98.40% 0.00% Traditional
Coastline Housing Limited 4835 1.90% 14.70% LSVT
Cornerstone Housing Limited 1,360 0.00% 0.00% Traditional
Curo Group (Albion) Limited 12,428 1.70% 14.40% LSVT
Gloucester City Homes Limited 4 600 0.70% 6.50% LSVT
LiveWest Homes Limited 35,658 4.00% 5.10% Traditional
Magna Housing Limited 8,315 270% 22.10% LSVT
Bromford Housing Group Limited 12,207 0.60% 14.10% LSVT
North Devon Homes 3,327 0.00% 15.30% LSVT
NSAH (Alliance Homes) Limited 6,492 0.80% 0.00% LSVT
Ocean Housing Group Limited 4 640 0.30% 13.50% LSVT
Plymouth Community Homes Limited 14,282 9.20% 0.00% LSVT
Selwood Housing Society Limited 6,687 1.10% 21.20% LSVT
Solon South West Housing Association Limited 1,302 10.90% 0.00% Traditional
Stonewater Limited 1,291 0.60% 10.20% Traditional
Aster Group Limited 10,016 4.80% 13.20% LSVT
Teign Housing 3,714 0.00% 26.80% LSVT
Two Rivers Housing 4243 0.00% 14.00% LSVT
GreenSquare Group Limited 6,943 3.60% 3.70% LSVT
Westward Housing Group Limited 7,266 5.60% 9.50% Traditional

On an annual basis (programmed to be Q2 each year) the Executive Team will provide a
summary report to the Property and Investment Committee on levels of spend by contractor
and by type where possible. This information will also be linked to the Contracts Register
and used to assist in developing and delivering the Group’s strategic approach to
procurement.

In addition to the above the Board annually review the Sector Scorecard requirements and
report performance on both of these to Stakeholders via the Statutory Accounts and Annual
Report.

Following publication of the Regulator for Social Housing’s Tenant Satisfaction Measures
(TSMs) Coastline will benchmark and monitor performance relative to the South West peer
Group, as well as to organisations of a similar size on a wider geographical basis against all
of the perception measures as well as the management provided metrics.



Approved Date 23/01/2023

Coastllne Next Review 30/06/2025

7.0

7.1

7.2

7.3

7.4

7.5

7.6

housing Page 6 of 7
Cross reference / working in partnership / inks to other Policies

Value for money is linked with our Coastline and Business Plan, our key business strategies
and plans, our performance management arrangements and our service reviews to ensure
that it is embedded across the organisation. External factors such as customer choice,
regulatory and statutory requirements are also taken into account. These relationships are
set out in more detail in the paragraphs that follow.

Coastline plan

This sets our strategic direction. Objectives are set with reference to our charitable mission
and looking to solve housing issues within Cornwall. This approach has been taken with a
view that not all objectives will necessarily be achieved but to ensure that our targets remain
inspirational and encourage us to strive for solutions to problems that may not be wholly
addressed during the Coastline Plan period. Annual targets are then set to be stretching
while being achievable and are regularly monitored and challenged to ensure they remain
relevant and appropriate to our business and our stakeholders. A highly focussed approach
to value for money will underpin the achievement of Coastline Plan targets, driving customer
satisfaction and profitability, and increasing the capacity of the organisation to deliver more
to meet the requirements of its various stakeholders.

Business (financial) plan

This is our long term plan which sets out the financial limits within which we operate and
which can also be used to measure our performance and achievement of efficiency targets.
In addition, our annual budget process provides an opportunity to review costs and identify
the potential for reducing these. Any new initiatives (referred to as growth bids) which require
funding need a robust business case.

Group Procurement strategy

This includes the framework for achieving value for money when procuring goods and
services e.g. tendering, exploration of partnering arrangements and other forms of
collaborative working, e-procurement, and assessment criteria including social value

People and Culture (HR) strategy

This aims to build the capacity and competence of Coastline colleagues. It sets out how we
will ensure we have the right people with the appropriate skills and experience in place in
the correct numbers and working on those things which are necessary to deliver excellent
services to our customers alongside ensuring that our business objectives are met and our
legal and statutory responsibilities are fulfilled. The strategy emphasises the need for
managers and staff to be more customer focussed and to work in ways which are more
evidence and knowledge based, more commercial and more outcome focussed — all of
which will help strengthen our drive to deliver and demonstrate value for money.

Volunteer Policy

Coastline encourages volunteering in all areas of the organisation. It recognises and
appreciates the positive contribution volunteers can make to the organisation and that
volunteering can help individuals reach their own personal development goals.
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7.7 The other key strategies where value for money is embedded as part of our overall approach

to strategic work are:

Asset Management Strategy

Asset Investment and Viability Strategy

Repairs and Maintenance Strategy

Income Strategy

Communities and Customer Experience Strategy
Development Strategy

Finance Strategy

ICT Strategy

Environmental Strategy

Appendix A — Group Performance Management Procedures (formerly Framework)



