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Value for Money Statement 2016-17 

Our Value for Money (“VFM”) statement covers: 

1. VFM Strategy
2. VFM performance in 2016/17 as measured by operating margin, cost per unit, return on

assets and social return on investment
3. The results of benchmarking performance against designated peer groups
4. VFM plans and targets for 2017/18

1. VFM Strategy

VFM is one of the economic standards within the regulatory framework of the Homes & 
Communities Agency (HCA) under which housing associations must articulate and deliver a 
comprehensive and strategic approach to achieving value for money in meeting their 
objectives. 

During the year we completed the final year of the five year corporate strategy entitled “Curo’s 
Big Plan”. Curo’s VFM strategy is an integral part of how it delivers the outcomes that support 
the strategic priorities set out in the Big Plan and in the new Strategic Plan 2017-2022, which 
are as follows: 

• Delivering renowned customer service
• Providing great properties and places
• Supporting independent and successful lives
• Building high quality homes
• Maintaining a resilient business

Delivering these priorities requires Curo to have sufficient financial capacity to invest in new 
customer service platforms, refurbish its housing stock, build new homes and help its 
customers to be financially solvent. The financial capacity to invest in these areas requires 
Curo to ensure that its operations are cost-effective and represent value for money for its 
customers.  

During the year we reviewed and updated our VFM strategy, aligning it with the new Strategic 
Plan.  The strategy combines 5 activities which collectively ensure that we run a cost-effective 
social enterprise business by defining targets, setting plans to achieve these targets and 
measuring how we perform against those targets. 
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Cost effective Social Business 

1.1 Embed VFM throughout Curo 

Accountability and responsibility for cost and quality outcomes are reflected in budgets, team 
plans and individual performance objectives. 

1.2 Business improvement 

Business improvement is driven via a Business Improvement Portfolio (BIP) which is a series of 
interconnected activities to improve the capability and cost effectiveness of Curo to serve our 
customers. 

1.3 Resources allocation 

Our development and asset management strategies seek to optimise our return on assets. We 
also measure return on assets in terms of social impact. 

1.4 Performance 

Strategic and operational performance indicators are reviewed across Curo to ensure we are 
maintaining or improving service quality and cost effectiveness. Performance is reported and 
discussed with the Board regularly. 

1.5 Benchmarking 

Benchmarking is a key part of delivering VFM within Curo. As a member of the Housemark 
Benchmarking Club we share operational and financial information that allow cost and quality 
performance comparisons to be made.  
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2. VFM Performance 2016/17

We measure our VFM performance against four targets as follows:
1. Operating Margin (Social business)
2. Cost per Unit (Social business)
3. Return on Assets (Consolidated and by business stream)
4. Social Return on Investment

2.1 Operating Margin 

Our key focus for 2016/17 was on exceeding our target operating margin surplus of 25% for 
the social business, which excludes Curo Enterprise the commercial house-building business, 
which has its own set of targets. Curo ensures that it achieves VFM from its investment in Curo 
Enterprise by setting sales, operating margin, working capital and net surplus targets in the 
budget setting process and Financial Plan. 

In 2016/17 the social business exceeded the 25% target increasing its operating margin from 
29.7% to 32.5%.  Note: figures reported over the 3 years below exclude the one-off non-
operational impact of provisions for impairment, regeneration activities and closure of pension 
scheme.  

The principle driver behind the increase in the social business operating margin was the 
application of the VFM strategy. During the year Curo reduced its operating expenditure in the 
social business by £1.5m as follows:   

BIP has delivered cost and quality improvements driving value for money for our 
customers.  This year’s cost savings came primarily from reductions in operating costs 
across our Tenancy Management, Responsive Repairs and Asset Management teams of 
£0.7m. 

During 2016, we changed the way we manage tenancy services moving away from a 
geographic to a functional approach – this has reduced the number of colleagues 
providing the service, but also improved our productivity and transaction end to end time 
for our customers. Tenancy management costs per unit reduced to £75 in the year, 2nd 
quartile performance whilst customer satisfaction increased from 78.3% to 80.1%. 

Responsive repair performance improved during the year with efficiency gains in first 
time fix and productivity resulting in both lower levels of expenditure (saving £0.2m) and 
increased customer satisfaction.  The number of repair jobs outstanding as at 31 March 
2017 totalled 1,793.  This was significantly lower than the position at the beginning of 
the year which was 2,700. 
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Following the announcement of reductions in social rent levels in the summer of 2015 
Curo has taken swift action to adjust our back office cost base accordingly, in order to 
mitigate any adverse impact on front line services and our ambition to deliver new 
affordable homes.  The full year benefit of reducing headcount and reducing discretionary 
expenditure across all support services totalled £0.8m in 2016/17.   

2.2 Cost per unit (CPU) 

The table below is an extract from the HCA Global Accounts database with Curo Places Limited 
costs compared to the ‘All England’ peer group comprising of associations with more than 
1,000 homes in management. The costs referenced by the HCA only include the social housing 
lettings costs within Curo Places Limited.   

The Housemark West of England and HCA Global Accounts benchmark analysis do not use the 
same methodology to apportion costs but provide a useful tool to help us understand our 
relative performance. 

Our CPU for 2016/17 totalled £3,364, 6% lower than median which equates to a £2.4m lower 
cost base than our median peer.  CPU decreased by 7% in year when compared to the 
2015/16 total of £3,599. 

2015/16 Quartile 

Cost per unit (£) Actual 
2016/17 

Lower 
quartile Median Upper 

quartile 
Maintenance 785 790 970 1,180 
Major Repairs 1,336 540 810 1,080 
Total Repairs and Maintenance 2,121 1,330 1,780 2,260 
Management 765 740 1,020 1,320 
Service Charge 218 240 360 600 
Other 260 80 210 450 
Total CPU 3,364 3,120 3,570 4,350 

All England (more than 1,000 units) HCA Global Accounts data 2015/16 

Whilst overall CPU performance is better than median, the level of investment in repairs and 
maintenance is closer to upper quartile than median. Curo has a legacy housing stock that had 
low levels of investment pre stock transfer and has required a sustained investment 
programme to extend the longevity of the fabric and components. The stock also includes 
nearly 600 Georgian period properties that typically attract higher specialist and general 
maintenance costs – these Georgian properties contribute £200 to the major works CPU – 
excluding these costs brings us closer to median performance across the peer group.  

2.3 Return on Assets 

The table below provides an overview of our asset base and its current and projected financial 
performance measured by the return on capital employed (ROCE).  Figures stated compare 
the operating surplus, adjusted to remove the impact of one off impairment charges, as a 
percentage of total capital employed. 

TOTAL Social 
Rented 

Shared 
ownership 

Investment 
properties 

House   
builder 

Actual ROCE 2014/15 3.5% 3.9% 5.6% 10.8% (5.1%) 
Actual ROCE 2015/16 3.7% 4.4% 6.5% 10.8% (3.2%) 
Actual ROCE 2016/17 4.7% 4.8% 6.6% 15.5% 1.6% 
Forecast ROCE 2017/18 4.7% 4.1% 6.5% 17.2% 6.8% 
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Total ROCE improved during 2016/17 by 1% to 4.7% due to improved financial performance 
across all business streams within Curo.   

Performance within Curo Enterprise, our housebuilding company, was a primary driver for the 
improvement - creating a positive ROCE return for the first time in 2016/17.  During the year 
Enterprise completed the build and sale of 37 private homes across 2 sites.  This together with 
the disposal of land at Mulberry Park Bath, generated turnover of £24m and a gross profit of 
nearly £4m (16%).  ROCE for 2017/18 is projected to increase further to 6.8% in 2017/18 as 
the volume of homes completed increases.  All profits generated by Curo Enterprise will be 
reinvested back into the social business.  

Investment property ROCE includes our market rent and shops portfolio.  The improvement in 
ROCE during the year is due to increased volume and profitability of our market rent properties 
that are now managed internally having been previously managed by a third party.   

Social rented ROCE also increased in the year by 0.4% to 4.8% reflecting the improvement in 
both operating surplus and working capital levels.  Social rented ROCE is projected to reduce 
during 2017/18 as a result of the reduction in social rental income coupled with an increased 
contingency for bad debts due to the further roll out of Universal Credit – estimated to increase 
by 1,800 customers during the year taking Curo to nearly 70% of full roll out.   

A key factor to financial performance on the return on social rented homes is our ability to 
make more informed choices on whether to keep, convert or dispose of poor performing 
assets. We have maintained a Stock Condition survey completion rate of 92% and use this 
data to identify how properties are performing on both a financial and qualitative basis.   

This stock condition data provides us with more accurate intelligence about safety issues, 
thermal efficiency and component condition to inform replacement priorities.  We’ve profiled 
our stock and identified the worst 500 performers based on Net Present Value (NPV). When 
these properties become void, they are appraised and we determine whether we should 
dispose, change tenure or retain them.  

We appraised 47 properties during 2016/17: 

• 13 were approved for disposal (9 properties disposed during 2016/17 generating surplus
of £1.4m)

• 11 had tenure converted to market rent producing annualised incremental income £49k
per annum

• 23 were retained for social rent (based on either their financial performance, quality of
home etc.)

2.4 Social Return On Investment 

We generated a Social Return on Investment (SROI) equivalent to £10.7m during 2016/17. 
This measures the value saved to the public purse by assessing the number of instances we 
have prevented State intervention (using independent standard reference cost figures) thus 
producing a monetary value for each social return outcome. 

Last year we supported around 3,200 people every week. Our SROI includes: 

• prevention of 334 people becoming homeless
• prevention of 506 admissions to residential care
• prevention of 1,738 Accident & Emergency admissions
• prevention of 2,509 attendance to GP consultation

During 2016/17 we also: 

• Delivered 14 apprenticeships within Curo
• Offered 20 university/school work placements to local students
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• Helped 332 of our customers into work, education or training
• Achieved 4 apprenticeship places as a result of our procurement activity

3. VFM Benchmarks – analysis of comparative costs and quality

3.1 Housemark (West Of England) benchmark 
We use the core benchmarking tool provided by Housemark to assess our relative cost and 
quality performance in comparison with a selection of our regional peers. 

Performance highlights in the year included: 

• Delivered 1st quartile void turnaround times and void losses
• Reduced cost per unit for the following services;

o Major works and cyclical maintenance CPU, now 2nd Quartile
o Response repairs and void works, remains 2nd Quartile
o Tenancy management CPU, now 2nd Quartile
o Average cost of a void repair, now 1st Quartile

• Increased customer satisfaction for quality of home, last repair, neighbourhood

We currently have two financial performance indicators in the 4th Quartile: 

• Arrears management – cost per unit
o Bath & North East Somerset LA are one of the first local authorities to roll out

Universal Credit (UC).  During the year 1,000 customers transitioned to UC
taking our total to 1,200.  In order to manage the transition effectively we have
increased resource.  Whilst this increase in cost has taken the service to Q4
quartile the associated increase in arrears has been lower than budgeted.

• Estate services – cost per unit
o Compared to our peers, the cost of providing estate services (grounds

maintenance, cleaning, bulk refuse collection etc) is 4th Quartile.  We are
currently in the process of tendering all estate services contracts.  The target for
17/18 remains at 4th Quartile levels with the volume of works, not uncompetitive
pricing, driving the comparatively high cost.

The table below shows our actual performance over the last 3 years in terms of cost and 
quality in our main social housing business areas, and shows our performance quartile position 
relative to our peers. The 4 quartiles are represented by 4 colours – 1st Quartile performance is 
shown by the green box, 2nd Quartile is shown by the yellow box, 3rd quartile by amber and 4th 
Quartile by the red box.  

Key Performance Indicators (KPIs) 14/15 
Actual 

15/16 
Actual 

16/17 
Actual 

Major works and cyclical maintenance – Cost per unit £1,511 £1,495 £1,422 
Quality of home satisfaction 79.0% 75.5% 78.9% 
Response repairs and void works – Cost per unit £743 £697 £690 
Average cost of a void repair £2,053 £2,178 £1,972 
Average cost of a responsive repair £120 £110 £116 
Customer satisfaction with last repair 84.0% 83.7% 84.1% 
Lettings - Cost per unit £44 £49 £47 
Void turnaround (General Needs & Housing for older persons) 24 days 17.2 days 11.9 days 
Void losses (GN&HfOP) 0.65% 0.64% 0.54% 
Customer satisfaction with Lettings 90% 89% 88% 
Arrears management - Cost per unit £80 £83 £96 
Rent arrears 3.10% 2.43% 2.76% 
Estate services - Cost per unit £169 £181 £193 
Customer satisfaction with Neighbourhood 79.0% 82.0% 82.7% 
Tenancy management - Cost per unit £94 £77 £75 
Overall customer satisfaction with services provided 79.0% 78.3% 80.1% 
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Key Performance Indicators (KPIs) 14/15 
Actual 

15/16 
Actual 

16/17 
Actual 

Colleague - overall satisfaction 76.0% 85.6% 85.3% 
Sickness absence working days/shifts lost 10.3 8.1 8.3 

West of England Housing Associations based on Housemark 2015/16 outturn 

Quartile performance reported above is based on our comparative performance against our 
regional peers.  Going forward we will change our primary comparator to the all England peer 
group comprising all HA’s with over 1,000 homes in management in order to provide greater 
coverage and a closer comparison to the peer group measured in the HCA cost per unit 
benchmark. 

4. VFM Plans and Targets for 2017/18

Our key VFM plans and targets for 2017/18 are projected to be as follows: 

• Social Business - Operating Margin: we are projecting to exceed our operating
margin target for the social business, which remains unchanged at 25%, even though our
rental income will reduce and the bad debt profile will deteriorate following the further
roll out of Universal Credit.

• Cost per unit (HCA): we are projecting to maintain our position of a CPU at or below
the median (£3,570).

• Return on Capital Employed (ROCE): we project that we will deliver a 4.5% ROCE on
assets with increased returns from  our housebuilding operation, Curo Enterprise,
offsetting assumed increases in bad debt levels in the social business following further
rollout of Universal Credit.

• Social Return On Investment (SRoI): is projected to fall to £10.5m in 2017/18
because the opportunities for our Care & Support business will be limited by reductions in
local authority spending.

Curo has to ensure it has sufficient resources to deliver the strategic priorities set out in the 
Strategic Plan 2017-2022.  The role of VFM is to ensure that Curo runs an efficient, cost 
effective and customer focused business in order to optimise the resources available. 
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