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FOREWORD

Councillor Randolph Conteh
Cabinet Member for housing, communities and safer city

Asset management costs make up the majority of
spend from Housing Revenue Account Resources. The
Housing Revenue Account (HRA) Asset Management
Strategy 2017-2022 puts forward an approach to
make best use of the council’s housing revenue
account assets to meet the needs of residents in the
future, obtaining best value from Housing Revenue
Account resources.
This strategy is closely aligned to the council’s wider
work in relation to the General Fund Asset Strategy
currently under development, and provides the
council with an overview of all current HRA assets.
Stoke-on-Trent City Council has in the region of
18,500 properties in its housing stock asset base,
which include council houses, low, medium and
high rise flats, bungalows, and sheltered housing
schemes. It provides an up to date picture of the
quantity and current condition of our HRA assets
which will allow us to better understand our asset
base, manage it, and allow us to make well informed
decisions on how best to invest in these assets in the
future.
It provides valuable information as the council
makes the transition from the current joint venture
partnership arrangement for the maintenance and
repair of its HRA assets, to the new arms length
repairs and maintenance company.

The strategy sets out to achieve the following key
objectives:
• Understanding the asset base through review and
grading
• Working with customers to deliver an excellent
service within the scope of the council’s landlord
responsibilities
• To use the available resources to enhance the
asset value
• Service delivery offering value for money services
• Compliance with statutory obligations
• Social value from keeping spend on our housing
assets local where possible
Outcomes from the Housing Revenue Account Asset
Management Strategy 2017 - 2022 will assist the
council to make decisions on the future of its revenue
account assets so that they deliver overall value for
money whilst continuing to meet the needs of local
residents.
We are already implementing actions to introduce
this strategy, including a more detailed stock grading
exercise, and looking further into the future, we
will be able to use this information to inform our
comprehensive ten year investment plan for all HRA
assets.

3.

HOUSING REVENUE ACCOUNT ASSET
MANAGEMENT STRATEGY 2017-2022

Asset management is the greatest single
activity upon which we spend Housing
Revenue Account resources. Outcomes have
the greatest impact on our residents’ homes
and wellbeing, on local economic benefits
(keeping the rental income local) and on
social values, by providing jobs and training
for local residents. So we must ensure that
we deliver overall value for money for Stokeon-Trent across its six towns.
Stoke-on-Trent City Council has retained housing
assets which are dispersed across the six towns that
comprise the potteries conurbation (Stoke, Tunstall,
Burslem, Hanley, Fenton and Longton). Within these
towns there are distinct and settled communities,
many of which resulted from the historical industrial
heritage of the area. There exists a low value
economy locally, with 81% of all dwellings in council
Tax Bands A and B, compared to 44% nationally.
At March 2016 our overall housing stock was 18,541
properties. The majority of these are in good
condition and there remains demand for low cost
social housing.
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We have commissioned a whole stock review and
grading, which through a comprehensive data
analysis will provide a detailed rating of housing
assets that will inform the nature and prioritisation
of future investment. This will inform a more
comprehensive investment planning process that will
include consideration of not only Housing Revenue
Account assets but also those in the General Fund
and private sector investment, where the combination
of intentions through a joined-up approach can deliver
cohesive outcomes for our communities.
We have a commitment supported by our Cabinet to
introduce a step-change in repairs and maintenance
services delivery through a new wholly owned
subsidiary contracting business from February 2018.
The implementation of this Housing Revenue Account
Asset Management Strategy is designed to support
that business through the development of informed
investment priorities and the planning of long term
investment and improvement programmes, which will
guarantee a consistent workload for the business and
thereby create employment potential and consistency,
with a positive impact on the local economy.

STRONGER TOGETHER

Working together to create a stronger city we can all be proud of
The Stronger Together Strategic Plan 2016-20 sets out the vision and overarching priorities and
objectives for the council for the next four years. The diagram below shows how the Housing
Revenue Account Asset Management Strategy will contribute to the achievement of that vision.

Work with residents to make
our towns and communities
great places to live

•

•

Deliver a significant
improvement in housing
quality by investing in homes
and driving up housing
standards
Involve communities in
making each town and
neighbourhood a great,
vibrant and healthy place to
live and work

A commercial council,
well governed and fit for purpose,
driving efficiency in everything we do

•

•

•

Deliver optimal efficiency
in all our services adopting
new delivery models that
deliver maximum value for
residents
Optimise value from local
public spending and
increase the proportion
of spending with local
businesses
Invest in projects to
generate a return to protect
services

Support our businesses to
thrive, delivering investment in our
towns and communities

•
•

Secure investment to
protect and create jobs
Deliver a transformation
in the number of
apprenticeships in the city
and in the council

This plan is rooted in the values that underpin the Stronger Together vision, working as One Team,
with One Vision to deliver the best possible outcomes for our residents and the city. Extending and
cementing partnerships with organisations and groups across the city is at the heart of this approach
and hold the key to ensuring the people of Stoke-on-Trent are able to fulfil their potential.

5.

OBJECTIVES OF OUR HOUSING REVENUE
ACCOUNT ASSET MANAGEMENT STRATEGY
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Aim:

• To maintain the council’s housing stock to a high
standard, meeting all necessary legislative requirements
• Meet the needs of tenants, leaseholders and residents of
the city
• Ensure the council delivers effective and efficient
investment into its housing stock, estates and
neighbourhoods

Objectives:

•
•
•
•
•
•

Understanding our asset base
Working with our customers
Enhancing the asset value through investment
Ensuring effective and efficient service delivery
Compliance with statutory obligations
Social value

Objectives in detail
Our Housing Revenue Account Asset Management Strategy has six groups of
key objectives:
Understanding our asset base
•
•
•
•
•
•

Develop a forensic understanding of asset performance through a
review and grading at unit and scheme level
Enhance attribute data management and interpretation to better
inform investment planning
Use data to drive option appraisals at scheme, estate and
neighbourhood level
Repair and replace components through directed planned works
programmes
Create a prioritised schedule of regeneration initiatives at
neighbourhood or scheme level
Create understanding of development opportunities – outside of
the Housing Revenue Account but based on asset performance

Working with our customers
•
•
•
•

Engage with our tenants to redefine the repair service – to
deliver an excellent service but within the scope of our landlord
responsibilities
Engage all customers in our work on stock option appraisals
Develop medium to long term programmes of work for all of
our assets, so residents know what work to expect when and
leaseholders have clarity over their financial contributions
Maintain an effective portfolio of payment options for leaseholders
to help fund improvement works

Enhancing the asset value through investment
•

£

•
•
•
•
•

To use the available resources within the Housing Revenue Account
to enhance asset value
To move the emphasis away from revenue cost to capital investment
Only invest in sustainable assets and recycle or replace non-viable
assets
Rigorously test value for money to maximise our return on
investment
Link our Housing Revenue Account investment to General Fund
asset investment – to create a combined asset management
strategy
Combine reviews of Housing Revenue Account assets with those of
General Fund and private investment to optimise investment and
regeneration outcomes
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Ensuring effective and efficient service delivery
•
•
•
•
•
•
•
•

Create a wholly owned subsidiary to deliver forward maintenance
and investment work from February 2018
Establish the relevant governance structure between the council
and the wholly owned subsidiary to ensure that service delivery is
effectively planned, delivered and monitored
Focus on investment planning, data management, programme coordination and effective contract management
Develop a medium and long term planned investment programme
to provide a consistent order book to support efficient service
delivery
Create a stable and equipped workforce and management
structure to deliver value for money services
Only allocate work to the new subsidiary which can be primarily
delivered with directly employed labour
Investigate proven consortia options for merchants and materials
suppliers, to secure savings through collaboration
For work not delivered by the new subsidiary, procure and manage
specialist external contracts

Compliance with statutory obligations
•
•

Ensure that we comply with all of our statutory compliance
obligations, by managing an effective portfolio of servicing and
repair specialist contracts
Maintain an accurate register of all of our mechanical and
electrical plant and maintain a programme of upgrades and
renewals to minimise maintenance costs and to avoid risk or
disruption to our customers

Social value
•
•
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To keep our substantial asset management spend local, so our
residents’ rental and service charge payments directly benefit the
local economy
Use the new company and our external contractors to deliver real
local employment and training outcomes for our communities

DEVELOPMENT OF THE STRATEGY
Through historical investment, the council
successfully delivered a Decent Homes
programme. Our attention will now focus on
decent neighbourhoods, with the continuation of
pilot schemes and projects linked to our overall
regeneration aspirations and targets.

The Housing Revenue Account Asset Management
Strategy is based upon an iterative process that is set
out in the diagram below, with the Housing Revenue
Account Business Plan at the hub of the ‘wheel’.
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We will make sure that we now maintain a
comprehensive understanding of the asset
investments we need to make, to deliver value for
money for the council and customers and to create
a consistent order book for our new subsidiary.
That business is intended to be efficient and
commercially focussed, whilst delivering high
quality customer services.

This Housing Revenue Account Asset Management
Strategy is focussed on maintaining the momentum
created by the investment already made in the
housing stock to achieve Decent Homes Standard.
Our priorities are based upon the approach of
ensuring that the council’s legislative duties have first
call on resources. We will also repair and maintain
the properties in order to ensure that they remain in
a decent condition. Remaining funds for investment
will then be directed at priorities identified through
a whole stock review and assessment, which will
include both investment and disinvestment or
redevelopment where appropriate.
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To deliver best value for money we must minimise
spend on repairs (which add no value to the assets),
whilst maintaining an effective customer repair
service, so that we can invest more in planned
maintenance and improvements, which enhance
asset value. However, we must be clear that we are
only investing in homes which are assets and must
take a more interventionist approach in properties or
areas which perform less well.

Volume
High

So our strategy is to move the emphasis on future
Housing Revenue Account investment away from
higher volume, lower value work to secure more
investment in our homes and neighbourhoods.

Value
Low

Customer
Impact

Business
Impact

Immediate

Short term

Delayed

Long term

Repairs

Cyclical
Planned

Remodel

Development
Low
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High

UNDERSTANDING OUR ASSETS
Housing Assets
Stoke-on-Trent has a significant social housing
sector, at 24.2% of all homes, which is some 5%
higher than the West Midlands and 6.5% higher than
the national average. There are particular pressures
on housing for the elderly and for young people,
with demand for the latter resulting in part from the
high student population, which will increase with the
further proposed development of university facilities
locally.
As at 31 March 2016 the council’s total housing
stock included 18,541 properties, net of some
12,987 properties (41%) of the overall housing stock
formerly owned. This reduction has been through the
application of Right to Buy, demolitions and other
stock rationalisations.

In addition, as at 31 March 2016 there were 363
leasehold flats. Of the 18,541 rented housing
properties, 98.5% were occupied and 1.5% were void.
The rented homes are predominantly 2-bed and
3-bed properties (98.6%), the majority of bungalows
are 1-bed (92.5%) with all but nine of the balance
being 2-bed and the apartments are substantially
1-bed (28.8%) and 2-bed (67.1%). There are small
numbers of bedsit apartments and non-selfcontained 1-bed properties.
The breakdown of all stock by property type is
identified in the table below.

Summary of all stock at 31.03.16

Archetype

Leasehold

Occupied

Void

Present Stock

No.

%

Right to Buy
and other
Disposals

Total Pre
Right to Buy
Asset Base

House

-

11,803

107

11,910

63.0

12,952

24,862

Bungalow

-

3,534

45

3,579

18.9

34

3,613

Apartment

363

2,899

134

3,396

18.0

1

3,397

-

17

2

19

0.1

-

19

363

18,253

288

18,904*

100

12,987

31,891

Non selfcontained
Totals
* Incudes leaseholders
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The concentrations of our rented housing are shown below:

Further heat maps are provided in the appendices:
• Appendix 1 – Houses by ward
• Appendix 2 – Bungalows by ward
• Appendix 3 – Apartments by ward
• Appendix 4 – Leaseholders by ward
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The breakdown of housing stock by number of bedrooms is set out in the table below:
Residential stock by bedroom size

bedsit

1

2

3

4

5

6

Total

House

-

9

5,089

6,650

152

1

9

11,910

Bungalow

-

3,310

260

9

-

-

-

3,579

Apartment

73

874

2,034

52

-

-

-

3,033

Non self-contained
Totals

73

19
4,212

7,383

6,711

152

1

9

18,541

0.39

22.72

39.82

36.20

0.81

0.01

0.05

100

No. of Bedrooms

Percentages

The housing stock includes a significant number of apartment blocks, with low rise blocks of 4 storeys or less
containing between 4 and 13 flats per block and those between 5 and 9 storeys having between 31 and 38 flats
per block.
The breakdown of apartments, which overall represent 18% of our homes, by number of storeys, number of
blocks and total flats contained therein is set out in the table below. The total units (3,416) includes all the
leasehold properties we manage and one property sold outright.
Apartment status at 31.03.16

No. of
Blocks

Total
Units

Average
Units/
Block

Leasehold

Sold

Occupied

Void

2

579

2,323

4

230

1

2,031

61

3

29

383

13

36

-

304

43

4

1

7

7

7

-

-

-

5

2

72

36

5

-

60

7

8

1

31

31

10

-

20

1

9

10

374

37

54

-

307

13

12
Totals

5

226
3,416

45

21
363

1

194
2,916

11
136

10.63%

0.03%

85.36%

3.98%

Storeys

Percentages

100%
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The number of properties void during 2015/16 was 1,748. Analysis of turnover identifies 29 locations where
the void rate is in excess of 20% of the relevant housing type, which includes houses in two locations,
bungalows in three locations and flats in 24 locations. This data will be used in whole stock analysis to
identify investment and viability issues.
Analysis of voids for 2015/16

Property Type

No. of Homes

Voids in 2015/16
% turnover
No.

No. of voids at
31 March 2016

House

11,910

868

7.3

99

Bungalow

3,579

331

9.3

119

Apartment
Totals*

3,033

549
1,748

18.1
9.4

55
273

18,522

*Excludes 19 non self-contained units and all leasehold properties

Annual turnover of houses and bungalows at 7.3% and 9.3% respectively is relatively normal for the social
rented housing. However, for our apartments annual turnover is much higher at 18.1%. This clearly shows
that our residents’ tenancies are more stable in houses and that there is more churn in our apartment stock.
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Waiting list and lettings for 2015/16

Stoke-on-Trent has a significant social housing sector, at 24.2% of all homes, which is some 5% higher than
the West Midlands and 6.5% higher than the national average. The waiting list as at 31 March 2016 comprised
2,701 applicants, who have the following specified property needs:
3,000

2,701

Housing waiting list
2,500

Number

2,000

1,502

1,500
1,000

543

500

422
154

0

Bed

1

2

4

3

46
5

13
6

4
7

Total

By comparison, over 2015/16 there have been 1,502 lettings comprising:
2,000

Lettings
1,502

Number

1,500

1,000

641
477

500

0

347
5
Bed

Total

1

2

3

4

32
Others

(including sheltered
accommodation)

Before the introduction of welfare benefits reforms, there was high demand for three and four bedroomed
properties. Since the introduction of the spare room subsidy in 2013, demand has shifted to smaller one and
two bedroomed properties.
Current figures show that demand for one bedroom properties outweighs supply. Conversely, the number of
applicants on the register requiring two and three bedroom properties is significantly less than the number
of two and three bedroom properties let by the council. There is currently therefore an imbalance between
stock and demand which needs to be considered and addressed.
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Commercial Assets

The Housing Revenue Account ownership also includes 18 blocks of commercial premises, being either single
units or split into smaller commercial units. In total there are 41 separately let units of which 36 are occupied
and five are void.
The majority of these are ground floor shops, which have residential units above.
Housing Revenue Account Land Assets

This strategy is closely aligned to the council’s wider work and strategies in relation to General Fund assets
and careful consideration will be given to the Housing Revenue Account land assets and how they can support
wider development and regeneration aims considered by the council’s Strategic Asset Board.
In addition, work in relation to Housing Revenue Account land assets will continue to be developed alongside
the Housing Revenue Account Business Plan which is currently under review. A revised 30 year business plan
is due to be consulted on in early 2017, following which recommendations will be made to Cabinet regarding
its implementation.
Within the Housing Revenue Account there are 33 miscellaneous sites and 432 areas of public open space,
some of which that have the potential to provide the opportunity for the development of further housing. All
465 sites have been assessed for potential within a simple grading system that determines development
capacity related to the size of the site.
The grading system includes two site categories (miscellaneous and public space) each of which are broken
down into small, medium and large sites. The small sites (under 1,000m2) have a capacity of between zero
and four new units. These types of sites are typically difficult and expensive to develop in unit cost terms and
for the purposes of medium term investment potential should be set aside, therefore they are not detailed in
the table below.
The ‘bigger’ medium sized sites could provide for between four and ten properties. Large sites are split into
two size catergories and could provide for between 14 and 24 units and 24 to up 48 units respectively. The
number of sites within these categories is set out below.
Potential development sites by categorisation and size

Site category

Medium sites
1,000m2 to
2,000m2

Large sites
0.5 – 1.0 Acre

Larger sites
1 Acre and over

Total Plots

Miscellaneous sites

6

2

0

8

Public open space
Totals

52
58

20
22

6
6

78

Garage Sites

86

The Housing Revenue Account also owns 1,124 garages in clusters on sites and has 972 garage plots, where
leases for individuals to build a garage are managed. An overall garage site strategy will be developed to
determine long term demand and future utilisation or redevelopment of these assets.

16.

Strengths and weaknesses

There is generally good demand for homes and many
sit in established communities within the six towns.
With some good historical investment, the majority of
homes are viable and lettable.
The stock as a whole has benefitted from significant
Decent Homes investment and our houses in
particular, which account for approximately two
thirds of properties, are generally regarded as being
in a satisfactory condition. A pilot scheme has been
undertaken to provide insulated cladding to 12 crosswall properties, which over time will be extended to
cover all 415 of that archetype.
The stock includes over 3,500 bungalows and
significant numbers of these have issues which
include poor layout and space, poor access (up or
down external stairs) and poor geographical location
in relation to local amenities. A further pilot scheme
to provide insulated cladding to 11 bungalows at
Fegg Hayes estate has been undertaken, which over
time will be extended to all 661 bungalows with
uPVC cladding, where retention in the current form
is agreed.
In respect of high rise accommodation (8-12 storeys),
of 16 blocks three are in satisfactory condition and
a further three are undergoing refurbishment in
2016/17. There are, however, ten blocks of nine
storeys of the same archetype that now require
significant investment.

Achievements to date

Achievements to date include:
• High rise property surveys and costed
work plans
• Commercial property surveys and
investment plans
• Sheltered housing option appraisals
• Structural and viability reviews of maisonettes
• Pilot projects on estate environmental
improvements
• Pilot programmes for the replacement of
uPVC cladding on bungalows, tile and timber
cladding to properties generally and cross-wall
cladding with new insulated cladding
These are follow-on stages from the Decent
Homes investment, which focussed primarily on
internal components.
The emphasis is now to undertake a broader
review of whole stock performance and demand
issues, and to pick up the investment needs of
the external elements of properties and their
immediate environment.

In respect of medium rise accommodation, Matthews
Walk, Hanley and 31 blocks of six flats have been
refurbished.
Currently there are 212 units of sheltered
accommodation across seven schemes. One of
these has undergone refurbishment and a further
two schemes have undergone option appraisals,
the remaining four schemes await appraisal. To
complement the existing accommodation, there are
three new Extracare schemes under development
through the Private Finance Initiative (PFI).
In summary it is a good news story – we have Decent
Homes and a sound Housing Revenue Account
Business Plan. We do though have some properties
that are less popular and where we recognise we
need to understand underlying performance and
demand in more detail. Through a programme of
surveys, asset grading and option appraisals, we are
reviewing these and have initiated pilot schemes and
projects to address them.
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Working with our Customers
Resident and Leaseholder Involvement

We have both a Tenants’ Board and a Leaseholder
Panel as consultative bodies, to ensure that we
engage with customers to test and validate our
Housing Revenue Account Asset Management
Strategy. These groups are actively consulted and
involved in the production of housing related policies
and procedures. Tenant auditors undertake audits
of housing services to ensure that service delivery
standards are met and that value for money is
delivered.
As we implement the new company for the delivery of
responsive repairs and work to voids, we will engage
with our tenants to redefine the repair service – to
deliver an excellent service but within the scope of
our landlord responsibilities.

Forward Programme Investment and Planning
Transparency

Utilising the stock review and grading data we will
be developing medium to long term programmes of
work for all of our assets, so residents know what
work to expect when and leaseholders have clarity
over their financial contributions.
We will engage all customers in our work on
stock option appraisals where appropriate and as
forward investment options for flats are considered,
leaseholder representatives will be actively involved
in determining the best course of action and
reviewing the impacts for affected leaseholders at a
scheme level.
We recognise the financial impact upon leaseholders
and will maintain an effective portfolio of payment
options for leaseholders to help fund improvement
works.

This will focus on clear obligations, both upon the
council and on our customers, to ensure that service
quality and value for money are optimised.

STRATEGY DEVELOPMENT ACTIONS:

Engage with customers to review the service offering.

Include customers in stock option appraisals, where appropriate.

Engage with leaseholders in respect of forward investment
planning, financial impacts and payment options.
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ENHANCING THE ASSET VALUE
THROUGH INVESTMENT
Revenue

On 9 August 2016 Cabinet approved Option 2 of the
Council Housing and Public Buildings Repairs and
Maintenance report with the recommendation for
the council to form a wholly owned subsidiary to take
full control of future delivery of council housing and
public buildings repairs and maintenance service
from February 2018.
To help inform the development of the new company
between September 2016 and February 2018,
benchmarking work has been carried out to compare
our existing service costs with a range of 30 housing
providers. Typical sector benchmarks for average
spend per home per annum are shown below:

Comparing our current costs to these benchmarks
illustrates that spend on all revenue works is very
high, with a total spend per unit in 2015/16 of £1,355,
compared to the Ark benchmark average of £870
(repairs £371, voids £199 and cyclical servicing at
£300).
Additional funding of £1.9m was allocated for
responsive repairs in 2015/16, against a budget of
£6.85m, to keep on top of the repair demand. This
additional funding constitutes an increase of 28%.
Comparison of our current Responsive Repair
performance with the Ark benchmark illustrates that
our current service is relatively high cost, with scope
for efficiencies.

Revenue
Responsive Voids
£570

Gas/M&E/
Cyclical Decs
£300

Planned Elemental
£1,130

Capital
= £2,000 per unit per annum
19.

Average repairs cost per unit per annum
600

£566
£507

500
400

£371

300

£257

200
100
0

Benchmark
Average

Lower Quartile
Average

Upper Quartile
Average

Stoke-on-Trent City
Council

Average number of repairs per unit per annum
6

5.54

5

3.72

4
3

2.93
2.21

2
1
0

Benchmark
Average

Lower Quartile
Average

Upper Quartile
Average

Stoke-on-Trent City
Council

Average number of jobs per day per operative
4.79

5

4

3.85
3.08

3.13

3

2

1
0

Benchmark
Average

20.

Lower Quartile
Average

Upper Quartile
Average

Stoke-on-Trent City
Council

The benchmarking shows that the average number
of repairs we complete each year is nearly double the
benchmark average, at 5.54 repairs per property; it
is also higher than the higher operative benchmark
average of 3.72.
Productivity, measured through the average number
of repairs that each operative completes per day, is
only in line with lower quartile comparators.
Taken together, there is scope to reassess demand
(number of repairs) and increase productivity, which
will improve overall efficiencies and reduce costs.
Looking forward, the current level of actual repairs
and maintenance revenue spend in 2015/16 has
currently been budgeted for in the City Council’s
Medium Term Housing Revenue Account Financial
Plan approved by full council on 25 February 2016.
This constitutes prudent financial forecasting but
allows for, and potentially warrants, the continuation
of very high repairs and maintenance revenue spend.

Capital

The Capital Programme has also been benchmarked
based on the Medium Term Financial Strategy 20162020 information. New Build Regeneration has
been removed from the figures which leaves a stock
investment programme rising to some £21 million
over the next five years.
Capital spend in 2015/16 is low compared to the Ark
benchmark of £1,130, at £790 per property. These
figures illustrate the current imbalance between
responsive repair and other revenue spend, which
as noted is well in excess of the benchmark. This
benchmark data points to the need for a substantial
decrease in the spend and number of responsive
and other revenue repairs to a more planned and
programmed approach to investment funded by
capital.
In 2016/17 through to 2019/20 there is a marked
increase in the amount of capital spend budgeted
in the Medium Term Financial Strategy plan,
particularly for properties which share communal
areas. This includes a major high rise property
investment programme and an estate improvement
approach, bringing increased investment into the
external environment.

Capital spend
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In the graph on the previous page, the left hand axis
shows the annual value of investment (the bar chart)
and the right hand axis shows overall annual spend
(the horizontal lines).
In summary, the increase in annual planned
investment from 2015/16 to 2016/17 and beyond is
£6m, bringing average spend per unit per annum in
line with the Ark benchmark, as shown below.
The Medium Term Financial Strategy will be reviewed
on an annual basis and how this is applied will be
directly influenced by the outcomes of the stock
grading and resultant option appraisals.

Capital Planned Elemental Spend Per Unit Per Annum
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The Medium Term Financial Strategy suggests
that approximately 40% to 50% of the year on year
capital investment required to the stock is ‘must do’
including:
• safety of our tenants
• mandatory compliance with regulation
• commitment to aids and adaptations and climate
change works
• maintenance of Decent Homes through stock
improvement
This leaves options for the remaining 50% to 60%
(approximately £11m to £12m per annum) of the
programme.

These proposals are within the current headroom
available and the Housing Revenue Account would
remain under its current borrowing cap. The Medium
Term Financial Strategy has taken into account the
1% reduction in rents and projected additional Right
to Buy sales but excludes any impact of high value
property sales, which is currently under negotiation
with central government. The draft Housing Revenue
Account 30 Year Business Plan and Medium
Term Financial Strategy supported by the above
benchmarking suggests that the Housing Revenue
Account Capital Programme over the next five years
is sound and sustainable at a spend of £21m per
annum (excluding new build).
The funding of the Medium Term Financial Strategy
does however have a year on year reliance on use of
recurring and one off reserves. A real opportunity
exists to develop an alternative funding stream to
having to use these reserves, namely releasing
existing responsive and other repair revenue
budget by bringing real operational efficiency and

increased value for money in terms of the repairs
and maintenance service, with the formation of the
new company in February 2018. The result will be to
make the most effective use of the available resource
to maximise planned investment in stock and contain
revenue expenditure, which does not add value to the
asset base.
The opportunity therefore exists to start to reduce
the £25.8m annual revenue repairs and maintenance
budget, by seeking an annually rolling programme
of efficiencies within the business plan for the new
company. An efficiency gain of £1m is 4% of the
current budget, so even modest percentage gains
will translate to substantial annual savings.

STRATEGY DEVELOPMENT ACTIONS:
Review required stock investment following Asset Grading
Exercise and option appraisals, to ensure that investment is only
made in sustainable stock.

Develop a robust Housing Investment Programme for the short,
medium and long term whilst maximising return on investment.
Develop an action plan for a progressive reduction in current
revenue spend from April 2018 onwards.
Combine Housing Revenue Account Asset review with General
Fund and private investment opportunities to optimise new build
and regeneration outcomes.
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ENSURING EFFECTIVE AND EFFICIENT
SERVICE DELIVERY
Asset Review and Grading

Our next significant step in respect of property
and investment management is the execution of a
detailed review, grading and mapping of all Housing
Revenue Account assets. This will bring together
multiple data-sets including staff perceptions,
current condition, maintenance and planned works
costs, demand, lettability and voids, customer insight
and relative contribution to the Housing Revenue
Account in order to produce an overall ranking of
stock at property and scheme level.
Customer Data

•
•
•
•

Customer
satisfaction
Complaints
ASB
Occupancy

This will enable us to consider the viability of
individual properties, schemes or blocks and to make
focused investment or disinvestment decisions. This
is seen as a key piece of work which will provide a
comprehensive understanding of key performance at
a property and neighbourhood level.

Demand Data

•
•
•
•
•

Property Data

Waiting list
Offers
Refusals
Turnover
Affordability

Housing Data

•
•
•
•
•

Tenant profile
Age
Disability
Housing needs
Tenancy turnover
Business Analysis

Market Data

Commercial Data

•
•
•
•
•
•
•

•
•
•
•
•
•
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Repair costs
Void costs
Planned & cyclical
spend
Design & layout
Energy efficiency
Age of property

•
•
•
•
•

Crime
Deprivation
Environment
Overall tenure mix
Proximity to
services etc.

•
•
•
•
•

Crime
Deprivation
Environment
Overall tenure mix
Proximity to
services etc.

Open market
valuation
Existing use value
Rents
Yield
Market rents
Management
costs
Profitability grant

This will be in the form of green, amber and red bands, where ‘green’ properties are long term sustainable
assets, ‘amber’ are sustainable but should be kept under review and ‘red’ stock will be the subject of option
appraisals and have clear reinvestment strategies. This is represented by the illustration below.

Stock secure for investment
Ring-fenced stock
for reinvestment
18,541
homes

Stock to retain and invest but
maintain under review

Stock requiring options appraisal prior to any
investment decision

The volume of stock ring-fenced as secure for
investment will include the better performing amber
stock. Once the grading is complete, the council
can set out the long term investment strategy for
the majority of the asset base and so create a clear
forward order book for the new subsidiary.
The remainder of the stock will need to go through
option appraisals to determine appropriate
investment requirements or whether other
interventions are needed, to strengthen the council’s
underlying asset base.
The outcome from this exercise will be a clear
understanding of high performing assets (the
majority) but also those where further investment
needs to be guided by detailed option appraisals.

At the lower end of the scale, more challenged
units will be grouped by geography and type
and option appraised at a neighbourhood level
where appropriate. This will be used to produce a
programme of projects and regeneration activity over
a 10-year timescale, generating a long term order
book for priority investment and providing workload/
turnover certainty for the new company.
The initial grading exercise will determine ongoing
planned investment programmes for most of the
stock from 2018/19, but the overall programme,
which is likely to shape our investment plan until
2030, can only be completed once all scheme
and neighbourhood options appraisals have been
completed.
In the meantime, for the 2017/18 and 2018/19
programmes, we will test that any investment is
justifiable in the context of the completed grading
outcomes.
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Investment Programming

The detailed analysis described above will be of
significant assistance in determining the best course
of action in respect of the high cost investment
programmes associated particularly with the ten
(nine-storey) high-rise blocks and unimproved
sheltered housing schemes.
Following the grading of these properties we will
undertake informed option appraisals, including a
review of alternative tenures and redevelopment
options in order to establish the best course of action
for each.
The overall stock grading will allow us to develop
a comprehensive overview of all major investment
requirements, rather than making individual
decisions based upon local circumstances. It will
also enable a stock wide prioritisation of investment
and support a broader analysis of where the Housing
Revenue Account, and if appropriate, the General
Fund and external investors have the opportunity
to work in partnership to deliver enhanced housing
supply and broader tenure options.
Enhanced investment planning and programming
will also enable us to have a clear and concise
dialogue with leaseholders in terms of the timing
and cost of forward investment programmes that will
affect their homes.
Repairs, Voids and Planned Works Delivery

Currently responsive repairs, voids and planned
works are delivered through a Joint Venture
Company (JVC) with Kier, however, as already noted
a strategic decision has been taken to create a new
commercial subsidiary.

Housing Strategy 2017-2022

The Housing Strategy 2017-2022 is cross referenced
to the 2015 Strategic Housing Market Assessment
and suggests that there is no need for an increase
in overall numbers of affordable homes. It does,
however, suggest that property numbers should be
maintained through the recycling of capital receipts
from right-to-buy sales and those of high value
properties.
The strategy further proposes the adoption of fixed
term tenancies and support for those on them and
for customers to access affordable home ownership,
thereby freeing up social housing tenancies.
The strategy identifies the need for new high quality
homes for the elderly, again to free up social
housing, and for the provision of advice, support
and incentives to encourage ‘empty nesters’ and
the elderly into more appropriate accommodation.
Appropriate initiatives could include new housing
products, including the flexibility to change tenure.
All of the above will be a part of the move towards
demand management and the Housing Revenue
Account Asset Management Strategy will support
the principles of the Housing Strategy 2017-2022,
by replacing lost stock with new properties aimed
at targeted demands. The overall intention of the
council is that property numbers in management
should be maintained by the replacement of those
lost through Right-to-Buy or other disposals.
The impact of Right-to-Buy remains significant
year-on-year, with the following properties sold or
transferred to leasehold over the last two years:

Right-to-Buy impact

Description
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Houses Sold

Apartments converted
to Leasehold

Annual Totals

Unit Losses in 2014/2015

119

12

131

Unit Losses in 2015/2016
Totals

142
161

9
21

151
282

Market Housing

In respect of private sector open market
development, the strategy notes a downturn from
average completions pre-2007 at 600+ units per
annum to less than 400 units per annum through
to 2013/14, but a return to the higher level in
2014/15. There are, however, indications that the
economically active households choose to move out
into surrounding authorities and that the supply of
housing for sale is not restricted by land availability
but by a range of wider market issues.
This Housing Revenue Account Asset Management
Strategy will seek to connect our own investment to
enhancing neighbourhood desirability and influence
more multi-tenure development, including more
housing for sale and for private renting.
Private Rented Sector

Private rented accommodation is regarded as being
in poorer condition in our area than the housing
stock generally and a new survey of private rented
sector stock is being initiated.
Garages and Garage Plots

Within the Housing Revenue Account, the council
manages 1,124 garages which are distributed
in varying clusters around housing estates. The
condition of the garage stock varies from site to site
as does the demand. It is intended that an exercise
will be undertaken to assess each individual site in
terms of its use, the standard of the garages and the
contribution to revenue from garage rents.
In respect of the land assets within the Housing
Revenue Account, no consideration has yet been
given to the redevelopment potential of the garage
sites. It is intended that as a part of the overall stock
review and grading, appropriate data will be collected
in respect of the garage sites, which will inform the
overall review of land assets with redevelopment or
regeneration potential.
Subject to demand and availability, some
rationalisation of garage sites may be instigated and
where there is no potential for redevelopment then
alternative community uses will be considered.

The Housing Revenue Account also holds some 972
garage plots, where individuals can lease a plot
and erect their own garage. The position in respect
of future potential is different here, as a result of
the leasehold interests of these individuals. These
garage sites could be overlapped with the garage
plots such that use of plots is increased, potentially
freeing garage sites for alternative uses.
The stock review and grading will provide a range
of options in respect of these assets, which will be
developed into a broader Garage Strategy.
Land Assets

In parallel with the development of this Housing
Revenue Account Asset Management Strategy, a
new housing strategy has been produced. The next
step in respect of the Housing Revenue Account land
assets is to consider the overall requirement for the
provision of new housing, the mechanisms by which
new homes can be procured and the relationship of
these sites to other council assets (General Fund
land) and private investment initiatives. By bringing
together all of these factors, the outturn product can
be significantly enhanced.
Whilst all miscellaneous sites and public open space
land have been assessed for development capacity,
there has yet to be a formal option appraisal process
undertaken in respect of the 86 sites identified as
having meaningful development capacity.
Whilst the development of some of this land for new
housing provision has been discussed in principle,
there have been no substantive option appraisals
undertaken for the sites. Our next steps are to:
• Undertake a similar assessment for the garage
sites, which are predominantly small infill sites
with limited capacity.
• The progression of site options reviews with the
intention of creating a schedule of land with in
principle determination for development.
• The adoption of alternative uses for some
sites where appropriate, which will over time
reduce the burden on the Housing Revenue
Account in respect of grounds maintenance and
management, and other relevant costs.
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Commercial Assets

The Housing Revenue Account commercial premises,
comprising generally of estate based shop units,
have been subjected to a thorough building survey
and a report has been produced which outlines
investment requirements across the 18 sites.
The required works are generally to external
elements, with a need for some internal component
replacements and general redecorations.
Provisions have been made in the budgets for
2016/17 and 2017/18 for the execution of required
repairs to the first tranche of four properties.
The leases generally note the council as responsible
for external fabric and repairs and the tenant
responsible for internal maintenance. There have
been a number of compliance issues, where tenants
are not executing their responsibilities under leases
and together with lease renewals and terms, these
will also be addressed.
Element

Responsibility

External fabric generally
excluding shopfronts
Internal fabric and
components

Leaseholder

Shopfronts

Leaseholder

Council

New Homes Development

Under changes introduced in 2012 in respect of the
Housing Revenue Account, we are now able to retain
Right-to-Buy and disposal receipts and to recycle
them within the provision of new homes, either
through outright purchase or development.
To date the applicable receipts have been used to
directly purchase new homes into stock or to support
purchase and repair through Registered Providers.
Whilst there is no intention to significantly grow the
retained housing stock, it is intended that overall
numbers will be maintained through the replacement
of losses by way of demolitions, Right to Buy sales or
other disposals.
This intention will be delivered by:
• Reviewing the Housing Strategy and determining
appropriate replacement stock
• Considering the formation of a suitable delivery
vehicle for the purpose of replacing lost units
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Service Delivery - New Company

As approved by Cabinet on 9 August 2016 a wholly
owned subsidiary (New Company) will be developed
to take control of future delivery of council housing
and public buildings repairs and maintenance service
from February 2018.
New Company will give the opportunity for the
council to reduce costs and deliver an improved,
better value for money and more cost effective
service.
The ambition is to form a commercial contracting
business as a wholly owned subsidiary of the council
that is effectively governed and focuses on providing
high quality services and excellent value for money.
In essence, the council will move from being in
receipt of a service from an external contractor,
to owning and managing a contracting business
delivering high quality and efficient services to our
customers, employing local people and benefitting
the local economy.
An additional value for money opportunity is to work
in partnership with a Homes and Communities
Agency backed regional procurement consortium
to realise buying benefits in respect of materials
and the use of proven specialist contractors under
framework agreements.

STRATEGY DEVELOPMENT ACTIONS:
Complete whole stock review and grading.

Review grading outcomes and identify initial properties for option
appraisals.
Based upon ring-fenced stock for investment develop a consistent
forward investment programme.
Undertake strategic review of larger Housing Revenue Account
sites with development potential and create a schedule of sites for
redevelopment.
Review utilisation and condition of garage sites and consider
potential for redevelopment.

Build efficient and value for money operating model for New
Company.

Create New Company with detailed implementation plan.

Produce a detailed, sustainable and consistent work programme
and order book for New Company.

Model future delivery through New Company.

Mobilise New Company.
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COMPLIANCE WITH STATUTORY OBLIGATIONS
The council has statutory compliance and other obligations in respect of the service and maintenance of
mechanical and electrical installations and equipment across all Housing Revenue Account properties. Set
out below are the key areas of compliance and the service frequencies applicable to each.
Inspection or Service Frequency
Service Function
Fire alarm installations

Weekly

Monthly

2
Months



3
Months

6
Months






Hearing induction loops
Passenger lifts and stairlifts



Water hygiene











Water boilers/dishwashers



Doors/rollers



Gas service



Dry risers







PAT testing



Fixed electrical testing



Air conditioning
Pump testing






Gas soundness
Lightning protection



Ductwork - grease extraction



Access control



Door entry



Door entry - warden call



Slings/winches/lines
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Gully cleaning
Drain jetting

5 Years



Fire fighting equipment

Emergency lighting

Annual






Dry vent



Canopy cleaning



Pressurised units



Catering equipment



The obligation with the widest application is the
servicing and maintenance of gas installations and
appliances in our customers’ homes. Gas servicing
is undertaken on a 46-week cycle in order to ensure
that all appliances are serviced before their annual
service anniversary date. The service is supported by
two warranted officers within the council’s team.
The council takes a strong approach to its gas
servicing responsibilities and has introduced a
penalty payment of £250 levied against households
that do not permit access, causing the council to take
the matter to court. This well publicised approach
has led to a reduction in the number of cases where
court proceedings have been required.

In general, we ensure that we comply with all of our
statutory compliance obligations, by managing an
effective portfolio of servicing and repair specialist
contracts.
We also maintain an accurate register of all of our
mechanical and electrical plant and maintain a
programme of upgrades and renewals to minimise
maintenance costs and to avoid risk or disruption to
our customers.

STRATEGY DEVELOPMENT ACTIONS:
Determine which compliance obligations can appropriately sit
within New Company and provide balance through client function.

Integrate Mechanical and Electrical replacement requirements
into overall planned maintenance programme.
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SOCIAL VALUE
A key objective of the Housing Revenue Account
Asset Management Strategy is to help contribute
to key elements of the Stoke-on-Trent City Council
Strategic Plan, ‘Vision, priorities and objectives,
2016-2020’ ‘Stronger Together.’
With the new model for the service delivery of the
Housing Revenue Account Revenue and Capital
Housing Investment Programme detailed in this
strategy, plus the formation of the wholly owned
subsidiary New Company from February 2018, there
exists a real opportunity to have a significant and
positive impact on the local economy and bring
benefits to the wider community.
These benefits include an increased impact on the
local economy through the sustained employment
of local labour and apprenticeship programmes and
other training through New Company.

One way of measuring the impact of a programme’s
impact on the local economy is the use of a tool
called ‘LM3’- Local Multiplier 3 which is nationally
recognised and respected model of measuring the
economic elements of ‘Social Return on Investment’.
This helps to track the wider benefits to the local
economy when repairs and maintenance spend is
concentrated through local businesses, as the New
Company will be.
A key strategic objective therefore is to maximise the
positive impact on the Stoke-on-Trent pound through
local delivery of the Housing Revenue Account
Investment works and to measure the impact.
Potential benefits include a more direct and
proactive training, apprentice and recruitment
programme directly controlled by the New Company
with a focus on local jobs for local people. Targets
for Social Return on Investment and for levels of
apprenticeships and training will be included in the
New Company business plan.

STRATEGY DEVELOPMENT ACTIONS:
Creation and implementation of New Company informed by the
Stoke-on-Trent City Council Strategic Plan, ‘Vision, priorities and
objectives, 2016-2020’ ‘Stronger Together’.
Include specific local employment, apprenticeship and training
targets in the New Company business plan.
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APPENDICES
Appendix 1 - Heatmap – Houses Breakdown by Ward
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Appendix 2: Heatmap – Bungalows Breakdown by Ward
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Appendix 3: Heatmap – Apartments Breakdown by Ward
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Appendix 4: Heatmap – Leaseholders by Ward
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