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ExtraCare’s vision and why Value for Money 
is important to us 
ExtraCare Charitable Trust’s vision is: 

Better Lives for Older People. 
 
Value for Money underpins the delivery of our vision and strategic aims. 

 
Value for money (VFM) is used to assess if an organisation has obtained the 
maximum benefit from the goods and services it acquires and/or provides, with the 
resources available. It not only measures the cost of goods and services, but also 
looks at the mix of quality, cost, suitability and timeliness to judge if they represent 
good value. Our VFM strategy helps to inform decisions about our VFM priorities 
and we annually align our VFM targets to our business plan. 
 
Throughout the year our non-executive Board has discussed a range of business 
critical items that impact on the effectiveness of our business. VFM has been at the 
core of these discussions and debates and this VFM self- assessment outlines our 
continued work to deliver 
VFM outputs throughout our 
organisation. 
 
The assessment of the Board 
is that the Trust is compliant 
with the HCA’s regulatory 
standard for VFM. 
 
The changes announced by 
the Government in the July 
2015 budget statement and 
subsequent outcomes 
following the recent EU Referendum will have significant impacts for the social 
housing sector, and for ExtraCare Charitable Trust. However, at this stage little detail 
is known and so in this statement we are only able to take account of the budget 
implications in very general terms. Over the next few months, as further detail 
emerges and as we are able to assess the impacts in more depth, the Board will 
continue to ensure that our financial viability and growth plans are sustained. 
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How we deliver our VFM objectives 
The Board and Executive Leadership Team have overall responsibility for the 
delivery of VFM activities within the Trust. 
 
The Board delivers its responsibilities in the following ways: 
 
1. Reviewing and approving the  5 Year strategy   
2. Reviewing progress towards VFM objectives through monitoring progress 

against business plan objectives 

3. Considering VFM within relevant board reports, including financial, 
performance monitoring and benchmarking information. 

4. Reviewing and approving publication of the annual VFM self-assessment by 
the deadline of 30 September 

5. Reviewing and approving the long-term financial plan with particular focus on 
annual efficiency targets included within the plans 

6. Reviewing the long term efficiency of our assets as part of our asset 
management strategy to understand the financial, non- financial and 
environmental returns we can deliver. 

7. Have an overarching Board approved value for money strategy which is 
underpinned by a commitment to improving economy, efficiency and 
effectiveness. 

 

The Executive Leadership Team delivers its responsibilities by: 

1. Setting the strategic objectives within the business plan 

2. Implementation of the annual VFM operational actions 

Operational managers play a major part in helping to deliver VFM actions and in 
preparing service cost reviews for their areas of responsibility. 
 

Our 5-Year Strategy 
Our 5-Year strategy is therefore designed to ensure we have a robust approach and 
are able to support our own goals, while also meeting the requirements of our 
regulators and other stakeholders. 
 
1. Developing and enhancing our Care and Wellbeing services. 
2. Supporting residents with dementia. 
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3. Creating more ExtraCare villages to benefit older people. 
4. Investing in staff and volunteers. 
5. Maintaining and improving our existing locations. 
6. Developing more services and opportunities to benefit local communities. 
7. Ensuring that our services are affordable and provide value for money. 
 
This self-assessment will set out the progress we are making in achieving these 
objectives, and identifies the areas where we are committed to carrying out further 
work to ensure we meet our objectives for the future. 
 
 

Regulatory requirements 
Our regulator, the Homes and Community Agency, published its standard on VFM in 
March 2012. The requirements of the standard are consistent with our strategy and 
underpin our work on the delivery of value for money. 

The Standard requires that: 

1. We have a robust approach to making decisions on the use of resources to 
deliver our objectives, including an understanding of the trade- offs and 
opportunity costs of our decisions; 

2. Understand the return on our assets, and have a strategy for optimising the 
future return on assets – including rigorous appraisal of all potential options 
for improving Value for Money, including the potential benefits in alternative 
delivery models – measured against our purpose and objectives; 

3. Have performance management and scrutiny functions which are effective at 
driving and delivering improved Value for Money performance; 

4. Understand the costs and outcomes of delivering specific services; and 
that we understand the underlying factors which influence these costs, 
and how they do so. 

5. Demonstrate to stakeholders how we are meeting this standard, and as 
part of doing so, publish a robust self-assessment which is transparent and 
accessible. 

As part of our regulatory requirements, our services are checked by the Care Quality 
Commission (CQC). We take the quality of our services very seriously; in particular 
the care service and were pleased to say that during the past twelve months, 96% of 
reports received from CQC were rated ‘Good’. 
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Value for Money – Improving affordability 
for residents 
Improving affordability for residents continues to be an objective in our strategy. The 
Board has recognised the importance of this as central to ExtraCare’s core 
purposes, as well as to protect the future income stream. There have been a number 
of initiatives implemented – the following table outlines progress against 2014/15 
initiatives and what we have introduced or developed in this previous year. 

2014/15 
Initiative Outcomes 

Welfare Benefits Advice – residents have 
been offered ongoing support from our 
Benefits advisors 

Residents have benefited from 
assessments which have helped them 
maximise their income from Housing 
Benefit, Attendance Allowance and 
Pension Credit. As reported in last year’s 
assessment, over £3million had been 
identified as additional income. Ongoing 
savings coming from this initiative have 
seen in 2015/16 a further £4.9 million 
being identified for residents. 

  
 

To help affordability ExtraCare has a minimum income guarantee that ensures that 
those with the least amount of disposal income are financially supported. 

ExtraCare provides some services at our own expense for the direct benefit of 
residents. For example, our Enriched Opportunities Programme ensures that each 
location has a Locksmith who works with those residents suffering with dementia to 
ensure that they continue to enjoy a good quality of life. In addition we ensure that 
staffing is available 24 hours a day even when funding is not available.  

Managing our assets 
Another of our objectives addresses the strategic choices to be made in terms of 
asset management: the way in which we can best meet the needs of current and 
future residents through development, and/or additional services. 
 
We are ensuring that investment in new and existing assets represents good value 
for money and offers a good return on investment. This is done by rigorously 
reviewing new development opportunities to ensure that they achieve 'board agreed' 
financial benchmarks. These benchmarks include: 
 

1. Operational Return 
2. Return on cash invested 
3. Loan to Value 
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4. Interest cover 
 
The performance of new development opportunities will be reviewed after completion 
to ensure that the agreed benchmarks are achieved. Long term plans are agreed to 
ensure that appropriate repairs and cyclical maintenance is performed on all our 
assets. 
 
A large proportion of our schemes and villages are new, resulting in less of a need 
for proactive asset management although we do provide for the regular maintenance 
and cyclical works. This is an area the Board has been active in driving down the 
costs over the last three years. 
 
Active asset management 
We continue to operate and grow across the Midlands and the North, providing 
housing for older people to meet local needs. With a presence in smaller towns and 
large metropolitan areas, we own or manage 31 schemes and retirement villages of 

around 40 to 300 units in 
specific geographical 
locations. Most of our units 
are made up of one and 
two bedroom apartments 
together with extensive 
communal space giving the 
opportunity of engagement 
in a variety of activities.  
 
ExtraCare operates a 
proactive system of asset 
management classification, 
keeping our assets under 
regular review. Our 

experience is that location and local demand are key factors in service provision and 
this never overrides the high quality of the properties themselves. 
 
All locations are regularly assessed against a range of criteria, including current and 
anticipated financial performance, social value and demand in relation to the local 
market. 
 
Our unique approach 
The benefits of our tailored schemes can be summarized as follows. Firstly, they 
present an option for housing in later life for all members of a community, rather than 
simply those who are dependent in some way or defined by income. Secondly, they 
offer an activity based healthy lifestyle – proven to have a positive impact on health 
and well-being. Thirdly, they offer a form of care that encourages continued 
independence. Fourthly, they present an aspirational option for older people to 
“downsize” into more appropriate accommodation, releasing larger homes for families 
and often releasing capital for those moving and finally, they offer the opportunity of a 
close community hub for local friends to enjoy. 
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Investment in the quality of existing stock 
Research shows that older people spend proportionately more of their time in their 
home than younger householders. This gives us a further very strong reason for 
placing considerable attention on the quality of our properties and the value they 
present for residents. 
ExtraCare’s Board took a decision to increase the investment in our existing stock, to 
improve overall condition and energy efficiency and to future-proof the income 
stream. Our expenditure for the past four years and budget for the current year is set 
out below. 
 

Investment in existing stock 
 
 
 

Property spend 

 
2011/12 

 

 
2012/13 

 

 
2013/14 

 

 
2014/15 

 

 
2015/16 

 

Planned maintenance 
£245,000 £321,000 

£120,000 £79,000 £161,000 

Responsive repairs £361,000 £414,000 £506,000 

 
 
Day to day repairs 
Day-to-day repairs contribute significantly to the quality of life for our residents. 
Following extensive resident consultation, we use local contractors to provide our 
repairs service. They offer a responsive and good quality service, as is shown by the 
survey: the 2016 resident survey found that 78% were very or fairly satisfied with the 
overall service.  
 
Our approach of using local contractors also adds considerable social value by 
providing work to small and medium-sized businesses. The approach is also greatly 
valued by residents, who have the opportunity to select contractors to work on 
their estates. 
 
The average cost of day-to-day repairs per property was £125.87. This compares to 
last year's average cost of £123.03. Given the continued pressures on the 
construction marketplace in terms of increasing costs, ExtraCare is shown to still be 
achieving good Value for Money in terms of day-to-day repairs and quality of service. 
 
Developing and acquiring new homes: Using our assets to support growth 
In addition to active management and investment in our existing assets, our asset 
management approach also addresses the strategic choices to be made in terms of 
acquiring and developing new schemes and villages. In this way we aim to continue 
to meet our social purpose, and to meet the growing needs of the increasing older 
population. Financial capacity within our balance sheet, and a focus on being as 
effective and efficient as we can, allows us to support a growth strategy to further 
provide quality homes. 
 
As well as developing new homes, the Board is also open to growth via management 
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agreements where this presents the right strategic fit and increases efficiency. 
 
We are following a 'fabric first' energy efficiency strategy on all new developments; 
this means we are reducing the energy demand of the building; we are also using 
Combined Heat and Power (CH) and LEDs where practicable as standard. This 
reduces energy costs for our residents. 
 

Our contractors have now moved 
toward individual subcontractors 
which are responsible for the 
handling and cost of their own 
waste materials and this is 
having a significant effect on 
wastage on site. 
 
The Board has decided, 
therefore, to continue to develop 
large Villages in the coming 
years and to review matters 
again for future plan periods. The 

Board is also clear, however, that this policy does not mean that ExtraCare’s 
commitment to its smaller Schemes is diminished; the majority of these are owned 
by our housing partners, but as long as they remain popular and viable, ExtraCare 
will work to retain them as attractive housing/care options in their local communities. 
 
Return on assets: Social return 
The return on our assets can be assessed in both financial and social terms. We 
consider the social return on our assets by measuring the demand for our stock, and 
assessing how our housing is meeting local needs and the satisfaction of our 
customers. 
 
We are committed to making use of our assets to deliver the best VFM, economic 
and social returns. Examples of how we do this include: 
 
1. Working with partners to acquire discounted land or by using our own land for 

development. 
2. Using the increased value of our balance sheet to secure finance to develop 

new homes. 
 
Whilst our operating costs increased to £74.9m per annum, so did our total housing 
portfolio, which is now currently valued at £183.5m. We recognise that making the 
best use of our assets offers one of the greatest opportunities to achieve value for 
money. 
 
Return on Assets at an organisational level 
At an global level, return on assets is measured by calculating operating surplus as a 
percentage of total assets, minus current liabilities. This is in line with the regulator’s 
current requirements – and at Extracare, we have been considering this measure for 
the previous five years. 
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It is important to acknowledge that a high proportion of the property we own and 
manage is relatively new and therefore consideration of ‘asset sweating’ is not a 
priority for ExtraCare. This allows us to focus on growth through new schemes and 
by proactively monitoring our costs regularly. The following table shows our yearly 
position on return on assets. 
 

 2015/16 2014/15 2013/14 2012/13 

Operating surplus (£000) 6,899 3,337 6,848 1,547 

Total assets less current liabilities (£000) 183,498 97,337 97,287 71,620 

Financial return on assets (%) 3.75% 3.04% 7.64% 2.16% 
 
The full Financial Statements are available on request. 
 
The Board’s strategy to increase investment in existing stock and to invest in a new 
development programme has resulted in increased returns from 0.88% in 2011/12 to 
3.75% in 2015/16. 

 
Asset management: Key activities in 2015/16 
The following key activities took place in 2015/16 in relation to asset management: 
  
1. We opened a fourth village in Birmingham (Bournville) during the Autumn 

of 2015 
2. Another village – the first in Coventry - opened in 2016. 
3. We agreed further funding to support these plans in addition to the facility 

with Lloyds Banking Group for £120 million which is already in place. 
We believe that we continue to have a good overall position on the use of our assets 
and this has been a key area of focus for the Board. Our approach to measuring the 
overall return on assets to support our charitable purpose is something that will 
remain of paramount importance for us. 

 
Asset management: Plans for new schemes in 2016/17 
As mentioned above, where possible we will continue to grow, not only to widen our 
service offering but to maximise economies of scale. With this in mind our specific 
plans for developments from 2016/17 onwards are as follows: 

1. Longbridge – opens 2017 
2. Hughenden Gardens (High Wycombe) opens 2018 
3. Stoke Gifford (Bristol) opens 2018 
4. Wixams Village (Bedford) opens 2019 
5. Solihull opens 2019 

Creating Social Value 
The final element in our VFM strategy considers how we can meet our social purpose 
through community investment and support, and the delivery of services that add 
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value to our residents. The Board takes our responsibility for creating social value 
very seriously, and one of our strategic goals also states ‘Developing and enhancing 
our Care and Wellbeing Services'. 
Our work goes beyond housing management to ensure our locations are dynamic, 
vibrant places where residents can lead the lives they want to.  
Adopting a creative approach to supporting health and well-being amongst our 
residents not only benefits the immediate communities we serve, but can bring 
positive financial benefits for public services more widely. 
 

Social value: continuing to achieve 

ExtraCare seeks to promote balanced communities which are accessible to all older 
people regardless of background. Through initiatives like the award winning Enriched 
Opportunities Programme ®, which continues to support residents with dementia and 
dementia related conditions; this is what adds value to lives and communities. In its 
fourth year, this service is provided free of charge through charitable fundraising 
activities. 
We have continued to develop partnerships with voluntary organisations to lever in 
resources to benefit residents. By making available our buildings for use by other 
organisations, we not only broaden the range of services and facilities available to 
our residents; we also attract funding from other sources and thus maximise benefits 
to residents (through reduced 
service charges) and to the 
wider community. 
We have also developed a 
number of specific initiatives 
working with local adult social 
care and health professionals 
which have real benefits for 
our residents. 
We believe we have a strong 
story to tell on the social value 
we create for our residents 
and our communities, and the 
consequent savings that are 
made to the wider public purse, including the health economy. 
This year, these services have been recognised through winning a number of awards 
– in addition to the existing accreditations that we have in place. These are important 
for Extracare as they provide reassurance that the investments we make in these 
services add true value. Here’s what we won: 
1. Chartered Institute of Housing – Innovation of the year Award 
2. LaingBuisson – Healthcare Outcomes Award 
3. Elderly Accommodation Counsel – National Housing Award 
4. Investors for People Gold 
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5. Inside Housing magazine & Chartered Institute of Housing, Housing Heroes 
Awards – Communications team of the year 

 

Social value: Plans for 2016/17 
1. We will continue to enhance our approach to health and well-being, and 

support for our current and future residents, as well as undertaking work to 
deepen our customer insight; 

2. We will further develop our approach to measuring social value 
 
 

Improving our costs and performance for 
residents 
Underpinning all our activities within the Value for Money programme is the need 
for a rigorous understanding of our cost base, and the ability to drive out any 
unnecessary expenditure. The Board has a clear strategy to improve our 
efficiency and effectiveness without reducing core services to our residents. 
 
To achieve that strategy, we have been working on three key areas of activity: 
 

1. Examining and challenging the costs, performance and quality of our 
services 

2. Benchmarking our services both internally and externally 
3. Undertaking service reviews and improvement initiatives 

 

Costs, quality and performance 
We have a well-developed understanding of our overall costs, and our 
management accounting system provides detail at a granular level, which is used 
by managers throughout the organisation. 
ExtraCare is in good financial shape. Nevertheless there is no room for 
complacency, particularly as the economic and political environment remains 
difficult. As such, the Board continued to challenge the operating cost base and 
during 2015/16 we focused on how we could achieve improved Value for Money 
in the budget while maintaining current service standards. The outcome of this 
was the identification and delivery of £5.3 million worth of savings and income 
that were secured in 2015/16. Performance and quality on key service areas 
have continued to be scrutinised closely against targets.   
 

Procurement and efficiency savings 

During 2015/16, a number of procurement activity savings were realised across 
multiple activities. These included the renegotiating of new prices on food 
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contracts, improved pricing on insurance premiums and the effective procuring of 
energy as examples – all of these plus the work conducted as part of our Cost 
Savings Initiative have led to total savings through procurement of over 
£200,000.  

This information is collected at a 
granular level in order to analyse and 
review pricing levels over the years. 
In 2016/17, we plan to look at how 
we procure agency staff more 
effectively and further savings on 
food contracts – which should lead to 
projected savings of over £100,000. 
Further savings were achieved 
across the rest of the business in the 
same year of £5.08 million. This 
includes the previously mentioned 
efficiencies in the work the Welfare 
Benefits Advisors have been 
undertaking, and through 
renegotiating existing maintenance 
contracts, Earlsdon and Bournville 
furniture and equipment, and 
reducing training costs. 
Further significant notional savings of 
£3.9m equivalent was saved through 
the amount of volunteering provided 

in 2015/16 (Source: Volunteer Now 2016). This continues to be a significant 
contribution to the success of ExtraCare's approach and at any one time can 
have over 3,000 volunteers actively assisting. Efficiency savings were 
considered and challenged by the Cost Saving Initiative Group led by the 
Finance Director. 

 

As part of our specific plans for 2016/17 we have prioritised that we will: 
1. Have improved scores for overall satisfaction by at least 5%, for all residents 

and non-residents who use our services. 
2. Own/ manage more than 5,000 homes, be committed to sites for a further 

2,000 homes and provide services for 5,000 non-residents. 
3. We will be achieving an annual operating surplus of between £1 and 3 million. 
4. Achieve an annual staff turnover below 7% for smaller housing schemes and 

17% for retirement villages. 
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Board Assurance on compliance with the 
Regulatory Standard 

The Board has gained assurance during the year through active involvement in 
VFM. This has included: 
 

1. Review of ‘in-year’ progress against the 2015 VFM targets 
2. Review of the Trust’s approach on service costing, with an understanding of 

our individual service cost areas 
3. Understanding of the overall financial and operational performance of the Trust   
4. Further development of the performance monitoring framework 
5. Approval of the long-term financial plans with inclusion of efficiency savings 

and stress testing analysis 
6. Publication of this document on the Group’s website by 30 September 

 
 

VFM Self-Assessment Summary 
The assessment of the Board is that the Trust is compliant with the HCA’s 
regulatory standard for VFM. The self-assessment demonstrates achievements 
of the actions identified within the 2014/15 self-assessment for 2015/16. The self-
assessment also has clear forward-looking targets, aligned to our corporate vision 
for the period up to 2017. The intended progression of development in the key 
areas for Asset Management, Service Costs and Benchmarking provides 
continued assurance to the Board. The Trust recognises the requirement for 
continuous improvement in the focus areas identified in the VFM strategy. 
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Glossary of terms 

Assets are our properties and any other valuable things that we own. 

Benchmarking is comparing how we perform compared to other organisations. 

Capital is the amount of money we invested in homes when we bought, modernised or built them. 

HCA is the Homes and Communities Agency. This public body regulates social housing providers in England 
and funds new housing and schemes. 

Independent Living is housing where older people can live in a community specifically developed for them. 

Operating costs are our day-today expenses. 

Operating surplus is what we have left from our income when we have paid our running costs, except loan 
repayments. 

Quartile is one of the three points that divide a range of data into four equal parts. Top and bottom quartiles 
indicate the top and bottom 25% of performance. 

Responsive/cyclical cost per unit is the amount of money we spend maintaining our properties, divided by 
the number of properties we have. 

Return on assets is the money we make from our properties, expressed as a percentage of their value. 

Social value is the collective benefit for a community (or for society as a whole) arising from a particular action 
or activity. 

Units are the number of properties. ‘Per unit’ is a calculation obtained by dividing by the number of properties. 

Voids are empty homes. 

Void loss is the percentage of the potential income we lose in a year when properties are empty between 
tenants. 
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Our office 

7 Harry Weston Road, 
Binley Business Park, 

Binley, 
Coventry, 
CV3 2SN 

 

Our website 

www.extracare.org.uk 

 

Our telephone number 

02476 506011 

 

 

 

The legal bits 

Registered under Companies House in England and Wales (Number 2205136) 
Registered with the Homes and Communities Agency (Number 4706) 

Registered Charity (Number 327816) 
Registered office: 7 Harry Weston Road, Binley Business Park, Coventry, CV3 2SN. 

 

 

 

http://www.extracare.org.uk/
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