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1. Introduction
Our vision of better lives for older people, and our mission of creating sustainable communities
that provide homes older people want, lifestyles they can enjoy and care if it’s needed, is the basis
for all we do.
Value for money is about being effective in how we plan, manage and operate our business
against an increasingly difficult economic and financial environment to ensure that we make the
best use of our resources. ExtraCare recognises its responsibility to achieve Value for Money
(VfM) from all its activities. By being efficient with our resources and by having digital at the core
we will be better able to withstand the increased financial pressures whilst at the same time
continuing to provide quality homes, lifestyles and care to our residents.
ExtraCare is committed to improving the lives of older people through our
innovative retirement communities. We want to use our resources wisely so
that the service is the best that it can be. By being efficient with our resources
we will be able to develop and sustain more retirement communities thereby
helping more and more older people.
Our Regulator, The Homes & Communities Agency (HCA), expects that all providers shall
articulate and deliver a comprehensive and strategic approach to achieving value for money in
meeting their organisation’s objectives. We aim to make a real difference through the
implementation of this strategy and do not merely wish to comply with the Regulator’s VfM
Standard.
The strategy will seek to embed VfM within the routine management culture of ExtraCare, with
leadership from the Executive Leadership Team (ELT), and oversight by ExtraCare’s Audit &
Assurance Committee. This approach will enable the planning and delivery of VfM in the longer
term, whilst supporting the delivery of our corporate targets.
The strategy will be reviewed within its first year of operation to ensure relevance, and to ensure
that it remains fit for purpose.
2. What VfM means to the ExtraCare Charitable Trust
ExtraCare uses three criteria to assess value for money; the traditional 3 E’s (Economy, Efficiency
and Effectiveness). These relate to the optimal use of resources to achieve the intended
outcomes, and can be further explained as follows:


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



Efficiency: able to accomplish something with the least waste of time and effort – spending
well; and



Effectiveness: the relationship between the intended and actual results of time, effort and
resources (outcomes) – spending wisely.

VfM is achieved when there is an optimum balance between all three – relatively low costs, high
productivity and successful outcomes, maximising financial, social and environmental value by
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unlocking all the resources at our disposal. It is especially important during times of financial
pressure to do more with less and to ensure that our residents feel the benefits of these efforts.
VfM is not merely about saving costs it’s a complex balance of the 3 E’s which may not save costs
but produce greater efficiencies. VfM success will be measured by the quality of services
delivered to our customers and the resources required to deliver that service and ultimately how
our residents (and other customers) rate their experience.

Value for Money
Economy

Efficiency

Effectiveness

Spending less

Spending well

Spending wisely
Qualitative

Costs (£)

Inputs

Outputs

Outcomes
Quantitative

In practice, VfM means delivering the right service, at the right time, at the right cost. The balance
can change over time as our customer priorities or resources vary, so ExtraCare will aim to keep
VfM under regular review.
3. Context, Regulatory Framework and Compliance
Conditions in the areas we operate have become very
challenging over the last five years. The government’s
austerity measures have impacted us both directly and
indirectly. We have directly felt the effect of measures such
as the National Living Wage, Apprenticeship Levy and 1%
per annum rent reduction. We have also seen local
authorities cut back funding to care and withdraw funding
entirely – especially Housing Related Support (HRS). This
trend is expected to continue with the Government signaling
further funding changes to come.

“Registered providers shall
articulate and deliver a
comprehensive and
strategic approach to
achieving value for money
in meeting their
organisation’s objectives.”
HCA Value for Money Standard

Whilst government funding for us has been steadily reducing, there has been a steady increase
in our regulatory environment and the associated cost of ensuring we remain compliant. The
Regulators VfM Standard came into force on 1 April 2012, and although the standard imposes a
requirement upon us, it also provides ExtraCare with an incentive to become more efficient.
The Regulator has recently indicated an increased focus on VfM, and will be looking for evidence
that Boards are driving the VfM agenda and thinking strategically about achieving VfM in their
activities, asset base and operations. There is a focus on organisations embedding a VfM culture
throughout their organisation, with an organisation wide interpretation of VfM, as opposed to VfM
being undertaken as an annual compliance exercise.
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The Regulator has made it clear that failure to demonstrate appropriate focus on VfM, as
evidenced in the VfM Self-Assessment, will result in governance being downgraded. Therefore
we need to have the staff, skills, structures, systems and processes that enable us to continually
challenge and improve our performance to meet evolving needs.
4. Corporate Targets and VfM Strategy Objectives
The primary aim of this strategy is to support the delivery of ExtraCare’s Corporate Targets in the
most economic, efficient and effective way (the 3 E’s). Being efficient, delivering good value for
money and generating surpluses is the best way of ensuring we remain successful and
sustainable now, and in the future. We will aim to do this by obtaining the maximum benefit with
the resources we have available, and aiming to achieve the right balance between economy,
efficiency and effectiveness.
Delivering value for money requires our activities to be prioritised. The Corporate Plan details the
corporate targets set for future years (2017-20). Our five key targets for the three-year Corporate
Plan (2017-20) are:
i.
ii.
iii.
iv.
v.

Develop more apartments;
Provide a good quality care service in all our locations;
Improve our resident satisfaction scores;
Improve our staff satisfaction scores;
Generate both operating and total surpluses.

VfM directly contributes to all five key targets. The key targets are further defined by way of twenty
specific targets, for further information refer to our Corporate Plan 2017-20.
Our targets are aligned to five core activities across ExtraCare:

Developing New
Villages

Our finances and
governance

Our people,
processes and
technology
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In addition to the twenty targets identified within the Corporate Plan, the Corporate Plan makes a
number of commitments which supplement the targets. This VfM strategy seeks to support those
commitments and therefore, where appropriate, the commitments have been referenced using a
C followed by the relevant commitment number e.g. C1, C2, etc.
The key Value for Money (VFM) Objectives of this VfM strategy are the pursuit of the following in
a sustainable and agile manner:
Value for
Money
Objective
(VFM)
No.
VFM1

Objective

VFM2

To embed the pursuit of increased VfM throughout ExtraCare, and encourage a culture
of continuous improvement and innovation
To deliver improved service quality to our current and future residents

VFM3

To deliver increased efficiency resulting in reduced charges to our residents

VFM4

VFM6

To provide improved financial performance for ExtraCare (through the correct balance
of the 3 E’s) meaning that our future is more secure and we are able to invest with
confidence
To ensure robust systems and controls are in place so that we can more accurately
measure performance
To ensure the efficient use of new technologies

VFM7

To identify, deliver and quantify enhanced social value

VFM8

To improve transparency for all our stakeholders

VFM9

To ensure that ExtraCare has the ability to demonstrate that VfM is being achieved

VFM5

Overall this strategy will support the delivery of paragraph 7.3 of the Corporate Plan, which
specifically relates to the development of our VfM Strategy, and incorporates our planned activities
around benchmarking and procurement, including activities specifically looking at development
and construction VfM (C2, C5 & C24). As outlined elsewhere within this strategy, through our
VfM activities we will seek to identify and establish mechanisms for tracking our VfM performance.
5. Approach – Understanding and Delivering Value for Money
The purpose of VfM is to develop a better understanding (and better articulation) of costs and
results so that we can make more informed, evidence based choices. A large proportion of VfM
outcomes are based on savings as a result of reduced overheads including staff and other
resources, demand management, process efficiencies and through procurement activity. Good
business intelligence and a detailed understanding of the specific areas of our business where
value is to be extracted are critical to success
The VfM strategy sets out our VfM journey. We will focus on achieving VfM savings and
efficiencies, and have identified a range of activities where this may be possible.
Value for Money Strategy 2017 – 2020 v0.8
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VfM Project
A VfM project commenced in Quarter 4 of 2016-17. The project will have a key role to play in
managing VfM initiatives and embedding a VfM culture across ExtraCare, with its main aim being
to ensure that actions are put in place to ensure that the VfM strategy is delivered. ExtraCare’s
Finance Director will be the Project Sponsor and shall have overall accountability for the project.
The VfM project will consider all aspects of VfM with a view to ensuring that VfM is embedded
across ExtraCare as a core business as usual activity, and to ensure that good practice is identified
and disseminated across ExtraCare where appropriate. The VfM project shall be responsible for
delivering and facilitating the achievement of the objectives as outlined within this strategy, with a
focus on reducing the costs of our services and ensuring that we get more for our money from
both our assets and our people.
It is not possible to do everything at the same time, therefore the VfM project will initially focus on
the first five VfM Objectives (VFM1 to VFM5). Appendix A of this document contains a Summary
of the VfM Objectives and the Project Objectives.
The project will work towards the development of an annual action plan of efficiency improvements
which shows the financial savings/costs to be achieved, and also articulates any anticipated
increases in social value. The action plan will be approved by the ELT.
Our annual action plan will drive the efficiencies that we seek which will include cash savings and
also process improvements, which will improve operating cash flows for reinvestment. The core
vehicle for improving operational efficiency will be the VfM project.
Cost Base and Human Assets
A full understanding of our cost base, the services we provide, along with the pursuit of
opportunities for cost savings and income generation will be critical to our success in delivering
VfM. This activity will include clearly identifying areas where costs are not fully covered, or
services are not charged for, along with alignment to core strategic targets (C6).
We will ensure a rigorous budget setting process that
ensures an appropriate level of resources is allocated to
business priorities, sets challenging targets to reduce waste
and drives year on year savings.
We will continue to work hard to improve the financial
performance of each of our villages and schemes by
improving our efficiency and by generating additional income
(C8). We continue to invest in our staff and achieved
Investors in People (IiP) Gold status in 2016. To create
efficiencies, it is important that we understand the skills and
expertise of our staff members, and ensure we fully utilise our
existing resources to deliver change projects (C19).

Value for Money Strategy 2017 – 2020 v0.8
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Social Value
We will continue to drive and create social value, and seek to demonstrate the social return on
investment. We will explore how our new customer feedback methods can help us to measure
social value, such as customer enjoyment and happiness from their experience of the services we
provide.
Our villages are part of wider communities and their success will be based, at least in part, on the
level of community support and community usage of village facilities, we will therefore work to
measure our impact on the wider community and the local services (e.g. use of libraries, gyms,
etc), whilst we also strive to strike a balance between community use and residents’ security and
privacy. Over the life of this strategy, we will develop a methodology for measuring social value.
We will continue to support our customers with housing related issues and Welfare Benefits
advice, and we will seek to explore further research opportunities to drive product and service
innovation (C18). We will continue to develop our volunteering strategy (C9), and we will seek to
encourage and promote the benefits to the individual through an active and participative lifestyle
through our activities, wellbeing and volunteering programmes and opportunities, along with
quantifying the financial contribution of our volunteers.

Process Efficiencies
We will continue to explore process efficiencies and encourage greater digitisation (digital by
default). We will firstly undertake a thorough review of our processes which will seek to simplify
and improve our processes, increasing efficiency and reducing costs, and secondly digitise where
appropriate. Our process work will be guided by the following key principles:











Understand the customer/stakeholder journey;
Simplify wherever possible;
Avoid duplication of effort;
Cut out ineffective processes where safe to do so;
Redefine processes and roles and, critically, commission supporting technology;
Aim for consistency of processes;
Implement appropriate changes to processes without regard to the current organisational
boundaries;
Ensure effective change management and robust implementation plans;
Digital by default;
Measure the outcome.

A greater use of technology and a more ‘digital’ approach will help us improve customer
satisfaction whilst delivering efficiency savings by minimising process and transaction costs, it will
also help take the pressure off the front line. With an increased focus on the use of technology,
we will ensure that appropriate processes and controls are in place to ensure robust information
security processes, and we will consider how policies are communicated and enforced.
Consultation and Involvement
Resident engagement and consultation are key in setting our VfM priorities. We want to ensure
that our residents are continually receiving VfM, and we will look to involve them in our decision
making on service improvements.

Value for Money Strategy 2017 – 2020 v0.8
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We will aim to provide our customers with outstanding
services, and develop our relationship onto one of
partnership and involvement. We will also focus on
the use of digital communications where possible.
Our Customer Involvement Policy is in the process of
being reshaped and rewritten, and will include our
approach to the engagement of our customers within
VfM prioritisation, and activities.

“Have performance
management and scrutiny
functions which are effective
at driving and delivering
improved value for money
performance.”
HCA VFM Standard

Customer Experience
We acknowledge that we need to continue working hard to keep pace with increasing customer
expectations, improve the customer experience and innovate so that we can achieve more for our
customers. Customer insight can highlight perceived shortfalls in service delivery, and reveal
opportunities for us to deliver greater value to our customers.
We will build on the work we have started with our resident census, electronic feedback
mechanisms and regular resident dialogue via street meetings, resident associations and forums
to help us understand what our residents think and want. We will focus on improving our
communication with residents, and focus on how we engage residents in the running of their
village or scheme (C13). To ensure a viable and sustainable future, we will ensure that we focus
on our future customers’ aspirations and expectations, ensuring that our offering remains relevant
and current (C4).
We will continue to develop our mechanisms for obtaining meaningful customer feedback, to
enable us to understand and quantify the social value to customers within our service delivery.
Fundraising
As a Charity, we further our vision through the support of our volunteers who help in our villages,
schemes and shops and through the generosity of those residents, volunteers and friends who
donate goods for sale in our shops, who fundraise on our behalf and who make donations or leave
legacies. Donating and fundraising have become particularly important as more traditional sources
of funding from local or central government have reduced or disappeared.
Following the conclusion of senior level organisational changes within ExtraCare, a fundraising
strategy will be written which will seek to ensure a clear strategy for ExtraCare around its
fundraising activities, to include; identification and understanding of its donor base, retail/shops
strategy (to include online), donations, legacies, etc (C15 & C16). The new strategy will also seek
to articulate what we do and what we use a donation or a legacy for, which will support the
development of appropriate ‘messages’ to support our fundraising activities (C17).

Value for Money Strategy 2017 – 2020 v0.8
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Asset Management and Return on Assets
An important element of this strategy will be to ensure
we’re maintaining a robust assessment of our return
on assets and ensure our New Village Development
Policy and Assets Policy effectively optimises this
return. Increasing our understanding of the
performance of our assets and taking steps to
improve their performance is key to ensure they are
appropriately maintained and deliver good VfM whilst
mitigating the risks.
Work will be undertaken to appraise the financial
performance of ExtraCare’s housing assets (villages
and schemes) at a more detailed level. The resulting
analysis will inform our decision making around which
are ExtraCare’s most valuable assets, and those
where alternative options need to be considered to
ensure VfM is better delivered in the future.

“Understand the return on its
assets, and have a strategy for
optimising the future return on
assets – including rigorous
appraisals of all potential
options for improving value for
money including the potential
benefits in alternative delivery
models – measured against the
organisations purpose and
objectives.”
HCA VFM Standard

Procurement
Our Procurement Policy sets out how we buy goods and services. Our procurement team’s role
is to improve procurement processes, share best practice and support ExtraCare to deliver
savings and efficiencies.
Procurement needs to not only be legally compliant but also a source of innovation and
improvement. We will identify and deliver savings through smarter procurement, along with
category and demand management.
We will work to develop a three year procurement plan to help us achieve efficiencies through
more targeted procurement, maximising the value of our offer to the market, with the aim of
securing best cost and quality terms available. Rigorous tender processes will be undertaken that
will challenge and scrutinise services, whilst seeking to deliver cost savings combined with service
improvements (C24).
A contributory factor to us achieving VfM is the drive to obtain goods and services that provide the
best quality at the best price achievable through professional procurement systems and practices.
Contract Management
Our Contract Management Policy sets out roles and responsibilities around our contracts (both
Supplier and Commissioner Contracts). Each department will work to ensure familiarity with the
specific deliverables of the respective contracts that fall within their area of responsibility, and
ensure that these contracts are subsequently proactively managed to ensure that ExtraCare takes
maximum benefit from those contracts, and that ExtraCare fully benefits from any additional value
add opportunities and/or benefits.
We need to partner effectively with our suppliers to ensure that innovation and improved value
does not pass us by (C18). Through proactive contract management we will also seek to ensure
that there is full visibility on our contractual obligations with our commissioners, and that we
actively work to fulfill those obligations.
Value for Money Strategy 2017 – 2020 v0.8
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Benchmarking
Benchmarking information will be used to understand our performance, and then to identify areas
where cost and/or performance could be improved.
ExtraCare will engage an independent provider to facilitate its
benchmarking activities; the benchmarking will provide ExtraCare with
greater insight on its unit costs in comparison to an appropriate peer group.
Benchmarking will be an ongoing activity, which will be undertaken on an
annual basis (as a minimum*).
The benchmarking data and any subsequent action plan shall be considered by the ELT, with
priorities identified and agreed. The benchmarking shall support year on year cost comparisons,
to monitor how we compare to our peers (C24).
*at present benchmarking is only available on an annual basis, however more frequent benchmarking is being explored by some third
party providers and therefore may be an option in the future

People and Culture
By ensuring that accountability and responsibility for cost and quality outcomes and measures are
reflected in team plans and individual objectives, VfM will become part of ExtraCare’s culture and
‘the way we do things’ and not seen as something separate.
We will encourage and support staff to be innovative and publicise and
reward good ideas (C22). This will support staff in delivering VfM
efficiencies by improving their understanding of what is possible.
We are committed to investing in our staff and rewarding outstanding
performance to improve resident and staff satisfaction. We will
encourage staff to question how we operate to find ways of providing
better and more efficient services.
Energy and the Environment
Energy is a significant area of expenditure for ExtraCare, our energy usage, approach and activity
directly impacts our residents and the charges they pay to live in our villages and schemes. We
will therefore seek to engage our residents in identifying and implementing operational initiatives,
to track energy usage, share best practice and explore ways of reducing energy, which in turn
should directly impact ExtraCare’s energy consumption, and ultimately reduce resident charges
(C14).
Environmental impacts and activities are another area of focus for our residents, we will therefore
engage our residents in initiatives which seek to review our environmental performance and
operational practices at our schemes, villages and our head office, with a view to reducing the
environmental impact of our operations (e.g. reduce, reuse, recycle, disposal, etc. (C14)).
Our initiatives within this area will have a direct impact on our costs and the environment,
furthermore they will directly impact our resident charges and should result in increased customer
satisfaction, along with contributing to social value.

Value for Money Strategy 2017 – 2020 v0.8
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Development
Our development decisions represent a significant investment
for ExtraCare, it is therefore imperative that these decisions
are robustly scrutinised, and that ExtraCare’s investment
appraisal procedures and practice are fit for purpose, and
champion the use of evidence and quantification of outputs.
We will work to demonstrate VfM throughout the full
development lifecycle, to include consideration with regards
to the ultimate cost impact to our potential customers (e.g.
energy efficiency, carbon emissions, recycling, etc.).
ExtraCare will also work towards developing a cross
functional approach to the development of new villages to
ensure that we review village design, and ensure that
operational needs, and best practice are considered, along
with opportunities for innovation and lessons learnt from
previous builds (C5 & C24).

“Have a robust
approach to making
decisions on the use of
resources to deliver the
provider’s objectives,
including
understanding of the
tradeoffs and
opportunity costs of its
decisions.”

HCS VFM Standard

We will aim to ensure that we apply the lessons learnt regarding space utilisation, and our
aspiration for our villages to be more outward looking, environmentally friendly and technology
enabled (C2 & C3).
Service Reviews to Challenge Current Service Delivery
The Corporate Plan and the Business Plan detail initiatives that will take place. A number of these
initiatives will be of a service review nature. VfM is a key component of these reviews, and will be
pursued through a range of assessment techniques including cost and quality benchmarking,
customer feedback, impact assessments and process mapping and reviews. The initial focus of
service reviews is expected to be perceived high cost areas and those areas identified through
benchmarking.
Review Corporate Plan
and ambitions

5.Right
Outcome

Corporate Plan and
Value for Money Strategy

1. Purpose

Achieving value
for money and
business
objectives at
ExtraCare

2. Right
Activities (Use
of Resources)

Economy

Effectiveness
4. Right
Delivery
(Outputs)

3. Right
Assets
(Inputs)

Efficiency
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All services will be reviewed, over a programmed period of years, to ensure that they are fit for
purpose and promote economy, efficiency and effectiveness. We will also seek to learn from other
organisations regarding ‘best practice’ in the provision of services.
Communication
Staff will be updated on VfM project progress, VfM matters and initiatives on a monthly basis via
ExtraCare’s intranet news pages, more detailed updates will be provided at the Managers Meeting
and to specific staff groups as required.
Our new customer involvement structure will have a key role in the development of VfM priorities;
therefore performance against the VfM initiatives shall be reported to, and scrutinised by our
residents. Residents will be updated on VfM project progress, VfM matters and initiatives via
ExtraCare’s resident magazine ‘Extralife’ which will be published three times a year.
VfM Monitoring and Tracking
We will identify all existing VfM initiatives and capture the benefits, to ensure that our successes
are recognised and reported, and included within our VfM self-assessment. The VfM project will
review and identify an appropriate tool/mechanism for the recording and reporting of VfM
efficiencies and progress (C24).

6. Roles and Responsibilities
The Board is clear that VfM is a ‘core’ responsibility. The VfM strategy is approved by the Board,
and quarterly reports will be provided to ExtraCare’s Audit & Assurance Committee to update
progress.
The HCA expect Boards to complete an annual self-assessment of VfM. The self-assessment
forms part of the “operating and financial review” section of the statutory audited financial
statements, and can be supplemented by further information on the internet. Failure to complete
a satisfactory self-assessment is deemed to be a failure of Governance and will result in a
downgrade by the HCA.
The ELT have responsibility for ensuring operations are carried out
in a way that demonstrates VfM and embedding a VfM culture.
The VfM Project will promote VfM across the organisation ensuring
there is good communication across different functions, manage
VfM initiatives and work to establish and embed a VfM culture across
ExtraCare.
Managers have responsibility to maintain an awareness of good practices in their own area of
operation and to ensure that these are followed appropriately, and to raise awareness within their
teams and seek out VfM opportunities. Managers also have responsibility for ensuring all staff
are targeted in their performance reviews with delivering VfM for ExtraCare and its customers.
All staff should endeavor to seek and achieve VfM in all activities and to bring to management’s
attention any opportunities for improvement.
Value for Money Strategy 2017 – 2020 v0.8
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7. Governance - Measuring, Monitoring and Reporting
Effective performance management and scrutiny arrangements, combined with increased
transparency and accountability in our operations will help to drive the VfM agenda.
A number of policies, controls and procedures are in place and will support ExtraCare deliver the
VFM strategy. These are regularly updated.
Reporting
Reporting will consist primarily of quarterly updates to ExtraCare’s Audit and Assurance
Committee, together with progress on delivering key targets and objectives. The Benchmarking
results are expected to form part of the reporting.
A quarterly procurement report will be provided to the ELT; the report will provide an update on
activity, savings initiatives, and opportunities and highlight specific areas of non-compliance, to
include reporting on waiver activity.
All decisions that commit to significant growth in expenditure are approved by the relevant
committee and/or Board and are supported, as appropriate, by cost benefit appraisal (including
new development appraisals). Consideration will be given to including VfM in all Board papers.
Regular reporting to our residents is expected to be via the Residents’ Forums, however as
previously noted our revised Customer Involvement Policy will consider the most efficient method
for resident engagement which is a key component of this strategy.
At a VfM project level, project documentation will be developed to ensure full control and tracking
of project activities, both in terms of inputs, outputs and benefits. Once projects are concluded a
post-project review will be completed to track benefits realisation, along with conducting a lessons
learnt review.
Contracts Register
Work is underway to develop and populate a Contracts Register for ExtraCare; this will hold full
details of all contracts in place across ExtraCare and will be a critical source of information to
support the organisation and VfM initiatives. The central availability of this data will provide
ExtraCare with the means to ensure that we take a proactive approach to the management,
retender and/or renegotiation of our contracts.
Projects and Benefits Realisation
Prior to any future initiatives being defined as projects and being
approved or undertaken, the supporting Business Case or
Project Initiation Document will be required to clearly document
the expected benefits (both financial and non-financial), to
include clear identification of the VfM impact. It is important that
ExtraCare embeds evidence and consideration of VfM early in
the decision making process and design stages of all projects
and programmes. This will also seek to strengthen ExtraCare’s
commercial awareness to ensure it yields better value for money
in all procurement activities.
Value for Money Strategy 2017 – 2020 v0.8
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Once approved and project delivery commences, periodic reviews will be undertaken at
appropriate points during the respective projects to ensure that benefits realisation remains on
track, with additional actions taken when there is any expected deviation from the originally
identified benefits.
At the end of a project, a post project review will be undertaken to ensure that the objectives have
been realised, and for any additional benefits to be captured, as well as identify learning for future
projects.
All completed business plan projects, will measure the actual benefits realised and the inputs
required, and compare this with the intended benefits and inputs. A summary of the outcomes of
these projects will be included within our annual VfM report.
Performance and Benchmarking
As well as benefits realisation delivered via business plans and procurement, we also use a series
of financial and operational Key Performance Indicators (KPI’s).
The Financial Dashboard containing the key financial indicators (along with detailed accounts), is
reported to our ELT on a monthly basis, and is used to monitor actual financial performance
against budget, and to enable business improvement activities to be identified and monitored. The
Operations Report containing the key operational indicators, is reported to our ELT monthly, and
is used to assess the operational position and the CQC compliance of our locations (villages and
schemes).
We will get better at measuring. We will be more innovative in how we assess value and get better
at articulating our results. Benchmarking will be a key part of delivering VfM within ExtraCare.
Alongside the development of our benchmarking activities, work will be undertaken to ensure that
our financial and operational dashboards, targets and KPI’s are fit for purpose and consider all
areas of activity (C24 & C25).
The benchmarking activities will seek to provide assurance to our Board, customers and
stakeholders that service delivery, quality and costs compare favorably with our peers and are
improving.
Regulator Compliance
VfM outcomes and achievements are reported within the annual
self-assessment report in accordance with our regulator the
HCA’s requirements.
VfM reporting will be further developed in 2017 with a view to the
Self-Assessment fully meeting the HCA requirements.
ExtraCare will strive to demonstrate year on year improvements
with a view to exceeding the HCA VfM standard in future years.

Value for Money Strategy 2017 – 2020 v0.8
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Appendix A
VfM
Objective
No.

VFM1

Value for Money Project
Summary – Value for Money Strategy Objectives and Project Objectives (v0.4)

Value for Money
Objective
To embed the
pursuit of
increased
economy,
efficiency and
effectiveness (3
E’s) throughout
ExtraCare and
encourage a
culture of
continuous
improvement and
innovation

Project Objectives












VFM2

To deliver
improved service
quality to our
current and future
residents











Targets
(DRAFT)

Development and implementation of a Communications Plan
Encourage the challenging of existing processes and thinking, and support staff to be
innovative (C22).
Develop mechanism for sharing best practice
Cascade objectives and actions through service, team and individual plans.
Review the recruitment, communication, training, engagement, retention and recognition
mechanisms for staff, volunteers and residents (C19)
Review ways of working with a specific focus on efficient and flexible working practices
(C19 & C20)
Consider how policies are communicated and enforced (includes reference to VfM within
all relevant policies)
Embed VfM within the routine management culture and integrate VfM principles within
existing management, planning and review processes (inc Board Papers)
Review and identify an appropriate tool/mechanism for the recording and reporting of VfM
efficiencies and progress (C24)



SO1 Action Plan agreed end Q1
2017/18



Communication Plan agreed Q2
2017/18



VfM reporting tool in place for Q2
2017/18



VfM integrated into PDR process
2018/19



New Flexible Working Policy and
revised working practices developed
for 2018/19



VfM strategy embedded throughout
ECCT as a core business as usual
activity 2019/20

Review and establish agreed service levels (and clear specifications), and agree a
mechanism for monitoring and reporting on service delivery/levels
Involve residents within prioritisation of VfM initiatives, and service improvements
Work together (to include residents) to reduce waste, with focus on service outcomes
Develop mechanism for sharing best practice and ideas/initiatives
Clarity around roles and responsibilities, with clear communication channels along with
further development of digital communications with residents and customers
Further develop resident engagement model, with focus on how we engage residents in
the running of their village or scheme
Capture and apply learning from lessons learnt reviews
Focus on our future customers’ aspirations and expectations, ensuring that our offering
remains relevant and current (C4)
Develop Contract Management model to support the proactive management of existing
services, in order to improve service delivery
Common ways of working - ensure that we have a full understanding of the way that our
services operate, the underlying costs, the cost drivers and the associated resident
satisfaction



SO2 Action Plan agreed end Q1
2017/18



New Customer Involvement Policy in
place 2017/18, with new structures in
place by end 2017/18



Establish and agree quality baseline
for services 2017/18



Agree revised KPI’s for in-house
maintenance services 2017/18



Full transparency
charges 2018/19
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on

resident

VfM
Objective
No.

Value for Money
Objective

Project Objectives


VFM3

To deliver
increased
efficiency
resulting in
reduced charges
to our residents











VFM4

To provide
improved financial
performance for
ExtraCare
(through the
correct balance of
the 3 E’s)
meaning that our
future is more
secure and we
are able to invest
with confidence








Targets
(DRAFT)

Engage our residents in identifying and implementing operational initiatives, to track
energy usage, share best practice and explore ways of reducing energy (C14)
Engage our residents in initiatives which seek to review our environmental performance
and operational practices at our schemes, villages and our head office (C14)
All design, value engineering and efficiency considerations will be considered, captured
and reported (C24)
Demonstrate VfM through full development lifecycle, to include consideration of ultimate
cost impact for our potential customers. Whole life costs to be considered, along with
resident and staff feedback, sustainability, flexibility and space utilization (C2 & C5)
Review opportunities to increase income generation, including increasing (paid) external
use of village and scheme facilities (includes tool kit to support activities(C8))
Understand the skills and expertise of our staff members (optimise and development
opportunities (C19))
Review our staffing model and ensure that it meets our needs, and can be flexed to meet
the requirements of our different villages and schemes (includes review of head office
resources (C19))
Consider working practices/locations – whether use of village administration offices can
help reduce the corporate overhead (C20)
Explore the suitability of new services that the residents would like, to include
opportunities within the growing assisted living technology markets
Develop an inclusive approach to refurbishment works, to include space utilsation,
lessons learnt. The approach should support our aspiration for our villages to be more
outward looking, environmentally friendly and technology enabled (C2 & C24)
Map our core processes across the business (processes, systems and people). Need to
also consider the wider development and impact of our cluster (C1) approach.
Systems and processes are as effective as possible, and that digital is a core
consideration. Focus on achieving VfM savings and efficiencies.
Analyse and interrogate spend, and develop a 3 year procurement plan. Strategic
approach to procurement across all services, with a rolling programme of competitive
tendering (C24).
Identify and deliver savings through smarter procurement, along with category and
demand management. Including exploring all avenues of improving VfM including
alternative methods of service delivery (C24).
Develop Contract Management model to support the proactive management of existing
services, in order to improve service delivery and financial performance.
Assess the impact of the Charity’s activities and to clearly identify areas where costs are
not covered (C6)
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SO3 Action Plan Agreed end Q1
2017/18



Cross functional approach to new
villages in place 2017/18



Income generation tool kit developed
2017/18



Review of online facilities for booking
processes 2017/18, with a potential
solution in place 2018/19



Energy and Environmental Customer
Groups established 2017/18



Cross functional approach, and
reporting mechanisms established
for
build/design
and
value
engineering processes and decisions
Q2 2017/18



Community marketing tool kit in
place 2017/18



SO4 Action Plan Agreed end Q1
2017/18



Full Mapping of ECCT processes
complete end Q1 2017/18



3 year Procurement Plan in place Q2
2017/18



Annual Action Plan of Efficiency
Improvements 2017/18 presented to
ELT Q2, then Q4 each year
thereafter for year ahead

VfM
Objective
No.

Value for Money
Objective

Project Objectives


VFM4

Continued - To
provide improved
financial
performance for
ExtraCare
(through the
correct balance of
the 3 E’s)
meaning that our
future is more
secure and we
are able to invest
with confidence












VFM5

To ensure robust
systems and
controls are in
place so that we
can more
accurately
measure
performance








Targets
(DRAFT)
Annual benchmarking developed
and
undertaken
commencing
2017/18

Review of Budget Setting Process. Budgets and business plans will include efficiency
targets and service improvements.
Maximise our income collection and generation, through the control of voids and arrears,
etc
Make our care services as efficient as possible, including using technology to help us,
and review our charges to private payers for care or other services, including EOP
support, to ensure that losses are minimized (C6).
Actively pursue improvements to our payment and communication mechanisms with our
residents with a specific focus on electronic solutions
Engage an independent provider to facilitate ECCT’s benchmarking activities on an
annual basis. Benchmarking outputs and inputs will guide development and prioritisation
of VfM service review/initiatives (C24)
Option to pursue informal Benchmarking activities against other similar activities and
organisations (C24)
Work towards developing a cross functional approach to the development of new villages
to ensure that operational needs, and best practice are considered, along with
opportunities for innovation and lessons learnt from previous builds (C2, C5 & C24)
Seek to learn from other organisations regarding ‘best practice’ in the provision of
services
In conjunction with Corporate Plan and Business Plan - to develop, prioritise and instigate
a pipeline of both tactical and strategic VfM initiatives and reviews – initially expected to
be high cost areas and areas identified through benchmarking. All services will be
reviewed, over a programmed period of years, to ensure that they are fit for purpose and
promote economy, efficiency and effectiveness.
Development of an annual action plan of efficiency improvements which shows the
financial savings/costs to be achieved, and also articulates any anticipated increases in
social value





Revised Budget setting process in
place 2018/19

Understand our costs, how they relate to performance and compare ourselves with others
Benchmarking - Year on year cost comparisons, to monitor how we compare to our peers
(C24)
Utilise new resident involvement ‘opt-in groups within process improvement activities and
for measuring outcomes
Build on the work we have started with our resident census, electronic feedback
mechanisms and regular resident dialogue via street meetings, resident associations and
forums to help us understand what our residents think and want. Improve the frequency
and quality of customer feedback and service metrics (to include residents and visitors).
Carry out a more detailed customer service survey in all schemes and villages annually



SO5 Action Plan Agreed end Q1
2017/18



New
Customer
Involvement
structures established by end
2017/18



Revised Performance
agreed by Q4 2017/18



Communication Plan in place by Q4
2017/18
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Measures

VfM
Objective
No.

VFM5

Value for Money
Objective
Continued - To
ensure robust
systems and
controls are in
place so that we
can more
accurately
measure
performance

Project Objectives









VFM6

To ensure the
efficient use of
new technologies




VFM7

To identify, deliver
and quantify
enhanced social
value









Targets
(DRAFT)
Marketing Toolkit available
2018/19

Continue to develop our mechanisms for obtaining meaningful customer feedback, to
enable us to understand and quantify the social value to customers within our service
delivery
Continue to monitor and report on the occurrences of, and the resolution of, customer
complaints
Ensure we’re maintaining a robust assessment of our return on assets and ensure our
New Village Development Policy and Assets Policy effectively optimises this return
Ensure full visibility on our contractual obligations with our commissioners and that we
actively work to fulfil those obligations
Improve Project Management and Process Management Skills including a Project Office
(C21)
Business plan projects – to document expected benefits (financial and non-financial) and
VfM impact. Periodic and Post project review to look at intended vs actual benefits and
lessons learnt (ensure included within ECCT’s annual VfM Self-Assessment)
Review and development of our performance framework; financial and operational
dashboards, targets and KPI’s. Ensure fit for purpose and consider all areas of activity
(C25).



Undertake a thorough review of our processes, which will seek to simplify and improve
our processes, increasing efficiency and reducing costs, and digitise where appropriate.
To include ensuring effective change management and robust implementation plans, and
measuring the outcome.
With increase of technology, ensure that appropriate processes and controls are in place
to ensure robust information security processes



Work from SO1 to SO5 will determine
the activities that fall within SO6



SO7 Action Plan Agreed end Q1
2018/19



Mechanism for measuring and
quantifying Social Value established
2018/19

Continue to drive and create social value, and seek to demonstrate the social return on
investment.
Develop a methodology for measuring social value. Work to measure our impact on the
wider community and the local services (e.g. use of libraries, gyms, etc)
Explore how our new customer feedback methods can help us to measure social value
Continue to support our customers with housing related support and Welfare Benefit
advice
Continue to develop our volunteering strategy, encourage and promote the benefits to
the individual. Quantify the financial contribution of our volunteers (C9)
Explore further research opportunities
Explore opportunities to drive product and service innovation with research and
innovation partners (C18)
Development of a fundraising strategy – identification and understanding including to
articulate what we do and what we use a donation or a legacy for (C16)
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for

VfM
Objective
No.

Value for Money
Objective

Project Objectives



VFM8

To improve
transparency for
all our
stakeholders





VFM9

To ensure that
ExtraCare has the
ability to
demonstrate that
VFM is being
achieved









Targets
(DRAFT)

Performance against VfM initiatives to be reported to and scrutinised by our customers
Involve our staff and residents in regularly monitoring our performance in delivering
against the VfM strategy, and communicate our progress with staff, residents and other
stakeholders.
Benchmarking activities will provide assurance to our Board, customers and stakeholders
that service delivery, quality and costs compare favorably with our peers and are
improving
Residents to be updated on VfM project progress, VfM matters and initiatives via the
Charity’s resident magazine “Extralife”, published 3 times per year



Agreement/Clarity
around
what
information can be shared with
various stakeholders during 2017/18



Communication
Plan
developed 2017/18

Identify all existing VfM initiatives and capture the benefits (ensure included within
ECCT’s annual VfM Self-Assessment)
Identify all ongoing VfM initiatives and capture the benefits (ensure included within
ECCT’s annual VfM Self-Assessment)
Quarterly Procurement Report to ELT; update of activity, savings initiatives, and
opportunities, and highlight specific areas of non-compliance, to include reporting on
waiver activity
Benchmarking data and any subsequent action plan to be considered by ELT, with
priorities identified and agreed
Quarterly reports to the Audit & Assurance Committee to update progress, together with
progress on delivering key targets and objectives
Regular reporting to our Residents via Residents’ Forums
Project Documentation including periodic and post project reviews
Production of annual VfM Self-Assessment (SA)



In accordance with SO1 VfM
reporting tool in place Q2 2017/18



All reports as detailed submitted in
accordance with stated frequencies



Annual VfM SA published by 30
September each year
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