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Introduction 
 
Value for Money (VfM) has become an increasingly important issue for all social businesses over the 
last decade and a half. With reduced grant funding and reduced rental streams it has become 
necessary to ensure that our social businesses are run as efficiently as possible, both to provide cost 
efficient services to our residents and service users as well as to make our resources work harder. 
This area is an area where we are scrutinised by our stakeholders including residents, service users, 
the regulator and our funders and we have worked hard to ensure that the Association is using its 
resources as well and as transparently as possible 
 
What VfM means for YLSW 
 
We are committed to the provision of quality accommodation, family services and health and 
wellbeing programmes that change peoples’ lives. To support us in achieving this mission, we have 
laid out some key strategic objectives for the organisation in our Strategic Plan for 2017/20.  Our 
concern for the welfare of young people and their communities is motivated by our Christian faith 
and core values. To achieve this, we must build and maintain strong finances and ensure that 
financial sustainability is central to our corporate strategy. 
 
Financial Sustainability 

Financial sustainability through the delivery of VfM to our stakeholders is central to ensuring that we 
achieve our mission and strategic objectives. Over the year, we have therefore continued to work 
hard to improve services and to invest into our local communities. 

 

                                   

Fig 2. YMCA South West London Strategic Objectives 

 
 
 
How we deliver VfM 
 
Ownership of YLSW’s VfM Strategy lies with the Board and it is vital that we have the right structure 
in place to ensure that the organisation is making the right decisions about investment of the 
Association’s resources and getting a good return. Specialist committees oversee governance and 
financial performance, development and services. The Board reviews performance against our 
strategic plan each year, ensuring that we are on track with the delivery of our main objectives.  The 
table below explains some of the fundamental principles we apply to ensure good value for money 
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Clear business objectives As part of the merger between YMCA London South West 

and the Board undertook a major review of the business in 

2016 and approved a 5-year joint business plan with clear 

objectives and priorities to ensure we are a well-governed 

and financially viable business. 

Detailed business planning VfM was central to the process used in producing the 

Association’s 5-year business plan.  

Strong financial control The Association’s budget setting process is rigorous and 

scrutinised by the Board.  The budget objective is to ensure 

that sufficient surpluses are earned to meet future business 

needs and build reserves against unexpected financial 

shocks. 

 
2016/17 VfM Statement 
 
This statement outlines how we have performed on our VfM commitments during the year ended 
31st March 2017, our achievements, and the areas where we wish to drive through improvements. 
We have identified further areas for improvement in our Value for Money Plan for 2017/18 set out 
later in this statement.  
 
This Value for Money Statement provides information on: 
 

 our approach to achieving value for money; 

 what return we are getting on our assets, how the assets are performing financially, socially and 

environmentally; 

 where our resources come from, how we spend those resources and how we are performing;  

 our VfM successes and plans for the future. 

 
A full version of this Value for Money Statement has been published on our website and can be 
accessed via this link: Value for Money Statement for the Year Ended 31 March 2017. 
 
Delivering Value for Money  
 
In today’s operating environment registered providers, like us, face a number of challenges which 
mean that we have to look carefully at our costs, our performance and at how we use our resources 
and assets. 
 
For us, VfM is synonymous with the very essence of running our organisation viably. VfM is defined 
as the relationship between economy, efficiency and effectiveness, sometimes known as the “value 
chain‟. 
 

 Economy relates to the price paid for (say) a service, for instance, the hourly cost of our 

maintenance operative. 

http://www.thch.org.uk/AboutUs/ValueforMoney
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 Efficiency is a measure of productivity; that is how much we get out in relation to the money 

we put into a service. For instance, what does our YMCA get out of spending an extra £50 

per resident per year on planned maintenance? 

 Effectiveness is a measure of the impact achieved from a certain effort or expenditure. For 

instance, how much crime or anti-social behaviour is reduced as a result of us installing 

additional CCTV around our hostels? 

We find that VfM is highest when there is an optimum balance between the following three 
components: 
 

 relatively low costs; 

 high productivity; and 

 successful outcomes. 

Value for money for our stakeholders 
 
For our stakeholders, delivering VfM and the “value chain” will mean different things depending on 
their vested interest. This is illustrated in the table below. 
 

Stakeholder What Value for Money means to them 

Current and potential 
future residents and 
service users 

They would expect us to be a good landlord that delivers high quality 
services and delivers good value for money in return for them paying for 
the accommodation and services that we deliver. 
 

The regulatory bodies They expect us to be a well-governed and efficient social business that 
meets the regulatory requirements, as a matter of course.  
 

The local authorities 
and YMCA England 

They want us to continue to be one of their strategic partners in helping 
to meet housing need and contributing to the wellbeing and cohesion of 
the community in their boroughs and communities we serve. 
 

Our lenders They want us to continue to be a borrower with the discipline necessary 
to operate viably and meet their loan facility commitments.   
 

Our staff and 
colleagues  

Our services and objectives are set and delivered by the people who work 
for and with us. Our staff and colleagues want our organisation to be an 
excellent place to work that offers training and development programmes 
and support to staff in achieving their potential.   

 
 
 
Our approach to value for money 
 
VfM is embedded in the way we work and in the way we plan and deliver services to residents and 
our other service users. Our mission statement makes it incumbent upon us to ensure that services 
are designed and delivered in a way that enhances the organisation’s financial sustainability, as 
illustrated here:           
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Fig 3. How VfM is embeded at YMCA South West London to underpin our viability. 

We see VfM as the key to financial sustainability as we optimise cost relative to outcomes. This in 
turn ensures the financial viability of the Association and enables us to continue to achieve our long-
term goals. 
 
In a climate of reduced government funding and potential economic hardship for many of our 
customers, preserving the Association’s financial position at current level, let alone improving upon 
it, is our challenge going forward. 
 
VfM is integral to our approach to budgeting and business planning where every penny is made to 
count and all savings are ploughed back into service improvements or investment in homes. Our 
treasury activities aim to maximise interest rate savings, wherever possible, provided this does not 
jeopardise the Association’s financial wellbeing in the long-term. 
 
Asset profile 
 
As at 31st March 2017 we managed 665 bed spaces based in five London boroughs as shown in the 
chart below. 
 

 
 

Vaibility 

Financial  

Sustainabi
lity 

VfM 

341; 51% 
150; 23% 

147; 22% 

27; 4% 

Bed Spaces in Management 

Waltham Forest Kingston Merton Fulham
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Fig 4. Chart showing the spread of our homes in London  

 
The net book value of our housing stock is £31m of which £22m is freehold. 
 
Asset Management  
 
An internal stock condition survey was carried out during 2016 for the East London homes and an 
external stock condition survey for the South West London homes has just been commissioned. 
Together these surveys will form the basis of our detailed planned maintenance and improvement 
programme for the next five years. The most significant requirements arising from the survey so far 
are: 

 Refurbishment Works estimated to cost between £350,000 and £400,000; and 
 

 Lift replacement at one of our largest hostels which is estimated to cost between £200,000 
and £260,000. 
 

The funding for the programme has been fully provided for in the Business Plan. 
 
The return on our assets 
 
Financial return 
 
We measure the financial return on our assets through key performance indicators covering all of 

our housing assets.  

The overall performance indicator that we use is the core return on assets which we calculate as the 

surplus before tax, excluding property sales, over housing properties before depreciation, and 

excluding grant funding. 

The table below shows some of the key financial ratios showing different ways to measure the 

financial return on our assets. 

Key financial ratios         

  
   

  

KPI 
 

2017 2016 2015 

Return on assets 
 

0.11% 3.81% 2.84% 

Operating Margin 
 

3.70% 7.93% 4.55% 

Operating surplus per home £951 £1,951 £1,141 

          

 

The above table shows financial performance in 2016/17 to be below the average for the past three 

years under each of the measures. The key factors behind the deterioration in results from 2015/16 

to 2016/17 include a sharp increase in Service and Support costs.  Action is being taken to reduce 

these costs. There was also some increase in management costs partly due to a series of one-off 

costs arising from the merger process and these are in line with the Merger Business Case 
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projections. The Y:Cube Venture ( a new consultancy service to other providers on using our Y:Cube 

technology) did not perform as well as expected. However, maintenance costs were held close to 

the yearly average. 

Benchmarking our Financial Performance 

We benchmark our performance against the Global Housing Association financial results (compiled 

by the HCA) for the median category and two of our fellow YMCAs of comparable size to us within 

the South East of England.  

The table which follows shows our performance for 2016/17 in the context of our performance 

previous year and the 2015/16 Global Median results and those of our comparable YMCAs for that 

year. 

Benchmarking Financial Performance 

  YMCA SWL 
 

Global YMCA 1 YMCA 2 

  2017 2016 
 

2016 2016 2016 

Interest Cover Ratio 1.61 4.64 
 

1.59 10.55 29.44 

Debt Per Unit  £21,825 £21,570 
 

N/A £5,200 £1,338 

Operating Margin  3.7% 7.9% 
 

28.4% 0.3% 0.6% 

Arrears Per Unit  £1,243 £1,104 
 

N/A £583 £593 

              

 

Our operating margin compares favourably against that of our comparable YMCAs but is well below 

that of the Global median. Our aim is to continue to improve operating margin towards the average 

level for supported housing. Our Interest Cover, although much lower than the other YMCA’s, is 

comfortable and well in excess that of Global median housing associations. The other YMCA’s have 

massive interest cover due to both of them having low gearing, as shown by the low debt per unit 

figures. Our strategy is to support our organic growth through sustainable borrowing underpinned 

by robust Treasury Policies and Procedures. 

 
Social return 
 
Our concept of social return is to deploy our resources into a number of Health & Wellbeing and 
Family & Children and Youth work initiatives which have been shown to have a strong and positive 
impact on the communities that we serve. The value that we add through these activities is what 
marks us and the YMCA Federation apart from other registered providers. 
 
Community Investment  
 
The Learning and Skills programme is an example of this. The programme, which benefited from 
£35,000 DWP funding in the previous year, offered residents support through skills workshops, 
vocational courses and work placements in areas of the Association’s business, whilst on their 
placement and paid employment for up to six months. 
 
The benefits of the scheme for residents was that it allowed the opportunity for them to acquire 
recognised vocational qualification and this supports the acquisition of behavioural competencies to 
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enable them to gain and sustain work.  It also offers practical work experience and seeks to build 
self-esteem and confidence.   
 
The following table shows Learning & Skills outcomes over the previous three years. 
 

  
Learning & Skills Outcomes 

  2014 2015 2016 

Number of Referrals 99 99 43 

Residents at Stage 1 23 23 32 

Residents progressing to Stages 2&3 20 20 20 

Residents progressing to Permanent Work 30 30 11 

Apprenticeships Placed 0 4 1 

        

 
 
Key to the stages in the table 
 
STAGE 1 – 3 months -  voluntary, preparatory stage where residents are supported and performance 
is monitored to determine capability for employment. 
STAGE 2 – 3 months -  Employment phase.  Residents are still monitored however they are given 
some autonomy at work. 
STAGE 3 – 3 months - Employment phase.  Residents are able to work autonomously in most areas 
not affected by confidentiality.  Residents are able to supervise other participants. 
 
Community Impact 
 
In order to determine the impact of our community investment, we assess the social value of our 
efforts using the HACT Wellbeing Index. This seeks to put a monetary value on various social 
interventions as shown in the table which follows. 
 

Community Impact 

 Impact Element HACT Wellbeing 
Value 

YMCA SWL 
Outputs 2016 

Total Wellbeing 
Value 

  £ No £ 

Secure Job 12,034 11 132,374 

Apprenticeships 1,757 1 1,757 

On the job training 1,567 20 31,340 

Total   32 165,471 

 
The above assessment shows that the community impact of the measurable Learning & Skills 
activities last year was £165,000. Other activities, over and above these, included the assistance 
residents were given with dealing with debt and providing them with access to the internet through 
our IT suite at Forest Road. 
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Comparative Costs and Performance 
 

Cost Performance  Indicators 

 

Key YMCA SWL Median   Rating for   Basis 

Performance 

Indicator 2017 2017 2016 2016   2016   of Rating 

Void Loss (%) 

  

 
 2.00 2.78 2.15       Global 

Rent Collection 

(%) 

  
 

 93.19 94.06 99.77   
 

  HouseMark 

 
Maintenance 

Costs per unit (£ 
p.a.) 

  

1,869 
  
1,727    1,060        Global 

 
Management 

Costs per unit (£ 
p.a.)   6,537 

     
5,793    1,280        Global 

 
Average Re-let 
Times (days) 

  

 N/A 10        29   

 

  HouseMark 
 

Fig 5. Cost benchmark against external median performance and 2017 Vs. 2016. 

The Void Loss for 2016/17 was higher than trend due to refurbishment works at one of our main 

hostels but should return to trend in future. Otherwise, the Association’s performance is within the 

global median. 

Maintenance Costs for 2016/17 were also higher than usual partly due to an increase in spend in the 

wake of the stock condition survey which highlighted a number of works that needed to be carried 

out as a matter of priority. 

Management costs are five times more than the average of the global housing associations which 

comprise mainly general needs associations in London. However, when compared with other 

YMCAs, the Association costs compare favourably with the lowest of the comparable YMCA posting 

£4,090 per unit for 2017. 

Similarly, although re-let times worsened considerably in 2017, this was due to one-off issues at the 
MyPad scheme, in East London, handed over in the year. Nevertheless, at 10 days, the performance 
was considerably better than other housing providers. The long-term average re-let time for the 
Association is just below 2 days.  
 
Customer Feedback on our Services 
 
The following table shows the results of residential customer satisfaction surveys for 2016/17 
compared to 2013/14. The percentages show the proportion of respondents that were either fairly 
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satisfied or very satisfied. 
 

Residential and Supported Accommodation Customer Survey 
 

Survey Aspect 2017   2014 

Satisfaction with Service overall 82% 
 

42% 

Satisfaction with Value for Money  75% 
 

44% 

Satisfaction with Complaints Handling 67% 
 

27% 

Satisfaction with Support Worker 96%   73% 

 
The survey results for the year show a great improvement in customer satisfaction across all areas. 

While satisfaction with our members of staff providing the service always exceeds the rating for all 

the other surveyed aspects, it is greatly comforting to achieve a score of 96% in the year under 

review. Similarly, a VfM satisfaction score of 75% is unprecedented. Both scores reflect the success 

in our achievements to improve customer satisfaction following the lessons learnt from the 2014 

survey.  

The two driving factors for customer satisfaction are the performance of our staff and the VfM of 
our services. The overall satisfaction score of 82% compares very well with that of London registered 
providers whose average overall satisfaction rating is traditionally just over 60%.  
 
Family and Child Care Customer Feedback 
 

Afterschool Club Customer Satisfaction Survey 

Feedback 
 Change 
  

2015 
% 

2016 
% 

 
Satisfaction with Service overall  99 94 

Satisfaction with Value for Money (VfM)   88 87 

 
Parent Evening Attendance   34 41 

 
Staff Helpfulness 

  
96 97 

 
Child Relationship with staff   92 98 

 
Child Happiness at club   98 91 

Fig 6. Indicative satisfaction levels achieved at some of the Family and Child activities. 

The overall satisfaction with the service continues to be consistently high with a 9% increase in those 
giving a rating of excellent being particularly positive. It is reassuring that, although the number of 
parents/carers attending parents evening is still not high as we would wish, it had increased by 7% 
from 2015. However, given that those parents who do attend give a positive score with regards to 
feedback we will continue to provide parents/carers with the opportunity to discuss their child with 
our staff. 
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The scores given for those questions regarding the staff and the children’s happiness have been 
consistently high and last year was no different with 99% of respondents scoring good or above for 
staff helpfulness, 100% for their child’s relationship with staff and 99% for how happy their child is at 
the club. 
 
Most importantly, the results showed that, despite an increase in fees, over the previous year, 
parent/carers still found our service good value for money, with 95% scoring good or above. 
 
Value for Money Achievements 
 
Our approach to the work we do is influenced by the desire to deliver value to those we serve. 
During the year we embarked on a variety of tasks aimed at achieving improved VfM.   
 
By far and away the most fundamental VfM activity undertaken in the year was the merger of the 
Association with YMCA East London, resulting in an immediate doubling in our social housing homes. 
This merger is expected to achieve estimated revenue savings of £600,000 per annum, by Year 5 of 
the merger, of which 2016/17 was Year 1.  Savings will predominantly be on staffing and 
procurement costs.  
 
The most immediate benefit from merge has been the successful refinance of our combined loan 
facilities with Metro Bank which will deliver a significant drop in our cost of capital while availing us 
of much improved loan terms than was ever possible for either organisation on its own. 
 
Our VfM plans for the future 
 
Although VfM is central to our plans and the work that do, we recognise that there is more we can 

do to improve our performance.  We are comprehensively reforming our approach to VfM.  In 

future, our VfM efforts will be based on an annual VfM Strategy, approved by the Board, by the start 

of the new financial year and then monitored periodically by the Audit & Risk Committee. This will 

be a Two-year VfM Strategy, but refreshed annually. 

The table which follows this section shows our VfM Plan for the year ending 31 March 2018.. 

The 2018/20 VfM Strategy will aim to demonstrate how we will work together with our partners to 

achieve, and in some cases exceed, our strategic objectives in  making the best use of the resources 

at our disposal.  

This approach will also enable our trustees to conduct meaningful and informed scrutiny on our VfM 

efforts and thereby provide both input and assurance. The VfM Strategy will be structured in such a 

way that our VfM initiatives always relate back to our mission and strategic objectives.   

We will aim to align our VfM targets with those outlined in our new Strategic Plan for 2017/20, 

which is currently being compiled. We will set stretching but achievable targets to ensure we obtain 

optimum value for money. 

The Strategy will contain a number of strategic VfM initiatives, including: 

 Implementing and monitoring the cost savings generated from the merger. 

http://www.thch.org.uk/UsefulInformation/Publications/CorporatePlan
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 Enhancing the return on our assets, mostly focussed on our housing stock but also 

encompassing our offices, facilities and our people. 

 Making best use of our money by buying intelligently, reviewing our procurement and 

contract management arrangements. 

 Increasing productivity by focussing on the best use of the information systems and 

technology that we are investing in. 

 Maximising income from both our commercial and social rental streams. 

 Leveraging inward investment by playing an enabling role for procuring grant income. 

 

The 2018/20 VfM Strategy will detail how we will measure our performance against those 

objectives. We will consider metrics that may include the following measures: 

 Customer Satisfaction – by service type (including maintenance) and overall 

 Housing Management costs per home 

 Operational costs per home 

 Operating surplus per home 

 Void re-let days 

 % arrears 

 Return on assets 

 Quantifiable social value of community investment projects 

2017 - 18 VfM Action Plan 

No Action Strategic          

objective 

Target Owner Measure 

1. Implement strategies for 

the achievement of 

identified savings from 

merger. 

Financial 

Sustainability & 

Strength  

 

 

Set Departmental 

Financial targets and 

KPIs 

 

Group 

Finance 

Director  

Targets and KPIs 

applied to report on 

2017/18 VfM 

achievements. 

Complete centralisation 

of back office services 
Group 

Finance 

Director  

Centralisation 

completed by 31/03/18 

Procure Internal & 

External Audit 

contracts 

Group 

Finance 

Director  

New Audit contracts 

awarded by 31/03/18 

2.  Progress Merger with  

YMCA West London 

 

Growing & 

Developing 

 

Secure YLSW and 

YWL Boards approval 

of the merger 

Chief 

Executive 

Transfer of Assets by 

31/03/2018 

3. Produce a VfM Strategy 

for 2018/20. 

Financial 

Sustainability & 

Strength  

Draft a VfM Strategy 

for 2018/20 with input 

and involvement of all 

senior and middle 

managers  

Group 

Finance 

Director 

An approved VfM 

Strategy in place by 1 

April 2018. 

4. Develop and implement 

an Asset Management 

Strategy 

 

Financial 

Sustainability & 

Strength  

Complete the Asset 

Management  

Strategy(AMS) work 

started 

Director of 

Property & 

Places 

An approved AMS in 

place by 31/12/17 
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2017 - 18 VfM Action Plan 

No Action Strategic          

objective 

Target Owner Measure 

Complete Stock 

Condition Survey. 
Director of 

Property & 

Places 

Stock Condition results 

reported to Board by 

31/03/18 

Ensure Planned and 

Major Repairs 

provision is made in 

the new Business Plan.  

Director of 

Property & 

Places 

Resultant Investment 

Plans included in 

Business Plan by 

31/03/18 

Implement a common 

group-wide Repairs & 

Maintenance system 

and ensure integrity of 

KPIs therefrom.  

Director of 

Property & 

Places 

Common Repairs & 

Maintenance system 

commissioned by 

31/03/18 

4. Explore opportunities 

for new hubs (facilities) 

in South, East and SW 

London including 

YMCA Chessington 

Growing & 

Developing 

 

Complete project 

appraisals for the new 

opportunities for 

approval by the BDA. 

Director of 

Property & 

Places 

Development proposals 

approved by the BDA 

by 31/03/18 

5. Redevelop YMCA 

Wimbledon 

 

Known for 

Community Impact  

 

Produce a Business 

Case for the 

redevelopment of 

YMCA Wimbledon for 

approval by the BDA. 

Director of 

Property & 

Places 

Re-development 

proposals approved by 

the BDA by 31/03/18 

6.  Develop and implement 

the Digital Strategy 

 

Reputation for 

Quality and 

Excellence 

 

Seek Board sign-off of 

the March 2017 ICT 

Integration Report 

Action Plan 

Group 

Finance 

Director 

Digital Strategy 

resourced and launched 

by 31/03/18  

 
 


