	Craigowen Housing Association Board Meeting

	Wednesday 21 February 2024   
Belvoir Golf Club 

	Start:  
Finish:

	10:30
12:45  

	Attendees:
	Andrew Hamilton (AH) (Chair)
Richard Buchanan (RB)
Shane Clements (SC)
Nigel Carson (NC)
Lizzie Dixon (LD)
Hugh Logan (HL)
Gerry McCann (GMcC)
Anne Smyth (AS)
Chris Thompson (CT)
Ann Watt (AW)
Peggy Woods (PW)


	Apologies:
	Paddy Farry 
Geoff Hill


	Proposed new Board Member in attendance:
	Kim Johnston (KJ)


	In attendance:
	William McCreight (WMcC)
Michelle Myatt (MM)
Stephen Lowry (Agenda Item 10) Michael Chivers (Agenda Item 10)


	Department for Communities representatives: 
	Trudy Creane (TC)
Valerie Wilson (VW)


	Notetaker:
	Marie Patterson (MP)




	Item
	Notes
	Actions


	1.
	Welcome and Introductions 

AH welcomed members, noted apologies received and advised of Paddy Farry’s decision to retire from CHA’s Board with immediate effect.  AH noted that PF’s absence will be felt, particularly the finance perspective he brought, and added that this loss of expertise would have to be filled.  AH will write to Paddy thanking him for his contribution.  

He noted that two DfC representatives would be joining today’s meeting to observe proceedings as part of the Department’s regulatory oversight function.  

	








 


	2.
	Board Refreshment 

AH introduced Kim Johnston, proposed new Board member, and invited her to outline her background and experience to date.  KJ advised that she is the Managing Director of an Executive Search Company and leads a software company.  She has not held Board
positions in the past but confirmed that she is willing to join CHA’s Board.  AH recommended co-opting KJ onto the Board.  Her membership will be regularised at the next AGM in June 2024.  Members were content.       

AH advised that Catherine Molloy, another potential new Board Member, had hoped to attend today’s meeting but was unable to do so.  She would, however, attend the next Board meeting.  AH noted that a representative of the Communities should also be sought, preferably from Clanabogan.  LD agreed to take this forward.  
 

	















LD

	3.
	Introduction of Departmental representatives 

Trudy Creane (TC) and Valerie Wilson joined the meeting.  Following introductions from Board Members TC explained that their  attendance today forms part of the Department’s annual assessment.  She advised that her team is responsible for the regulation of 20 Housing Associations and evaluates each against the Framework of Standards to monitor compliance and effectiveness.  TC advised that a revised Framework would be published soon but confirmed that no radical changes had been made following a recent review.  An additional strand of the team’s work is to conduct inspections on the use of grants given for development and adaptations.  

Noting the most recent RSAR’s commentary on the need for CHA to refresh Board membership AH outlined the steps taken to recruit new members to replace those whose tenure has expired.  TC advised that the Department places a lot of emphasis on Board turnover and was reassured that CHA was addressing the Department’s concerns.    

  
	

	4.
	Declarations of Interest

No conflicts were declared.

	



	5.
	Minutes of Previous Meeting

· Minutes of Board Meeting 13 December 2023 (paper 1)
The minutes were agreed without amendment. 

· Minutes of Board Meeting 10 January 2024 ((paper 1 A)
The minutes were agreed without amendment.  

	

	6.
	Matters Arising/Action Points (paper 2)

WMcC provided updates on the following matters arising and action points:

· Energy Efficiency Survey:  other Housing Associations are also considering energy efficiency surveys but are waiting to see if Departmental funding will be made available.  WMcC proposed that CHA  adopt the same approach.  This Action is ongoing.  Members were content.  
· Tenancy Agreements: It is proposed that the revised JMA will include a Licence Agreement between Glencraig and CHA which will be appropriate for residents living in the Community and for those living in the two off-site properties in Holywood.  Consideration is ongoing in relation to Agreements with co-workers living in properties at  Clanabogan and Mourne Grange.  This Action is ongoing until completion of the JMAs.  Members were content.  
· GDPR Refresher Training: WMcC awaits confirmation that the Information Commissioner’s Office will host a session with NIFHA.  He will keep Board Members advised.  Members were content.    
· External Board Assessment:  Following consideration of several options a proposal from Collaboration Ireland to undertake Board assessment has been accepted.  A final report will be presented to the Board in April 2024. Members were content. 
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	7.
	Finance, Audit & Risk Committee Update 

SC outlined issues discussed at FARC’s meeting on 14 February 2024 and noted that the main issues raised  (the Risk Register, Maintenance and Finance) would be covered during today’s meeting (see Agenda Items 8, 9 &10 below).  Members were content.   
SC endorsed the comments made earlier today about the need to replace PF’s financial expertise.  

RB advised that he would stand down from the Committee after its next meeting.  AH thanked him for his input.  

	

	8.
	Risk Register 

· Risk Register updated to 14 February 2024 (paper 3)
WMcC advised that amendments agreed at FARC’s recent meeting had now been incorporated into the Register.  He drew Members attention to the following:

CR1: retention of  the current amber residual risk status pending completion and sign-off of the JMAs (the risk status will be reviewed at the next FARC meeting).  Members agreed. 

CR2: no change for now, but to be embraced in the overall review of the Risk Register (see ASM proposal below).  SC added that FARC had debated whether a risk that is assessed as green should be retained as a risk but agreed that this would be clarified by work flowing from ASM’s review of Risk Management.   Members agreed.  

CR3: a further action had been added in relation to commencement of the Stock Condition Survey.  Reports on the outcome of the Survey are due in April/May (Glencraig), July (Mourne Grange) and September (Clanabogan).  Members were content.

RB asked if Members were aware of what the Decent Home Standards are and suggested that the Board should have a collective understanding of what it means in practice.  He noted that in addition to its relevance to CR3 this would also be pertinent to the work of the Strategic Direction Sub-Group.  SC advised that the Department’s Standards are set at a very basic level and thought that as currently drafted CR3 would always be assessed as green in that regard.  He thought however that any amendment should await the outcome of the Department’s review of Decent Housing Standards which is currently underway.  TC undertook to liaise with WMcC on likely timescales for completion of the review but confirmed that the Standards would be raised.  It was agreed to retain the green status for CR3 for now but to return to it when the revised Standards are known.  Members were content.      

CR4: the revised approach to maintenance (by taking control from Clanmil) has reaped significant improvement and the recruitment of a new maintenance officer will bring further progress.  This risk should retain the current amber residual risk status pending replacement of MM.  Members were content.  

CR5: retention of the amber status for now pending completion of the further actions planned.  TC observed that if the raft of actions are being implemented and the status remains at amber then consideration should be given as to whether the actions are the correct ones.  SC noted FARC’s view that amber was the appropriate assessment pending completion of all the actions listed but noted that the Committee reviews the Register on an ongoing basis and will continue to monitor this.  RB agreed that the amber status should continue until the new Finance Officer is recruited and noted the duplication in CR4 and CR6 in relation to staffing resources.  He asked FARC to reflect on that.  Members were content.

NC referenced the entry in Column one “Failure to establish proper title to Association’s assets” and noted the lack of an  action to mitigate this.  AH advised that it had been hoped that this would be resolved by the previously proposed merger of CCT (NI) and CHA but agreed that this should now be brought back onto the agenda.  He confirmed that this would be raised at the forthcoming meeting with CCT (NI) and asked WMcC to include it in the list of issues for discussion.  Members were content.  

CR6: retention of amber status for now, pending recruitment of the new Finance Officer.  Members were content.

CR7:  retention of green status despite two actions not yet complete.  FARC did not consider that these were significant enough to lower the status to amber.  Members were content.  
 
CR8:  retention of amber status.  The Strategic Direction Sub-Group has commenced its work (see Agenda Item 11 below).  Members were content.  
 

· Internal Audit Review:  Risk Management  (paper 3A)
WMcC summarised the draft Report on ASM’s internal audit fieldwork visit in relation to CHA’s systems for risk management.  The review focused on assessing the adequacy and effectiveness of:
· the Risk Management Policy and measures taken to define risk appetite; 
· the processes to manage risk; and 
· the risk management review and reporting structures.

In summary, ASM considered the existing systems to be sound and were content to provide satisfactory assurance regarding the effective and efficient achievement of CHA’s objectives.

Notwithstanding this assurance ASM had made five recommendations for improvement.  These were:
· Recommendation A3:  conduct a review of the Risk Management Strategy and consider whether it should be integrated within the Risk Management Policy (priority 2);
· Recommendation A4:  ensure that roles and responsibilities of FARC with respect to risk management are articulated within the Risk Management Policy (priority 3);
· Recommendation B6:  conduct a review of the risk appetite position, document the outputs of the review on the Risk Management Matrix, and ensure that the risk appetite position is reviewed annually by the Board   (priority 2); 
· Recommendation C3:  consider enhancements to the Risk Register and its review process (priority 2); and 
· Recommendation D3:  consider providing refresher training on risk management to Board Members and the General Manager (priority 3).  

WMcC confirmed that FARC had accepted the recommendations in full.  SC added that in FARC’s view all of them could be implemented – and noted the linkages between them - particularly if sequenced properly.  He would take into account any changes to the Orange Book when responding to ASM.  WMCC noted that Recommendation D3 (training) would be the first step and that ASM would provide proposals on how this could be done.  AH advised that NICVA also provide training on Risk Management and would be worth considering as an alternative provider.  It was agreed that the training should be delivered face to face rather than on Zoom.   

NC  queried AMS’s statement at C1 (a) on page 8 of the Report that “Consideration of whether the Risk Register contains the “right risks” should form a key part of the General Manager and FARC’s ongoing review of the Corporate Risk register”.  He wondered if ASM were suggesting that there is another process to do that and, if so, what it would be.  He also thought that the inference that WMcC would be the key was wrong and suggested that external input should be sought.  WMcC advised that this would be included in ASM’s training.  TC observed that it would be advantageous for ASM to deliver the training. 
In the discussion that followed AH summarised the approach CHA has adopted to risk management and identification of risks.  He noted FARC’s role to review the Risk Register and   identify emerging risks and to bring these to the Board for further review.  This, he thought, reflects the Board’s overall corporate responsibility and provides a mechanism to assure the Board that the correct risks are identified and managed.  SC added that the ASM report validates this approach.  Training will undoubtedly assist but it was important to note the satisfactory assurance rating and that there were no priority one recommendations.  
RB noted ASM’s comment that the Risk Register does not currently include a specific risk focusing on financial and budgetary controls.  He reminded Members that this had been discussed at October’s Board meeting but suggested deferring action on creating an appropriate risk (or risks) until after the full suite of recommendations have been implemented.       
Members were content to accept the report and to take forward the recommendations.  WMcC would keep the Board advised on progress, including on arrangements for training.    
TC confirmed that the Department welcomed the audit take place and offered to forward a link to HMT’s Handbook on Audit Committees for information.   
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	10.
	Maintenance Report 

[Stephen Lowry and Michael Chivers joined the meeting]
  
· Planned Maintenance Update (paper 5)
SL summarised the information set out in tables 2a (summary of PMP completed against budget) and 2b (details of the works completed or underway at each Community).  He advised that the Programme had now commenced at Glencraig where 81% of the budget had been completed up to 16 February.  AH noted that delivery at Glencraig did not start until December (following agreement on the Rent Review) and congratulated the Maintenance Team on the significant progress made.    

SL advised that delivery is on track at Clanabogan with 94% of the budget completed up to 16 February and that 73% of the budget has been completed at Mourne Grange to the same date.  He clarified that some savings had been made there (with a lower than expected cost for painting, for example and from a small number of anticipated works which had not proceeded) and advised that Michael would liaise with LD on how these could be used for other maintenance work at the site.  AW suggested adding an additional row to the table for future updates identifying any works outstanding.  Members agreed.  

WMcC confirmed that preparation of next year’s PMP has commenced.  Condition reviews at Clanabogan and Mourne Grange have been completed and discussions are underway, and discussions with Glencraig are scheduled for next week.  WMcC will bring proposals on PMP 2024/25 to the Board meeting on 24 April.  

Members were content.

· Response Maintenance KPIs (paper 5A) and Summary of KPIs for year ending 31 March 2024 (paper 5B)
SL confirmed that target KPIs for the year to date have been exceeded across the three Communities.  This demonstrates the value of severing the previous arrangement with Clanmil and bringing management of response maintenance in-house.   It has also led to much improved relationships with the Communities and with contractors.  

Members welcomed the very encouraging progress being made and thanked Stephen and Michael for their efforts.  

[SL and MC left the meeting]
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	9.
	Financial Report 

· Narrative report on Management Accounts for nine months ending 31/12/23  (paper 4)
  
MM advised that CHA recorded a deficit of £127,574 in the nine months ending 31 December 2023 compared to a budgeted deficit of £28,817.  She noted that this was largely due to surrendering the Ciaran Colman lease but advised that when this cost is stripped out (£200k) there is actually a surplus of £72,426 on operations.  

MM summarised the main reasons for the variance against budget.  These included an underspend of £56,156 on planned maintenance, largely due to the timing of work.  These works were all expected to be completed before the year end.  There had been a slight overspend of £22,244 on response maintenance (due to remedial works required to drain the septic tank at St Sunniva, and to leaks in Mourne Grange House following installation of a new boiler).  

MM confirmed that management charges were around £39k under budget due to an underspend on professional and legal fees, staff and motor expenses, training and electricity.  WMcC explained that further spend incurred since 31 December   - on the ASM review of Risk Management, for example – would be reflected in the accounts for Quarter 4.     

MM noted that CHA’s cash position had weakened considerably due to the £200k expended on the Ciaran Colman lease but added that the surpluses generated were pushing cash levels up again.    

WMcC added that although a lot of work has been completed since 31 December - and is not therefore reflected in the data set out in papers 4 and 4A - an underspend at year end is likely. This is due to prices for works being lower than budgeted for and  to the efficiencies made as a result of moving away from the  previous arrangement with Clanmil.   

Members noted and were content.

· Management Accounts for nine months ending 31/12/23 (paper 4A)
  
MM invited comments on the detailed Management Accounts which had been circulated in advance of today’s meeting.  

Members had no comments and were content with Financial Report.  


	

	11.
	Strategic Direction Sub-Group Update (paper 6)

CT referred Members to paper 6 comprising background to the outcome of the Sub-group’s meeting on 25 January 2024 and proposed draft Terms of Reference (Appendix A) and Strategic Development Process (Appendix B).  He invited comments.

RB noted that the Terms of Reference would be helpful in framing conversations on consultation but wondered if a SWOT analysis would also be useful as a way of grasping the opportunity to make the estates greener, more eco-friendly and more efficient.  CT was happy to take that on board.  

He added that the proposed process set out in Appendix B sets a very tight timetable particularly on the consultation strand and that assistance would be required (see para 6).  AH informed Members that a potentially suitable provider of assistance had been identified.  A meeting had been arranged for 23 February to discuss the project in more detail and to clarify his relevant skills and experience.  AW advised that she was also aware of someone who may be suitable and could provide details if necessary.  CT hoped to be able to move forward on an appointment shortly, following the meeting on 23 February and would be managed in line with due process.  He confirmed that whoever is appointed would be working under the Sub-group’s direction and control.  Their primary role would be to write up  agreements and actions flowing from the consultation phase and other meetings and to draft the Strategy.  RB offered to assist if required.  

It was agreed to defer the next meeting of the Sub-group until suitable assistance has been identified.  WMcC would confirm the date of the next meeting in due course.

Notwithstanding the ambitious timetable set out in Appendix B Members agreed that it was crucial to take the time needed to achieve the best outcome.  It was also agreed that whilst  consultation is a key part of this work consultees should not be allowed to dictate the process and timescale.  A firm deadline must therefore be set for that part of the process.  

Following discussion it was agreed that the proposed timescale should remain as drafted - as it would provide a helpful focus to the Sub-group’s work - but that the Board’s permission could be sought to elongate it if required.  CT would review the dates of projected Board meetings between now and June to identify opportunity for the Board to be consulted too.

AH wondered if the Department should be added to the list of proposed consultees (see para 3).    Knowing the Department’s view and policy would be helpful if CHA were to become a developing organisation.  SC had been advised that officials did not wish to be included in the consultation phase.  They had indicated that the Strategy, when developed, would however be of interest and value to the Department. 

CT noted that the proposed issues to be addressed in consultation (see para 4)  includes whether CHA seek to increase its existing footprint.  This may require a two-stage process to collate data on what the demand may be and, if it were decided to proceed, a plan for doing so.  TC advised that 11 of the 20 Housing Associations are developing organisations and suggested Gerry McAreavey as a useful contact.  She thought that a half-way option could be to partner with others.  

AS reminded Members of the many positives of Camphill’s ethos of shared living and urged that this should be protected in any future development process.  AH and LD agreed.  CT accepted that this was important but pondered if Camphill should be CHA’s only customer? Or should the Camphill ethos be spread further?  Questions worth considering.

CT advised that the next step would be a short document setting out what the Sub-group will consult on (scene setting) and would  seek Board agreement (through correspondence) before approaching consultees.  A separate Board meeting for further consideration will be arranged.    

Members were content with the proposals set out in paper 6 and gave approval to proceed on that basis.  
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	12.
	Any Other Business 

· Date of Next Meeting 
The next Board meeting had been scheduled for 17 April – but was changed to 24 April 2024.
 
· Update on JMA Review 
MP advised that the draft JMAs were forwarded to the Chairs of Clanabogan and Moune Grange on 10 January seeking comments and/or confirmation that their respective Boards are content.  LD  confirmed earlier today that Mourne Grange was content, and that she would forward the information requested to update Schedule One of the JMA shortly.  MP had not yet received a response from  Clanabogan – the deadline was 17 February – but would follow up with them later today.  RB confirmed that legal opinion had been sought on the correct terminology to use in relation to a Licence/Tenancy/Occupancy Agreement with co-workers who reside in properties in the Communities.  When agreed, this would be appended to the JMAs.  He asked WMcC to follow up with the Solicitor as soon as possible.    

MP noted that she had taken the draft JMA with Glencraig as far as she could, pending confirmation from WMcC and SL on the Division of Responsibilities in Schedule 3. She added that the detail of any Licence/Tenancy Agreement or similar construct between Glencraig and CHA was still to be considered.     

· RSAR Returns  
TC advised of a recent Assembly Question on rent increases which, when published, contained erroneous information which had to be corrected.  She confirmed that information provided to the Department for the RSAR should be in relation to the most recent full financial year and not the current one.  The next RSAR (in June) would therefore require data on the 2023/24 financial year.    She would be writing to CHA in the next couple of weeks to commission input.   
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