		Paper 3
STRATEGIC DEVELOPMENT SUB-GROUP
PROGRESS REPORT
Introduction
The Board considered the Terms of Reference and the broad process for the development of a new strategy for the Association at the last meeting in February. The Strategy Development Sub-group has met twice since that meeting and this note provides an update on the progress.
SWOT Analysis
The Group carried out a first SWOT analysis and the findings of this first analysis are as follows:
	Strengths 

· Strategic direction is now clear – The period of considering merger & asset transfers is over. 
· Autonomous and independent organisation
· Size – as a small Housing Association, CHA is lean and flexible
· Stable structure – sound legal structure and good governance is in place
· Strong, highly skilled and effective board
· Strong, highly skilled and effective staff team 
· Housing stock is mainly in good condition
· CHA owns the majority of the residential properties outright with no mortgage or outstanding loans
· CHA has no outstanding debt 
· Configuration and size of the properties in each of the Communities is a real benefit for people with learning difficulties and autism (and is very suitable for the life-sharing culture of Camphill)
  
	Weaknesses 

· Need to improve communication with and relationship with Camphill Communities and Camphill Communities Trust (NI)
· Lack of understanding among stakeholders as to why Craigowen Housing Association  exists as a separate legal entity
· Size – as a small Housing Association, fewer benefits of economies of scale
· No new house building for many years - not seen as a ‘developing housing association’
· Tenants and families are not included enough
· Title to properties is not as clear as it should be
· Mix of land ownership on the Camphill sites – boundaries not clear


	Opportunities 

· Period of considering merger is over – we now have stability and can plan long-term 
· Close, purposeful, symbiotic relationship with Camphill 
· Develop our own in-house property maintenance team
· Align to the wider green agenda and develop the sustainability of our properties
· Review the energy efficiency of our homes



	Threats 

· Financial viability – risk of funding freezes and reductions in the Communities, and the consequent reduced income from rent
· Department for Communities thinks CHA is too small
· Disconnected, fractured relationships with some key stakeholders 
· Close, purposeful and symbiotic relationship with Camphill does involve potential threats:-
· Financial viability of the Camphill      Communities;
· Reputational risk from safeguarding/health & safety/security failures on the Camphill Community sites



Consultation
It was agreed in the outline Strategic Development Process that a brief consultative paper should be developed by the Sub-Group in March which would set out the key issues for consultation. The Board agreed that the main stakeholders for this initial consultation should be:
· Camphill Communities Trust (NI)
· Camphill Community Mourne Grange
· Camphill Community Glencraig
· Camphill Community Clanabogan
On further consideration, the Sub-group considered that we should add the following to that list:
· Camphill Community Holywood
· Craigowen Housing Association Staff
A Consultation Document has been drafted and is attached at Appendix 1 to this paper. The intention would be to issue the document in the next week and to seek responses by 30 June. While this will make the original objective of completing the exercise by the AGM unobtainable, the group considers that, if the consultation is to be meaningful, sufficient time must be given to consultees. It is intended to offer to meet with the respective Boards if they would find that helpful.
Strategic Issues from the Corporate Strategy 2023-2026
It should be noted that a Corporate Strategy document was prepared in 2023 and adopted by the Board. Although this Corporate Strategy document was put together quickly and with minimal consultation, much of its content may still be of relevance and value in the preparation of the 2024-2029 Strategic Plan. 
The five strategic priorities set out in this earlier 2023 Corporate Strategy document were:
1. Meeting Tenant Needs: Providing high quality services to all our tenants and the people who support them and ensuring that we take gull account of their views in developing these services
1. Finance: Ensuring continuing financial viability and delivering value for money
1. Improving Governance: Ensuring that we have a Board of Trustees with the necessary experience and competences to oversee the management of the Association and that we comply as far as possible with departmental regulatory standards
1. Investing in our People: Continuously supporting, developing, and fairly rewarding our staff team so that they have the necessary skills to provide our services
1. Building Relationships: Exploring partnership working across the Camphill Community family and other strategic stakeholders
It is for consideration whether these still represent our priorities and, if not, what they should be. This is a question we will be asking the Board as the development process proceeds.
Strategic Questions for Board Consideration 
The replies to the external consultation will no doubt raise issues for consideration by the Board, but there are also a number of questions which are more appropriate for the Board to consider. At a high level these might include:
· What makes Craigowen Housing Association unique?
· What have been the main achievements of CHA in the last 3/5 years? 
· What are the main challenges CHA has faced in the last 3/5 years?
· Do you agree with the SWOT analysis? Is there anything we have omitted or shouldn’t have included?
However, there is also a range of more specific questions for Board consideration in due course and these are set out in Appendix 2.
Next Steps
Members are asked to note the progress of the Strategic Development Sub-group and comment as appropriate.
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APPENDIX 1
CRAIGOWEN HOUSING ASSOCIATION
STRATEGIC PLAN 2024-2029
DRAFT CONSULTATION DOCUMENT
Craigowen Housing Association is currently developing its Strategic Plan for 2024 to 2029.  Over the last few years the Association had been considering its future in terms of mergers with other organisations. That is no longer the case and the Board of the Association now considers that the time is right to develop a long-term strategic plan for it to continue as a sustainable and independent Housing Association.

We are contacting you because [Camphill Communities Trust] is an important strategic partner of Craigowen Housing Association. We would therefore like to seek your views on where we currently are as an organisation – and your reflections and comments on what our priorities should be for the next five years. 
Thank you for taking the time to respond to this consultation. We would be very grateful if you would return your response to [name & email] on or before 30th June 2024. 
1. Quality of Housing Stock
Craigowen Housing Association’s mission is to provide high quality accommodation, consistent with the Camphill Community ethos, that is properly managed and fully meets the needs of our beneficiaries and their carers at affordable rents now and in the future. 
	What is your assessment of the quality of the housing provided by Craigowen Housing Association?

	



2. Sustainable Housing
Craigowen Housing Association understands and shares the ethos of Camphill in relation to the need to be respectful of the planet. During the period of our next Strategic Plan, the environmental sustainability of our housing stock should perhaps be a key area of concern.
	2.1 Do you think the environmental sustainability of the housing stock should be a strategic priority for Craigowen Housing Association in 2024-2029? If so, what practical steps do you think we could take to achieve this?

	



	2.2 Should Craigowen Housing Association carry out a review of energy efficiency and set minimum standards of energy efficiency for its properties?  

	



3. Build More Homes
Craigowen Housing Association has not built any new housing for a number of years. Instead of being regarded as a developing housing association, it has instead focused on maintaining and managing its existing housing stock.
	3.1 Over the next five years, do you think it should be a priority for Craigowen Housing Association to build more homes – or should Craigowen instead focus on the modernisation and renovation of its existing properties?  

	



	3.2 What insights do you have in relation to future housing needs, for example in terms of:
· funded demand for increased housing provision?
· co-workers?
· increased need for independent living as opposed to communal living?
· whether to prioritise new builds or extensions/renovation/modernisation of existing properties?

	



4. Service Quality
Craigowen Housing Association strives to meet our tenants’ needs to the best of our ability and ensure tenants are engaged in decisions about their accommodation.  
	4.1 What is your assessment of the quality of the services tenants receive from Craigowen Housing Association? 
4.2 How could our services be improved?

	



	4.3 How effective has Craigowen Housing Association been in terms of planned maintenance and response maintenance? 

	



5. Relationship with Camphill
The Camphill Communities and the Camphill Community Trust (NI) are our key strategic partners. Craigowen Housing Association was originally founded in order to provide accommodation and associated services to Camphill - and therefore the importance of maintaining and strengthening the quality of our relationship with Camphill cannot be overstated.  
	5.1 What is your assessment of the quality of the relationship between Craigowen Housing Association and [     ]?

	



	5.2 Are there any examples of actions that Craigowen Housing Association is currently taking which contributes to a positive relationship with [  ]? 
Do you have any suggestions for other practical steps which could be taken to improve the quality of this relationship?  

	



6. Strategic Priorities
Craigowen Housing Association’s previous Corporate Strategy set out the following five strategic priorities: 
1. Meeting Tenant Needs: Providing high quality services to all our tenants and the people who support them and ensuring that we take full account of their views in developing these services
2. Finance: Ensuring continuing financial viability and delivering value for money
3. Improving Governance: Ensuring that we have a Board of Trustees with the necessary experience and competences to oversee the management of the Association and that we comply as far as possible with departmental regulatory standards
4. Investing in our People: Continuously supporting, developing, and fairly rewarding our staff team so that they have the necessary skills to provide our services
5. Building Relationships: Exploring partnership working across the Camphill Community family and other strategic stakeholders
	Do you think these strategic priorities are still valid – and, if so, how could they be further developed?

	






APPENDIX 2 
DETAILED STRATEGIC QUESTIONS FOR THE BOARD
Developing Housing Association
CHA is not defined as a ‘developing housing association’ as it has not built any new housing for a number of years. What would be the benefits of being defined as a developing housing association? Should it be a long-term priority for CHA to build more homes? Is there any evidence of unmet need or should CHA keep doing what it is currently doing with the existing footprint – and aim to do it better? Consideration of these questions will be informed by the outcome of the consultation.
Finances
· In the long-term, how secure is CHA’s income in terms of rent, Health funding, and Supporting People funding?
· In relation to finance and funding, how does CHA compare with other Housing Associations?
· What could be done to improve CHA’s financial position and mitigate against any threats?
· Does CHA have a robust financial management regime?
· Does CHA apply best practice in terms of procuring goods and services – and achieving value for money?
· Are rent levels appropriate? Is rent affordable to tenants whilst providing the income necessary for property maintenance?  
· In terms of the financial viability of the Camphill Communities and Camphill Communities Trust (NI), does CHA need better communication and access to more information?
· How are our rent levels currently perceived? Are they seen as affordable to residents in the longer term?
· Do our services provide value for money?
Board and Governance
· Does the Board of CHA have the necessary skills and experience?
· Does the Board refresh its membership regularly?
· Are trustees provided with appropriate training?
· Does CHA keep its governance policies and procedures under review and up to date? 
Staff 
· Do CHA staff have the necessary skills and experience to do their jobs effectively?
· Are all employees provided with development opportunities and appropriate training?
· Are employees appropriately involved in developing the strategic direction of CHA?
· Does CHA recognize and reward excellence in the workplace? 
· Is staff remuneration set at an appropriate level? 


Title to Properties
In carrying out the recent due diligence exercise in relation to the proposed property transfers, it was discovered that title to some of CHA’s property was not as clear as it should have been. There is a patchwork of land ownership on the Camphill Community sites – with some land owned by CHA and some by CCTNI. Site boundaries between these patches are also unclear. As a matter of good governance, should it be a priority for CHA to address these issues in relation to property title and land boundaries? 
Quality of Housing Stock
CHA’s mission is to provide a safe and comfortable home to people with learning difficulties. The general quality of CHA housing stock is good, although an up to date stock condition survey for all three Communities would inform a more up to date assessment of the situationHistorically, response maintenance was contracted out to other providers and contractors – and the perception is that performance was generally poor. Maintenance has now been brought in-house – and response maintenance standards are improving.  
Should CHA continue to build up its in-house response maintenance team? 
Sustainability
A full review of energy efficiency is required as all CHA properties were built some time ago. Should the Strategic Plan include a strong statement about the sustainability of the estate? Should CHA set minimum standards of energy efficiency for all its properties? 
Relationship with Camphill Communities Trust (NI), the Camphill Communities and the residents
· Are tenants appropriately involved in the work of CHA? Does CHA make regular visits to the Camphill Communities, participate in tenant group meetings and attend social events?
· Is there a need to improve the quality of the relationship between Camphill Communities Trust (NI) and CHA?
· Is there a need to improve the quality of the relationships between CHA and the three Camphill Communities? 
· Do the Joint Management Agreements need to be reviewed?
· Do communications need to be improved between CHA and these key stakeholders?
Could the Communities and the Trust suggest any practical steps as to how relationships could be improved?
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