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	INTERNAL AUDIT PROGRAMME GUIDE

RESPONSE REPAIRS

	Housing Association Internal Audit Forum



Preamble

Responsive repairs, sometimes known as day to day repairs, are an important aspect of any housing association’s activity, it forms one strand of a housing association’s overall approach to the management of its stock through its Asset management Strategy.  This also incorporates Planned Maintenance and progression towards the Decent Homes Standard, all of which are discussed within its own specific IAPG Guide.   In fact the quality of the housing association’s Asset Management Strategy including planned maintenance can have a direct influence on the level and spend on responsive repairs.

Tenants often judge the quality of the housing association’s management by the quality of the Responsive repair service as one which can involve day to day contact with front line Staff.  Thus, Responsive repairs offer a prime opportunity for an housing association to demonstrate responsiveness to a tenant’s requests.  It is also one where no other body has a shared responsibility of the outcome.  It should also be noted implications arising from this process are also reflected in the individual IAPG guides on Continuous Improvement and Customer Service.

The risks associated with an housing association’s inability to perform adequate repairs go beyond the potential deterioration of the fabric of the Association’s property.  The resulting loss of reputation and bad publicity, especially if the affected tenant is a vulnerable person or the repair problems occur out of normal hours, can have a severe impact on the housing association and weaken tenant confidence in the housing association as a committed, responsible landlord.

Responsive repairs is often high profile in terms of performance monitoring by third parties.  All housing associations set and monitor targets for the speed of different categories of repairs.  

One of the three overriding objectives of the Housing Corporation’s Regulatory Code is that housing associations are Properly Managed.  Within this housing associations must ensure they ‘ develop and manage good quality homes that seek to meet people’s needs and performance now and in the future, ensuring that :’ specifically in regard to repairs, “maintenance is carried out effectively and responsively and in ways that reflect residents’ preferences” (Section 3.4 – 3.4.2).

The associated regulatory guidance on this specifies the need for a “responsive repairs service that meets legal and contractual obligations and is efficient and effective.  It has published service standards and is sensitive to the needs of vulnerable residents”.

In this context the Housing Corporation requires housing associations to have targets for emergency, urgent and routine repairs which do not extend beyond 24 hours, 7 days and 1 month respectively. Housing associations are then expected to make 95% of emergency and 90% of urgent and routine repairs within these targets.

This guide can be applied in some other areas to the operation of an internal works services \ direct labour organisation (DLO) within the housing association, although a number of housing associations rely on external contractors for the provision of responsive repairs works.  In considering the operation of a works services depots in this area we therefore recommend the use of the Housing Corporation Good Practice Guide relating to Direct Labour Organisations. 

Performance in this area is closely monitored and published by third parties such as the Audit Commission and the Housing Corporation. 

Review of housing association’s arrangements for Responsive Repairs remains a key part of the Inspection methodology for housing associations, responsibility for which transferred from the Housing Corporation to the Housing Inspectorate of the Audit Commission in April 2003.

One final area worthy of mention is Egan and the partnering agenda.   Traditional procurement routes such as competitive tendering are no longer viewed as the only way in which to procure such services. The recommendations of the Egan Review and Inspection’s of housing associations advocate a move towards partnering arrangements with responsive contractors as a means of delivering both value for money and continuous improvement in services.  However the potential to undertake such a move depends on the nature of the local contractor market and many housing associations have preferred to keep such arrangements under a formal contract in case of any service difficulties.  Consequently given the differing application of such principles we have not discussed this aspect in detail, however further information on partnering can be obtained from the Housing Forum hosted on the Construction Excellence website, details of which are listed below.

Overall, therefore, this is an area which, if not closely controlled, could expose an housing association to significant adverse publicity.

Areas covered by this Guide
This IAPG covers the following areas:-

· Overall Control Framework

· Financial Controls

· Administrative Controls

· Customer Services Procedures

· Management Information

Key Risk Areas

As noted in the preamble, failure to put in place, and comply with, an adequate control framework in the area of responsive repairs can have significant adverse impacts on the housing association. Some of the key risks include the following:-
	Risk
	Potential Implications

	Failure to meet ‘emergency’ repair targets
	· Injury/death of a tenant.

· Adverse publicity

· Punitive action by the Housing Corporation



	Failure to carry out pre and/or post inspections
	· Performance of unnecessary work, leading to poor Value for Money (VFM)

· Sub-standard work leading to poor VFM and risks to tenants



	Failure to integrate responsive and planned maintenance work
	· Performance of unnecessary responsive repair work



	Failure to enforce the scheme of delegation
	· Cost overruns

· Unnecessary day works/variation orders

· Use of unsuitable contractors/tradesmen




Other Sources of Information

There are a number of useful publications available on this topic, details of which are given below:

· Housing Corporation – Good Practice guide for RSLs assessing the performance of their Direct Labour Organisation (DLOs) (2003)

· Housing Corporation – RSLs in 2003 : Performance Indicators (2003)

· Housing Corporation – A Charter for HA Applicants and Residents (2003)

· Housing Corporation – Inspection Uncovered – Repairs and Maintenance (2003)

· Audit Commission – Housing Repairs and Maintenance – Learning from Inspection (2002)

· National Housing Federation – Best Value Briefing No 7 – Repairs and Maintenance (2002)

· Audit Commission – Housing Repairs and Maintenance Handbook – Learning from Audit, Inspection and Research (2002)

· Housing Disrepair legal obligations – Good Practice Guidance – Office of the Deputy Prime Minister (ODPM)  (2001)

· Good Practice Briefing No 22 – Repairs and Maintenance – Chartered Institute of Housing (CIH) (2001)

· R3 – 33/94: Right to Repair and Right to compensation for improvements.

· Good Practice Briefing No 5: Day-to-Day repairs – published by CIH (1996)

Useful Websites

· Housing Corporation – www.housingcorp.gov.uk
· Housing Corporation Bank of Good Practice - www.bankofgoodpractice.org
· National Housing Federation - www.housing.org.uk
· Chartered Institute of Housing - www.cih.org
· Audit Commission – www.audit-commission.gov.uk 

· Office of the Deputy Prime Minister – www.odpm.gov.uk
· Construction Excellence - www.constructingexcellence.org.uk

1.
 OVERALL CONTROL FRAMEWORK

	System Control Objective


	Expected Key Control or Process
	Suggested Tests


	File

Ref

	1.1 A clear strategy for Responsive repairs has been developed by the housing association


	1.1.1 Budgets for Responsive maintenance are approved by the appropriate committee alongside a wider Asset Management Strategy.


	(a)     Confirm that expenditure on Responsive maintenance is clearly identifiable from the Business Plan and Asset Management Strategy.  
	

	   
	1.1.2
The housing association’s responsive repair strategy is clearly defined in relation to the planned and cyclical 
maintenance programmes (i.e. through the Asset Management Strategy).


	(a) Review the planned and cyclical maintenance programmes and confirm that Responsive maintenance does not include items that should be included as part of the planned or cyclical maintenance strategies.

(b) Confirm that a separate budget has been set for responsive maintenance activity.

(c) Confirm that the budget has been based upon prior analysis of responsive maintenance costs for each main trade category and that the results are reasonable.


	


1.
 OVERALL CONTROL FRAMEWORK (Continued)

	System Control Objective


	Expected Key Control or Process
	Suggested Tests


	File

Ref

	1.2
The Responsive repair strategy takes account of appropriate internal plans and tenant views.
	1.2.1
The responsive maintenance strategy is agreed at corporate level.
	(a) Confirm that the responsive repair strategy has been agreed by the appropriate committee and/or Board. 

(b) Confirm that the responsive repair strategy has been based on an up to date consideration of the housing associations stock attributes.


	

	
	1.2.2
The strategy takes appropriate account of tenant views.
	(a) Review the results of the latest tenants feedback survey (including the ‘satisfaction’ cards submitted after each repair) and assess whether the strategy and approach is consistent with the feedback provided.


	


1.
 OVERALL CONTROL FRAMEWORK (Continued)

	System Control Objective


	Expected Key Control or Process
	Suggested Tests


	File

Ref

	1.3
Policies for the Responsive repair function are adequate and accord with Housing Corporation Guidance.
	1.3.1 The housing association has established an appropriate methodology for classifying Responsive repairs.


	(a) Confirm that the Responsive repair policy clearly defines emergency repairs, urgent repairs and routine repairs and that these classifications are subject to a process of review.

(b) Confirm that the target levels for each category of repair conform to Housing Corporation guidelines (i.e. 24 hours for emergency, 7 days for urgent and 1 month for routine).

(c) Confirm that targets for each repair category comply with Housing Corporation guidance (i.e. 95% of emergency repairs within target time, 90% of urgent and routine repairs within target times).


	


1.
 OVERALL CONTROL FRAMEWORK (Continued)

	System Control Objective


	Expected Key Control or Process
	Suggested Tests


	File

Ref

	1.3
Policies for the Responsive repair function are adequate and accord with Housing Corporation Guidance. (Continued)
	1.3.2
The housing association has established robust procedures for reporting and monitoring Responsive repair performance.
	(a) Identify the system for recording Responsive repair times and assess the system for reasonableness.

(b) For a sample of repair requests confirm that response times have been accurately recorded.

(c) Confirm that all Responsive repairs (including those requested out of hours) are advised to maintenance staff using a standard agreed format.

(d) From property maintenance records, select a sample of responsive repairs and confirm that all jobs were supported by appropriate documentation.


	

	1.4
Policies on repair priorities for specific types of tenant are adequately developed.
	1.4.1 The housing association has an adequate policy on the right to repair.


	(a) Confirm that the standard tenancy agreement includes a right to repair policy which clearly outlines the categories of repair under which the tenant can claim this right.


	

	
	1.4.2 There is an adequate policy covering repair priorities for exceptional tenant-related circumstances.


	(a) Confirm that appropriate information is made available to Responsive repair staff, by housing management staff, in respect of special needs prioritisation (e.g. elderly persons, tenant with learning disabilities etc.).


	


1.
 OVERALL CONTROL FRAMEWORK (Continued)

	System Control Objective


	Expected Key Control or Process
	Suggested Tests


	File

Ref

	1.5
Service standards have been developed and communicated to tenants.
	1.5.1 Policies on service standards are appropriately communicated to tenants.


	(a) Confirm that the information provided to tenants includes the correct response times (refer to test 1.3.1(b)).

(b) Confirm that the tenant’s handbook contains up to date guidance on the process to be followed for requesting responsive repairs and this is available in alternative formats such as large print, braille, audio tape and other languages.

(C)   
Review the extent to which the housing association has considered communication of service standards to tenants via alternative means such as the website, tenant’s newsletters, etc.


	

	
	1.5.2 Landlord and tenant obligations are clearly defined.


	(a) Confirm that the details provided to tenants clearly outline the landlord and tenants respective obligations for specific repairs, including any legal requirements as well as tenant recharges.


	

	1.6 Appropriate guidelines have been issued to all relevant staff concerning responsive repairs.


	1.6.1 Guidance has been developed, issued to all relevant staff, and updated on a regular basis.


	(a) Review the guidance provided to staff and ensure that it is consistent with stated policy.

(b) Interview a sample of staff and confirm that they are aware of the guidance and that they have access to an up to date version thereof.


	


2.
FINANCIAL CONTROL FRAMEWORK

	System Control Objective


	Expected Key Control or Process
	Suggested Tests


	File

Ref

	2.1
Procedures for controlling Responsive repair costs are adequate and appropriate.
	2.1.1 A schedule of rates is in place for responsive repairs and is reviewed at regular intervals.

(Note: Not all housing associations work to a schedule of rates)
	(a) Confirm that an appropriate schedule of rates is in place and includes separate rates for emergency repairs and other types of responsive repair.

(b) Using the sample at 1.3.2(d) confirm that the rate used for the job agrees with the schedule of rates.


	

	
	2.1.2 Procedures for obtaining quotes/contracting for Responsive repairs are adequate.

(Note:  Where the housing association has an in-house DLO, procedures may differ).
	(a) Confirm that the financial procedures/regulations of the housing association cover the thresholds at which competitive quotes/tendering are required or the procedures and authorisation  for agreement of partnering agreements

(b) Select a sample of high value repairs from the property database and confirm that tendering/quotation or partnering guidelines were complied with.


	


2.
FINANCIAL CONTROL FRAMEWORK (Continued)

	System Control Objective


	Expected Key Control or Process
	Suggested Tests


	File

Ref

	2.1
Procedures for controlling Responsive repair costs are adequate and appropriate. (Continued)
	2.1.3 Adequate guidelines are in place controlling the use of dayworks and variation orders (VOs).


	(a) Confirm that an appropriate procedure for authorising dayworks is in place.

(b) Select a sample of dayworks and confirm that the reasons for authorising dayworks are clearly stated and that the dayworks rate used is correct.

(c) Using the sample at 2.1.3(b) confirm that VOs were authorised in accordance with delegated authorities.

(d) Confirm that responsive repair contracts \ agreements stipulate a maximum threshold for variation orders, above which housing association will not be liable for the cost unless the contractor can demonstrate that the work was approved in advance. 


	


2.
FINANCIAL CONTROL FRAMEWORK (Continued)

	System Control Objective


	Expected Key Control or Process
	Suggested Tests


	File

Ref

	2.1
Procedures for controlling Responsive repair costs are adequate and appropriate. (Continued)
	2.1.4 An appropriate scheme of delegated authorities is in place and communicated to all relevant staff.


	(a) Confirm that a scheme of delegated authorities is in place governing the levels at which staff are able to authorise repairs.

(b) Interview a sample of staff and confirm that they are aware of, and have access to, details of delegated authorities.

(c) Where delegated authorities are governed by IT based controls confirm that the related access/relevant levels accord with the approved scheme of delegation.

(d) Confirm that the scheme of delegation is reviewed on a regular basis and approved by an appropriate committee.

(e) For the sample at 1.3.2(d) confirm that repairs have been authorised in accordance with delegated authority.


	


2.
FINANCIAL CONTROL FRAMEWORK (Continued)

	System Control Objective


	Expected Key Control or Process
	Suggested Tests


	File

Ref

	2.2 Recoverable costs resulting from responsive repairs are adequately identified and actioned.


	2.2.1 Suitable guidelines are in place for dealing with costs that are recoverable from tenants.
	(a) Review the procedures for dealing with costs recoverable from the tenant for responsive repairs and assess their adequacy.

(Note: This should include reference to the cost of emergency call out where the call out is not justified)

(b) Select a sample of costs recoverable from the tenant and confirm that adequate debt recovery procedures have been followed.

(c) Review the sample at 1.3.2(d) and confirm that, in cases where recovery from tenants is appropriate, that appropriate action has been taken or that the decision not to seek recovery has been appropriately authorised.


	

	
	2.2.2 Guidelines are in place for dealing with insurance claims arising from responsive repairs.


	(a) Confirm that relevant excess levels are communicated to all staff involved dealing with Responsive repairs.

(b) On a sample basis confirm that, where costs for responsive repairs are greater than the policy excess, an evaluation is undertaken for a potential insurance claim by a responsible officer.


	


2.
FINANCIAL CONTROL FRAMEWORK (Continued)

	System Control Objective


	Expected Key Control or Process
	Suggested Tests


	File

Ref

	2.3 Variations have been estimated and actual costs are monitored and investigated.


	2.3.1 Management investigation of variations between estimated and actual costs for repairs is adequate.


	(a) Confirm that there is a cost variance threshold above which automatic management appraisal of the cost of a responsive repair occurs.

(b) For the sample at 1.3.2(d), where estimated costs exceed actual costs, confirm that the reasons for the variance have been investigated by management.


	


3.
ADMINISTRATIVE CONTROLS
	System Control Objective


	Expected Key Control or Process
	Suggested Tests


	File

Ref

	3.1
Arrangements for notifying new tenants of repair are adequate.
	3.1.1 Suitable guidelines for notifying new tenants of repair arrangements are in place.


	(a) Confirm that new tenants are notified of repair arrangements by reference to “new tenant” information packs. 


	

	3.2 Procedures are in place for dealing with repair requests received out of normal office hours.



	3.2.1
Adequate guidelines for dealing with out of hours repairs are in place and communicated to staff and tenants.
	(a) Confirm that the tenant’s handbook and website contains details of out of hours contact arrangements.

(b) For a sample of out of hours repairs confirm that procedures for receiving, authorising and carrying out emergency repairs have been complied with.

(c) Confirm that the housing association has a suitable policy on work that can be performed as out of hour’s repairs.

(d) For the sample at 3.2.1(b) confirm that the repairs carried out conform with stated policy.

(e)
Confirm that there are adequate monitoring arrangements where another agency is used for emergency call outs.


	


3.
ADMINISTRATIVE CONTROLS (Continued)
	System Control Objective


	Expected Key Control or Process
	Suggested Tests


	File

Ref

	3.3 Pre and post inspection procedures are used to identify the scope and quality of Responsive repairs.


	3.3.1
There is an adequate procedure for pre inspection prior to repair including targets and thresholds.
	(a) Confirm there is an adequate procedure in place to control the use of pre-inspection that includes targets and thresholds.

(b) Using the sample at 1.3.2(d) confirm that any pre-inspections required were actually carried out.

(c) Confirm that there is an appropriate procedure for agreeing variations to the initially notified repair following inspections.

(d) For any relevant items in the sample at 1.3.2(d) confirm that variations from the original estimate have been properly approved.


	


3.
ADMINISTRATIVE CONTROLS (Continued)
	System Control Objective


	Expected Key Control or Process
	Suggested Tests


	File

Ref

	3.3 Pre and post inspection procedures are used to identify the scope and quality of Responsive repairs. (Continued)


	3.3.2  Adequate procedures for post inspections of work are in place.
	(a) Confirm that criteria have been established for conducting post inspections and that they are adequate (A typical level is 10% of completed jobs).

(b) Confirm that the percentage rate set for post inspections of repairs is complied with.

(c) For the sample at 1.3.2(d) confirm that the post inspection was carried out in a timely manner.

(d) For the sample at 1.3.2(d) confirm that the contents of inspection reports comply with stated policy and that they include tenant views where appropriate.


	

	
	3.3.3 Adequate procedures for review of external contractors are in place.


	(a) 
Confirm that contracts \ agreements with external contractors contain provision for formal review mechanism.

(b) Confirm that regular performance review of external contractors is undertaken including any outstanding jobs, jobs not completed on target, satisfaction complaints and cost against original agreement.  These performance reviews are formally recorded.


	


4.
CUSTOMER SERVICE PROCEDURES
	System Control Objective


	Expected Key Control or Process
	Suggested Tests


	File

Ref

	4.1 There is an adequate customer service framework for Responsive repairs.


	4.1.1
Suitable customer service arrangements for Responsive repairs are in place.
	(a) Review the management and administrative arrangements for responsive repairs and confirm that responsibilities for scheduling and agreeing work are appropriately allocated.

(b) Review resources committed to proceeding with responsive repairs and consider whether they are adequate by reference to the achievement of performance targets.

(c) Review the extent to which an appointments system for repairs has been considered \ utilised in order to minimise aborted calls.


	

	
	4.1.2
An adequate complaints framework is in place.
	(a) Confirm that the complaints procedure forms part of the tenant’s handbook and provides relevant information on how to register a complaint.

(b) Confirm that there is a formal mechanism for dealing with complaints and that it has been followed.

(c) For a sample of complaints relating to responsive repairs confirm that laid down procedures have been followed.


	


4.
CUSTOMER SERVICE PROCEDURES (Continued)
	System Control Objective


	Expected Key Control or Process
	Suggested Tests


	File

Ref

	4.1 There is an adequate customer service framework for Responsive repairs. (Continued)


	4.1.3
An adequate compensation framework is in place.
	(a) Confirm that a clear set of criteria exists for compensation payments to tenants and that these payments take account of the initially assessed urgency of the repair.

(b) Confirm that there is a formal procedure for agreeing ex gratia payments due to inconvenience caused by cancelled appointments, or other reasons.

(c) Select a sample of compensation and ex-gratia payments and confirm that amounts paid have been properly authorised and are in accordance with laid down policies.


	


5.
MANAGEMENT INFORMATION

	System Control Objective


	Expected Key Control or Process
	Suggested Tests


	File

Ref

	5.1
Management information produced on responsive repairs is adequate.
	5.1.1
Management information adequately covers the performance of the responsive repairs function, which is reported on a regular basis to senior management/board /committees.
	(a) Examine the scope of the information reported to senior management/board/ committees and confirm that it includes adequate consideration of performance, using statistics including:

· Number of responsive repairs performed each quarter;

· Number of rescheduled works;

· Unkept appointments;

· Complaints about maintenance personnel.

(b) Confirm, by review of committee and senior management minutes, that performance reports have been made at least quarterly to committee and senior management.

(c) For a sample of reports confirm their arithmetical accuracy to source documents.


	

	
	5.2.1
Outturn v budget statements are produced and reported to the relevant committee, with relevant variances explained.
	(a) Confirm that “outturn v budget” statements are provided to the relevant committee on a regular basis and that the outturn figures are accurate.
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