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Preamble

The planned maintenance of any housing association’s housing stock is an important element of any stock investment strategy.  A properly defined planned maintenance strategy will enable the housing association to provide housing with an increased asset life, and more importantly, can significantly enhance the housing association’s reputation as a provider of quality social housing stock.

This guide should also be read in conjunction with the asset management guide (IAPG 15) which covers the details of how associations should manage their stock including undertaking stock condition surveys which originally sat within the planned maintenance guide. However, to achieve effective planned maintenance it is essential that a sound and regular (every 5 years) stock condition survey is carried out.

The key to an effective planned maintenance programme is having detailed knowledge of the attributes of the housing stock.  Without a detailed survey, the planned maintenance programme runs the risk of committing capital resources in a manner that does not optimise overall stock improvement.  It can also lead to significant problems being addressed via future response repairs, at a much higher cost than would have been the case had planned maintenance occurred.

A planned maintenance programme also needs to take account of tenant views and the provision of tenant choices to optimise tenant satisfaction rates.  Therefore, it is important that adequate procedures are in place to obtain tenant views and act upon then wherever possible.

Planned maintenance involves, in the vast majority of cases, refurbishment with the tenant still in occupancy.  This makes planned maintenance contracts significantly more sensitive than contracts for new build properties as communication and people issues will constantly arise during the contract.  Therefore, the procedures need to take account of the potential problems that can arise with the interaction of building works and significant numbers of people.

An important aspect of any planned maintenance programme will be the appointment of suitable consultants and contractors.  This guide has been written to take account of the introduction of the Egan arrangements for contractors.  However, where housing associations adopt other arrangements, internal auditors will need to appraise themselves of these procedures and assess their adequacy for ensuring value for money and competition.

Planned maintenance programmes are also affected by the landlord and tenant and housing acts.  This guide takes account of the provision of the Landlord and Tenant Act 1985.  However, auditors must make themselves familiar with the current legal position prior to the use of this programme. This includes legislative matters which are not directly associated with letting legislation but place a legal responsibility upon the landlord such as their responsibility to ensure all gas appliances provided are checked regularly and certified as safe.

Aspects of the Housing Corporation’s Regulatory Code can only be met with a good planned maintenance. These aspects are considered in more detail within the asset management guide (see IAPG 15)

Areas covered by this IAPG.

This IAPG covers the following areas:-

· Overall control Framework

· Tenant consultation

· Selection and monitoring of consultants and contractors

· Financial control procedures

· Post Contract Review

· Management Information.

NB. Stock condition surveys is now included within the Asset Management Guide – IAPG 14)

Key Risk Areas

As noted in the preamble failure to put in place, and comply with, an adequate control framework in the area of planned maintenance can have significant adverse impacts on the housing associations, particularly given the interest of the Housing Corporation and tenants in this topic.  Some of the key risks include the following.

	Risk
	Potential Implications

	Failure to have in place an up to date planned maintenance strategy.


	· Deterioration of stock, storing up future problems and costs

· Tenant dissatisfaction leading to increased voids and (possibly) arrears.

· Failure to achieve decent homes standard



	Inadequate consultation with tenants.


	· Delays to repair programme.

· Tenant dissatisfaction leading to increased voids and (possibly) arrears.



	Failure to comply with leaseholder/freeholder rights and obligations.


	· Legal action leading to poor PR and costs.




Bibliography

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

· “Inspection Uncovered – Customer Service” – Housing Quality Network Services (2003)

· “Understanding our assets” – Housing Corporation (2003)

· “Property and Procurement: New Tools for Housing Association Board Members” – Housing Corporation (2003)

· “Decent Homes Standard” – Housing Corporation (2003)

· “Stock Condition Surveys: a guide for registered social landlords” – NHF,     ISBN 0 86297 477 1

· “Managing the assets: an introductory guide to asset management for housing associations” – NHF, ISBN 0 86297 491 7

· “Strategies for asset management” – NHF, ISBN 0 86297 462 3

· “Asset Management for Housing Associations” – NHF

· “A Decent Home: The definition and guidance for implementation” – OPDM (2004) 

· “Maintenance and the law: a guide for housing associations”- NHF,                 ISBN 0 86297 308 2

· “Implementing the Clients’ Charter: a step-by-step guide” – NHF,                           ISBN 0 86297 473 9

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
1.  
OVERALL CONTROL FRAMEWORK

	System Control Objective
	Expected Key Control or Process
	Suggested Tests


	File

Ref

	1.1
Planned maintenance is adequately considered as part of the housing association’s corporate and financial plans.
	1.1.1
There is a budget for planned maintenance as part of the housing association’s corporate and business plan.
	(a) Confirm that the budget for planned maintenance is approved by the board.

(b) Confirm that the budget takes account of programmed refurbishment and cyclical works and is based on appropriate and realistic planned work.


	

	
	1.1.2 Funding issues for planned maintenance programmes are adequately considered.


	(a) Confirm that the planned maintenance programme clearly outlines the expected sources of funding.


	

	
	1.1.3 Funding for the planned maintenance programme is prioritised over response maintenance as part of the stock maintenance strategy of the housing association.


	(a) Confirm that the planned maintenance programme has been given appropriate priority over response maintenance in the business and corporate plan by way of inspection of the plans and interviews with relevant staff.


	

	1.2
Planned maintenance is based on an appropriate analysis of the housing association’s stock.
	1.2.1
The planned maintenance programme is based on reliable information about the housing association’s stock attributes.
	(a) Obtain a copy of the planned maintenance strategy and confirm that this is based on an up-to- date stock condition survey.

(b) For a sample of properties included in the planned maintenance programme for a specific type of work, confirm that the requirement for planned maintenance is consistent with the stock condition survey data.


	


1.  
OVERALL CONTROL FRAMEWORK (Continued)

	System Control Objective
	Expected Key Control or Process
	Suggested Tests


	File

Ref

	1.3
The planned maintenance strategy is considered in relation to other housing association policies and priorities.
	1.3.1 The planned maintenance strategy takes account of decisions about prioritisation of improvements.


	(a) Review the housing association’s housing strategy for evidence of specific approaches towards certain estates or areas, and confirm that the planned maintenance strategy is consistent with this.


	

	
	1.3.2 The planned maintenance schedule is consistent with the housing association’s priorities for maintaining its stock and with its stock standards.


	(a)
Confirm that the housing association has clear priorities for specific types of planned maintenance and that these have been agreed by the senior management team and the Board or relevant committee.

(b) Confirm that the planned works are consistent with the priority scheme of improvements arising from the most recent stock condition survey.


	



2.
TENANT CONSULTATION

	System Control Objective
	Expected Key Control or Process
	Suggested Tests


	File

Ref

	2.1
The housing association has a formal policy on tenant consultation prior to planned maintenance work commencing.
	2.1.1 Tenants are informed about the proposal to commence planned maintenance.


	(a) For a sample of planned maintenance projects confirm that tenants were contacted in a timely manner on the planned maintenance work and the likely timescale.


	

	
	2.1.2 Tenants are consulted on their preferences for specific types of planned maintenance.


	(a) For the sample at 2.1.1(a) confirm that, where tenants have been excluded from planned maintenance programmes, the reasons were communicated to them.  (eg the property is under a right to buy notice or significant rent arrears have lead to exclusion).
(b) For the sample at 2.1.1 (a) above confirm that adequate consultation between tenant groups, the housing association and the contractor took place.

(c) For the sample at 2.1.1(a) confirm that planned maintenance requirements included obtaining tenant choices where applicable, were identified prior to the commencement of the contract.
	

	2.2 The housing association has appropriate guidelines for the conduct of “in situ” planned maintenance.


	2.2.1 
Adequate procedures are in place to cover the making of disturbance payments.
	(a) For the sample at 2.1.1(a) confirm that any claims for disturbance payments were considered and acted upon in a timely manner.

(b) For the sample at 2.1.1(a) confirm that the responsibility for agreeing disturbance payments was authorised by an appropriate manager.


	


2.
TENANT CONSULTATION (Continued)

	System Control Objective
	Expected Key Control or Process
	Suggested Tests


	File

Ref

	2.3
Guidelines for consultation with owners and leaseholders are adequate and comply with statutory requirements.
	2.3.1
Appropriate guidelines are in place on consultation and liaison with homeowners.
	(a) Select a sample of planned maintenance projects including freehold and leasehold owners and confirm that the owners were consulted on the work programme including the timescale of the programme.

(b) For the sample at 2.3.1(a) confirm that freeholders were offered the opportunity to participate in the planned maintenance scheme at their own expense.

(c) Confirm that there are adequate procedures in place to deal with disputes over property damage caused by the planned maintenance programme.

(d) For any item in the sample at 2.3.1(a) where damage occurred confirm that claims were dealt with in accordance with laid down procedures.


	


2.
TENANT CONSULTATION (Continued)

	System Control Objective
	Expected Key Control or Process
	Suggested Tests


	File

Ref

	2.3
Guidelines for consultation with owners and leaseholders are adequate and comply with statutory requirements. (continued)
	2.3.2
Appropriate guidelines are in place on consultation and liaison with leaseholders.


	(a) For the sample at 2.3.1(a) confirm that leasehold properties are part of the planned maintenance programme, verify that the improvements proposed could be, and were charged to the leaseholder under the terms of the lease.

(b) For the sample at 2.3.1(a) confirm that the notice sent to leaseholders complied with the section 20 conditions on the description of the works and the conditions relating to leaseholders comments to the housing association.

(c) For the sample at 2.3.1 (a) confirm that the residents association was contacted in accordance with Section 20 of the Landlord & Tenant Act.

(d) For the sample at 2.3.1(a) confirm that leaseholders were consulted over any planned maintenance works that affected service charge contributions over and above the statutorily defined works cost.
	


2.
TENANT CONSULTATION (Continued)

	System Control Objective
	Expected Key Control or Process
	Suggested Tests


	File

Ref

	2.4
Guidelines exist for the scheduling of planned maintenance work taking account of tenant concerns.
	2.4.1
An appropriate procedure is in place for organising planned maintenance works and notifying tenants accordingly.
	(a) For the sample at 2.1.1(a) confirm that tenants were told in good time that planned maintenance works will commence in their neighbourhood, and of any potential disruption caused by, ie the siting of huts or restrictions on vehicular access.


	

	
	2.4.2
Procedures are in place for amendments to be made to the planned cycle of works and notify tenants accordingly.
	(a) For the sample at 2.1.1(a) confirm that any minor changes to the planned cycle of works due to unavoidable tenant absence were acted upon.

(b) For the sample at 2.1.1(a) confirm that any alterations to the planned schedule of works were agreed by an appropriate manager and notified to the tenant.
	


3 SELECTION AND MONITORING OF CONSULTANTS AND CONTRACTORS.

	System Control Objective
	Expected Key Control or Process
	Suggested Tests


	File

Ref

	3.1 Consultants and contractors used on the planned maintenance programme are selected by an appropriate process of vetting.  (Note:  This may not apply to housing associations with large works services organisations).
	3.1.1 Consultants used on the planned maintenance programme are selected using an appropriate process of vetting (such as Egan).


	(a) For the sample of planned maintenance contracts at 2.1.1(a) confirm that the procedures used for the selection of consultants for planned maintenance conformed to stated policy.


	

	
	3.1.2 Contractors used in the provision of planned maintenance programme are vetted using an appropriate process of vetting (such as Egan).



	(a) For the sample of planned maintenance contracts at 2.1.1(a) confirm that the selection of contractors for planned maintenance conformed with stated policy.


	


3. SELECTION AND MONITORING OF CONSULTANTS AND CONTRACTORS. (Continued)

	System Control Objective
	Expected Key Control or Process
	Suggested Tests


	File

Ref

	3.1 Consultants and contractors used on the planned maintenance programme are selected by an appropriate process of vetting. (Continued)
	3.1.3 Procedures for appointing consultants and contractors using negotiated arrangements are satisfactory.


	(a) For relevant items in the sample at 2.1.1(a) confirm that negotiated planned maintenance contractors were authorised by suitably senior officers and that this responsibility was controlled via the standing orders.

(b) For relevant items in the sample at 2.1.1(a) confirm that the terms of a contract were consistent with the terms of the other contracts for planned maintenance work.

(c) For relevant items in the sample at 2.1.1(a) confirm that the process of negotiation was adequately documented, from the proposal through to the agreement of terms, and was suitably authorised.


	


3. SELECTION AND MONITORING OF CONSULTANTS AND CONTRACTORS. (Continued)

	System Control Objective
	Expected Key Control or Process
	Suggested Tests


	File

Ref

	3.2 An adequate procedure for assessing the performance of consultants and contractors during the currency of the planned maintenance arrangements is in place.
	3.2.1 Site meetings are conducted during the currency of the contract.


	(a) For the sample at 2.1.1(a) confirm that a programme of site meetings was produced and that there are supporting minutes for the site meetings held.

(b) For the sample at 2.1.1(a) confirm that any problems raised at site meetings, were acted upon/resolved.


	

	
	3.2.2 Letters of complaint from tenants are forwarded to the contractor.


	(a) Using the sample at 2.1.1(a) identify any tenants complaints and confirm they have been responded to in a timely, appropriate manner and in accordance with stated policy.

(b) For any cases in 3.2.2 (a) above where ex gratia payments were required to be made by the contractor, confirm that they were made promptly and in full.

 
	


4.
FINANCIAL PROCEDURES
	System Control Objective
	Expected Key Control or Process
	Suggested Tests


	File

Ref

	4.1 Cashflow forecasts are obtained in respect of each planned maintenance project.

(Note: This will not apply to smaller shorter term contracts)
	4.1.1 The contractor prepared a cashflow forecast for each planned maintenance contract.


	(a) For the sample at 2.1.1(a) confirm that a cashflow forecast was been submitted by the contractor.

(b) For the sample at 2.1.1(a) confirm that the cashflow forecast was submitted to, and reviewed by, finance.


	

	
	4.1.2 Variation instructions are subject to a process of agreement prior to their issue.


	(a) Select a sample of variation instructions and confirm that they were subject to a proper process of authorisation in accordance with the scheme of delegation.

(b) For the sample at 4.1.2(a) above confirm that they were agreed with the contractor prior to their issue and issued in a timely manner.

(c) For the sample at 4.1.2(a) confirm that the contracts contained a clause stating that the housing association would not be liable to meet the costs of variation instructions over a pre-set value unless the contractor was able to produce evidence of the written prior approval of the housing association.  (Note:  This will serve to mitigate risks to the housing association in the event that  staff are circumventing the system).
	


4.
FINANCIAL PROCEDURES (Continued)
	System Control Objective
	Expected Key Control or Process
	Suggested Tests


	File

Ref

	4.1 Cashflow forecasts are obtained in respect of each planned maintenance project.

(Note: This will not apply to smaller shorter term contracts) (Continued)
	4.1.3 Adequate procedures are in place for the assessment of planned maintenance payments claimed by contractors.


	(a) Select a sample of contract payments and confirm that all payments claimed have been supported by valuations provided by the contractor.

(b) For the sample at 4.1.3(a) confirm that the valuations provided by the contractor have been subject to an adequate process of checking (including by a QS if appropriate) prior to the issue of the certificate of payment.

(c) For the sample at 4.1.3(a) confirm that the certificate of payment has been appropriately authorised in accordance with the scheme of delegation.
	

	4.2 Retention and liquidated damages payments are included in planned maintenance contracts.


	4.2.1 Planned maintenance contracts contain an agreed level and rate of retention.


	(a) For the sample at 2.1.1(a) confirm that the contract contains an appropriate level of retention.


	


4. FINANCIAL PROCEDURES (Continued)

	System Control Objective
	Expected Key Control or Process
	Suggested Tests


	File

Ref

	4.2 Retention and liquidated damages payments are included in planned maintenance contracts. (Continued)


	4.2.2 Planned maintenance contracts contain provision for liquidated damages.
	(a) For the sample at 2.1.1(a) confirm that contracts contain clauses relating to liquidated damages.

(b) For the sample at 2.1.1(a) confirm that, where liquidated damages have been applied, the reasons have been communicated to the contractor.

(c) For the sample at 2.1.1(a) confirm that liquidated damages have been deducted from payments, where applicable.
	


4.
FINANCIAL PROCEDURES (Continued)
	System Control Objective
	Expected Key Control or Process
	Suggested Tests


	File

Ref

	4.3 Procedures for final contract payments are adequate.


	4.3.1 A certificate of practical completion is issued in a timely manner, based on an adequate assessment of the completion of the works.


	(a) For the sample at 2.1.1(a) confirm from the certificates for payment that retentions were made and released in accordance with retention conditions.

(b) For the sample at 2.1.1(a) confirm that a certificate of practical completion was issued.

(c) For the sample at 2.1.1(a) confirm that the issue of the certificate was based on an adequate documented analysis of the completion of the works.


	

	
	4.3.2 A certificate of making good defects is issued on expiry of the defects liability period.


	(a) For the sample at 2.1.1(a) confirm that the certificate of payment was issued in a timely manner following the assessment of practical completion.

(b) For the sample at 2.1.1(a) confirm that a certificate of making good defects was issued.


	

	
	4.3.3 Final payments to the contractor are controlled by an appropriate procedure.


	(a) For the sample at 2.1.1(a) confirm that final payment was made after a final inspection of the works had been conducted.

(b) For the sample at 2.1.1(a) confirm that the procedure for authorising final payments under the contract were followed.


	


4.
FINANCIAL PROCEDURES (Continued)

	System Control Objective
	Expected Key Control or Process
	Suggested Tests


	File

Ref

	4.4 Final account procedures are adequate.


	4.4.1 Checks are made on the final account submitted by the contractor.


	(a) For the sample at 2.1.1(a) confirm that the final account was agreed prior to any retention monies being released.

(b) For the sample at 2.1.1(a) confirm that the final account was submitted in a timely manner.

(c) For the sample at 2.1.1(a) confirm that the final account was reviewed by a person independent of the contract team.
	


5.
POST CONTRACT REVIEW

	System Control Objective
	Expected Key Control or Process
	Suggested Tests


	File

Ref

	5.1 A post contract review is undertaken for each planned maintenance contract.


	5.1.1 Procedures exist to ensure that the performance of the  consultant/contractor is assessed for each planned maintenance scheme, on a consistent basis.


	(a) Confirm that a proforma is used for conducting the assessment of consultant/contractor performance.

(b) Confirm that responsibility for conducting post contract reviews is clearly defined.


	

	
	5.1.2 Reviews for each planned maintenance contract completed have been conducted in accordance with stated policy.


	(a) For the sample at 2.1.1(a) confirm that a review has been conducted and reviewed by appropriate staff.


	

	
	5.1.3 Financial performance is assessed as part of post contract reviews.


	(a) For the sample at 2.1.1(a) confirm that outturn was assessed against the estimate for the contract and reviewed by appropriate staff.

(b) For the sample at 5.1.3(a) confirm that reasonable explanations were given for significant variances from the estimated figures.


	


5.
POST CONTRACT REVIEW (Continued)

	System Control Objective
	Expected Key Control or Process
	Suggested Tests


	File

Ref

	5.1 A post contract review is undertaken for each planned maintenance contract. (Continued)


	5.1.4 Tenant views on the performance of the contractor are considered as part of the post contract review.


	(a) For the sample at 2.1.1(a) confirm that any comments made by tenants on the performance of the contractor have been taken into account as part of the evaluation.

(b) For the items at 5.1.4(a) confirm that, where adverse tenant comment were made on the scope of items open to choice by the tenant, that the tenant concerns were  considered by senior managers and submitted to the Board/Committee for consideration.
	

	5.2 There is an appropriate mechanisms for making recommendations on the conduct of future planned maintenance contracts.


	5.2.1 Recommendations for future planned maintenance contracts are submitted to the appropriate senior manager for consideration.


	(a) For the sample at 2.1.1(a) confirm that any recommendations have been submitted to the appropriate senior manager and that responses were made in a timely manner.

(b) For items arising from the sample at 2.1.1(a) confirm that any alterations required in procedures for planned maintenance contracts have been made and have been communicated to relevant staff.


	


6.
MANAGEMENT INFORMATION
	System Control Objective
	Expected Key Control or Process
	Suggested Tests


	File

Ref

	6.1 Reports are submitted to the appropriate committee on the planned maintenance programme.


	6.1.1 An annual report on the planned maintenance programme is submitted to the Board.


	(a) Confirm that the annual report contains:-

· Outturn v budget for the annual programme;

· An analysis on the progress of the planned maintenance programme in year (including slippages and cancelled work);

· Details of rescheduled planned maintenance work;

· Details on the performance of contractors in the year;

· Any alterations to the long term maintenance plan in terms of scheduling or design features to be made as a result of the in year programme.

· Tenant satisfaction with repairs

· Value of work awarded to each contractor.


	

	
	6.1.2 Regular reports on planned maintenance are submitted to the appropriate committee.


	(a) Confirm that the appropriate committee receives detailed regular reports (at least quarterly) on the progress of the planned maintenance programme.

(b) For a sample of reports confirm their accuracy to the underlying documentation.


	


6.
MANAGEMENT INFORMATION (Continued)
	System Control Objective
	Expected Key Control or Process
	Suggested Tests


	File

Ref

	6.2
Regular budgetary and performance reports on planned maintenance are made available to senior and middle management.
	6.2.1 Monthly accounts contain sufficient  detail on actual and budgeted expenditure in the planned maintenance area.


	(a) Review a sample of management accounts and confirm that they contain information, including year to date and projected expenditure to year end, on planned maintenance expenditure.

(b) Confirm, for a sample of management accounts, that significant variations have been investigated by management.


	

	
	6.2.2 Performance indicators have been set for the planned maintenance area which are regularly reviewed.


	(a) Confirm that appropriate operational performance measures have been set (eg projects completed to time; projects completed to cost; tenant satisfaction surveys etc).

(b) Confirm that the indicators are subject to regular review by Senior Management with the reasons for poor performance being investigated and remedial action taken.
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