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1. Introduction

The role of Communities Scotland

1.1 Communities Scotland is the executive agency for regeneration and
housing, directly responsible to Ministers. Our aim is to work with others to
improve the quality of life for people in Scotland.

1.2 The Housing (Scotland) Act 2001 gives Communities Scotland the role of
regulating Registered Social Landlords (RSLs) and the landlord,
homelessness and factoring services of local authorities. Our purpose as a
regulator is to promote quality, continuous improvement and good practice
in these services, for the benefit of current and future tenants, and other
service users. One way we do this is through the inspection of RSLs and
local authorities. Inspections provide an in-depth assessment of an
organisation, its service quality and its ability to improve. Our Guide to
Inspection describes how we carry out inspections.

The standards we use

1.3 We have published Performance Standards with the Convention of Scottish
Local Authorities (CoSLA) and the Scottish Federation of Housing
Associations (SFHA). These standards set out our joint expectations for
the performance of all social landlords and homelessness functions. The
inspection process is built around an assessment of how well these
standards are being met. We tailor our inspections to take account of the
RSL's role, the local context in which it operates and the standards the
landlord has agreed with its own tenants and service users.

1.4 The Guide to Inspection and Performance Standards is available on our
website at http://www.inspection.communitiesscotland.gov.uk

How we assessed performance
1.5 Our inspectors asked three key questions about this RSL:

e How good are the services we have inspected?
e How well are the RSL and its services being managed?
e Are the services and the RSL likely to improve?

1.6 In order to answer these questions inspectors:

e spoke to tenants and staff at Queens Cross and to members of the
governing body;

e asked other organisations that work closely with Queens Cross for their
views;


http://www.inspection.communitiesscotland.gov.uk/

1.7

1.8

1.9

e visited homes that it owns and manages;

e saw and tested first hand how well services were being delivered and
how well Queens Cross responds to its service users by doing things
like shadowing and observing staff and sampling cases;

e checked key policies, publications & information for service users; and

e took account of Queens Cross’s self-assessment submission.

You will find more details about who we spoke to, what kind of checks we
carried out and what documents we reviewed in Appendix 1. Aspects of
Queen’s Cross’s performance that we consider to represent particularly
positive practice are highlighted in Appendix 2.

Following our assessment, we awarded grades for:

the overall performance of the RSL;
governance and financial management;
housing management services;
property management services; and
property development services.

This is what our grades mean:

A Excellent | Major strengths

B Good Many strengths and some areas where improvement is
needed

C Fair Some strengths, but with significant areas where
improvement is required

D Poor Major areas where improvement is needed

The inspection of Queens Cross Housing Association

1.10

1.11

The inspection team for Queens Cross was led by Lynn McCulloch
(Inspection Manager) and was supported by Audrey Shimmons (Financial
Analysis Manager). The Inspectors were Joyce Stewart and Tom Burns,
assisted by inspection officers Roisin Carville and Julie-Ann Acheson. We
were on site at Queens Cross between 13 and 31 October 2003. We would
like to thank everyone involved in the inspection, particularly the
Management Committee, staff and tenants for their time and co-operation.

This report presents our findings and recommendations. It is published,
together with a summary, on our website at
http://www.communitiesscotland.gov.uk. Queens Cross must make the
summary available to anyone who wants it, report our findings to tenants
and other stakeholders and implement an improvement plan to respond to
our recommendations and the issues raised in this report.
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2. Context

Queens Cross Housing Association

2.1

2.2

2.3

2.4

Queens Cross was registered with the Housing Corporation in Scotland in
1976. The registration body has changed over the years to Scottish Homes
and is now Communities Scotland. The Association is a Registered Social
Landlord, constituted as an Industrial & Provident Society. It has its main
office in Queens Cross, in the north west of Glasgow city centre.

Queens Cross is a long established community based housing association
which was formed to address the below standard housing conditions in the
Queens Cross area of Maryhill, Glasgow. Its initial focus on tenement
improvement provided 1300 modernised homes for tenants and owner-
occupiers by 1983, in partnership with the local authority. Then it widened its
activities into new build housing, housing and support for particular needs,
low cost home ownership and wider action aimed at economic and
community regeneration. From 1994, Queens Cross took part in the transfer
of houses owned by Scottish Homes and the local authority, acquiring
around 1200 homes, which it has subsequently improved. It also extended
its factoring and wider role activities. It currently has around 2000 homes for
rent and provides a factoring service to 1100 owners. There are 114 people
on the staff, providing a range of services from housing and property
management to housing support, community development, caretaking and
welfare advice.

The Association is entering a further period of growth and diversification.
Queens Cross has supported the creation of the Glasgow Housing
Association (GHA) and the transfer of the City Council’s housing stock.
Local Housing Organisations (LHOs) will manage this stock for the GHA.
The Association has won the support of 3000 former Council tenants to
manage their homes in 3 LHO areas. It hopes to take these homes into
Queens Cross ownership in the near future, as part of the GHA pilot scheme
for second stage transfer. The Association has had to review its rules,
governance and management structures to prepare for this change.

Queens Cross is governed by a Management Committee, drawn from its
membership. The membership has two categories — tenants and residents
in the Queens Cross area of operation, including members representing
businesses operating in the area, and GHA tenants in the LHO properties.
Currently there are 12 Queens Cross Members, 4 LHO Members and 2 co-
opted Members.



Key statistics

2.5

2.6

2.7

The Queens Cross housing stock has grown and diversified over time. The
original 19" century tenements in Queens Cross itself have been
supplemented by new build sheltered and general needs homes in Maryhill,
transferred from Scottish Homes in the 1990s, new build by the Association
and by further tenements in Firhill transferred from Glasgow City Council.
Approximately half of the stock is now in the adjacent areas of
Westercommon and Possilpark, part of the North Glasgow Social Inclusion
Partnership area, consisting of inter-war former Council housing and 1960’s
multi storeys and maisonettes.

As the table below shows, tenement flats make up 65% of the properties. A
further 25% are multi storey flats or maisonettes accessed from a common
entrance. This reflects the inner city dwelling types available in Glasgow.
House sizes provided are 45% 1 bedroom, 42% 2 bedrooms, 8% 3
bedrooms, a further 4% have 4 or more bedrooms and the remaining (less
than 1%) are single apartments.

Queens Cross Property Types

Type Number (%) of
properties
Tenement pre 1919 891 (44%)
Tenement 1919 — 1944 36 (2%)
MSF 1965 — 1982 432 (21.5%)
Maisonette 1965 —1982 72 (3.5%)
Houses, new build post 1982 192 (10%)
Tenement, new build post 1982 381 (19%)
Total 2004

Source: Annual Performance & Statistical Return 2002/2003

The table below contains summary contextual information for Queens Cross,
showing trends over the last three financial years.



Key Statistics

2000-2001 | 2001-2002 | 2002-2003
Number of properties owned 2058 2128 2004
Number of properties factored 1197 1101 1150
Number of members N/A 549 495
Number of board members 18 18 16
Number of tenant board members | 11 14 13
Number of employees 89 99 100
Annual turnover £6,605,000 | £6,211,000 | £6,892,000
Total possible rental income £4,866,000 | £5,192,626 | £5,985,172
Development Programme value N/A £7,095,000 | £4,888,000
Rental income from housing N/A 71% 65%
benefit (%)
Average weekly rent £40.69 £42.20 £43.57
Average rent increase 4.3% 2.9% 2%
Number of new lets 173 5 45
Number of relets 133 241 191
Number of responsive repairs 9147 11005 10,089
Number of Right To Buy Sales 9 6 8
Shared Ownership units 112 110 105
Number on Housing List N/A 489 623

Source: Annual Performance and Statistical Returns, Communities Scotland




3. Overall Performance

3.1

3.2

3.3

3.4

3.5

Queen’s Cross is an innovative, entrepreneurial organisation, which has
made a major contribution to the remarkable improvement achieved in the
quality of life for residents in its area over the last 25 years. Itis
characterised by strong leadership at management and committee level.
This has produced a highly motivated staff with a clear sense of the high
standards of housing and services they are determined to deliver. Queens
Cross has given tenants homes they are happy with and services they
value highly. The Association has been very successful in recognising and
developing opportunities to achieve comprehensive regeneration and at
working in partnership to maximise the benefits this can deliver.

This approach has served the organisation well during a long period of
growth and diversification. Queens Cross has also been able to give other
organisations the benefit of the knowledge and expertise of its staff, in
particular during the establishment of the Glasgow Housing Association.

Queens Cross now faces a major challenge. As a Local Housing
Organisation for the GHA, it anticipates further growth that will double the
number of houses in management, and potentially in ownership. The
organisation has not achieved a blend between its entrepreneurial culture
and more strategic planning and systematic management. The risks
associated with this, in the demonstration of accountability to service users
and in the absence of long term planning, are becoming apparent.

The overall performance of Queens Cross is characterised by many
strengths in the quality of its housing, services and wider contribution to the
community, and also by weaknesses in how it manages itself as a publicly
accountable business. There is a risk that the Association will not be
adequately prepared for further growth and the associated change
management, and a balance between these two approaches is required to
protect and sustain its achievements in the long run.

The overall grade takes account of Queens Cross’s performance in
governance and financial management, performance in each service area,
its organisational effectiveness, its commitment to social inclusion, and its
likelihood of improvement.

B Queens Cross is a good performer with many strengths and
some areas where improvement is needed

The prospects for improvement overall are uncertain




3.6 These are the inspection grades achieved by Queens Cross for its main
areas of service delivery:

Governance and C Queens Cross is a fair performer in governance

Financial and financial management, with some strengths,

Management but significant areas where improvement is
required

The prospects for improvement in governance
and financial management are uncertain

Housing B Queens Cross delivers a good housing
Management management service with many strengths and
some areas where improvement is needed

The prospects for improvement in housing
management are uncertain

Property B Queens Cross delivers a good property
Management management service with many strengths and
some areas where improvement is needed

The prospects for improvement in property
management are uncertain

Property B Queens Cross delivers a good property
Development development service with many strengths and
some areas where improvement is needed

The prospects for improvement in property
development are promising

Key findings on overall performance
3.7 Overall, these areas are working well in Queens Cross:

Accessibility of staff and services.

Communication with tenants and service users.
Promotion and support of tenants groups.

Inclusive community events and activities.

Accountability arrangements for management of GHA stock.
A range of services that meets diverse community needs.
Diversity reflected in staff and committee members.
Promotion of sustainability.

Wider role activities.

Proposals for corporate planning.

Improvement in computer systems.
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3.8 Overall, these areas could be working better:

New standards of tenant participation and consultation.
Self-assessment of performance.

Dealing with complaints.

Availability, application and management of policies.

Active promotion of new equality and diversity requirements.
Comprehensive business planning.

Staff training and development.

Selection of maintenance contractors and consultants.

3.9 These are our key recommendations. They are broadly in order of
significance:

% Queens Cross must quickly put into use the comprehensive business
planning being developed, including financial planning, to sustain its
performance to date and to prepare it for future growth.

+ Queens Cross should extend its performance management in all
aspects of its business, using self-assessment to set priorities,
benchmarking to set targets and training and appraisal to support staff in
achieving business objectives.

+ Queens Cross should make statutory tenant participation rights
available to all its tenants quickly.

+ Queens Cross should improve the way it handles complaints, in
accordance with the Ombudsman’s recommendations.

+ Queens Cross should focus its good work on equal opportunities around
an action plan to meet the new requirements of the Housing (Scotland)
Act 2001.

¢ The Association should ensure that its procurement arrangements for all
work, assets and services are systematic and accountable.

% Queens Cross should make better use of its policies and procedures to

guide its activities, support its staff and demonstrate its accountability to

tenants and service users.

How good are the services overall?

3.10 This section assesses how good the services are overall that people get
from Queens Cross. We have considered services against the five broad
criteria of accessibility; participation and responsiveness; accountability;
equalities; and sustainability. Some issues outlined here are dealt with in
more detail in later parts of the report. We have not, therefore, repeated all
the recommendations about service improvements in this section.



Accessibility

3.11

3.12

3.13

3.14

3.15

3.16

Queens Cross provides good access to its services. People can contact
staff at three main service points, conveniently located in Queens Cross
and Westercommon, the main areas managed by the Association. Many
tenants also have access to local support staff, wardens and caretaking
staff.

Two offices are well laid out with no apparent physical barriers that would
prevent access. The main office is particularly well adapted, with a ramp, a
lift serving all floors and a microphone system in the committee room. The
office at Westercommon is in a new building, which has been designed to
meet modern physical access requirements. The Community Services
office has suitable facilities on the ground floor, so arrangements could be
made to accommodate staff with mobility problems, if necessary.

Tenants are satisfied with the range of options they have for paying rent
and reporting repairs, as confirmed by the Association’s own satisfaction
surveys and by the people who took part in a focus group during our
inspection.

Queens Cross has been restricting access to its housing list by operating
points thresholds based on housing need. This is contrary to statutory
requirements. We refer to this further in section 4, housing management.

Recommendation 1:

Queens Cross should review its Allocations Policy to ensure that it
provides the statutory open access required and it should admit those
applicants it has previously rejected, to the housing list.

Queens Cross told us that complaints are mostly resolved informally, which
supports the feedback we received from tenants that the staff are
approachable and responsive. However, no register of complaints is kept,
although this would help the Association to monitor and respond to any
areas of concern.

The Association received a formal complaint in June 2003, which it did not
decide upon until September and its investigation did not address all the
issues raised in the complaint. Also, it did not respond to a letter from the
complainant asking about progress, and when the complaint was rejected,
did not advise him of his right to appeal.

3.17 We looked at the three complaints recorded this year, which were informal.

One, on factoring, showed that some letters had not been responded to, or



3.18

the response was not recorded, and that no action was taken on
information received to check the ownership of the house. There are few
examples of non-verbal complaints, but these examples indicate that
practice on recent recorded complaints is poor.

The Public Services Ombudsman has asked us to make strong
recommendations to the Association to expand its approach as follows:

e Include information on who is eligible to use the complaints procedure;

e Add information on what types of complaints can be made, including
how neighbour complaints will be handled;

e Consider accepting verbal, as well as written, formal complaints and
indicate that help is available from the Association to make complaints;

e Send acknowledgement letters at stages 2 and 3, and indicate the
timescales for this;

e Consider allowing complainants to attend the Management or sub
committee meeting which considers their complaint, and to be
accompanied by a friend or advisor;

e Add a section on whistle blowing; and

e Update references to the Public Services Ombudsman, and include the
telephone number.

Recommendation 2

Queens Cross should improve the way it handles complaints, in accordance
with the Ombudsman’s recommendations.

Participation and responsiveness

3.19

3.20

3.21

Queens Cross is very good at informing tenants of its activities and at
encouraging interaction between tenants, service users, committee and
staff. The displays in the public area of the main office are particularly good
at emphasising the Association’s commitment to this. They confirm the
clear message that also comes from all staff; that the organisation is firmly
rooted in, and committed to, the community it serves.

The quarterly Newsletters for tenants, owners and sheltered residents give

good information and are popular. The recent special issue on how tenants
are affected by the new housing act, and the office displays on this subject,
were particularly effective.

Service users told us that they enjoyed the festive events, sheltered
housing activities and the annual gala day provided for all residents. They
also enjoyed the healthy rivalry that has become established around the
popular annual gardening competition.

10




3.22 The Community Services department encourages the formation of residents
groups and supports them with practical assistance from staff and financial
assistance. There are 23 groups currently working with Queens Cross and
the work of the Garscube Action Group also extends to participation and
influence in the management of its area.

3.23 Tenants are closely involved in preparing the content of development
contracts and in monitoring their progress. This gives them a good
influence on this aspect of the management of their homes.

3.24 Participation has not generally reached this extent in major repairs, other
aspects of the housing service or with other groups. Tenant surveys show
a high level of satisfaction with the level of involvement they have with their
landlord, but Queens Cross is not offering the increased influence required
by the Housing (Scotland) Act 2001. None of the groups have become
Registered Tenants Organisations, for example, and Queens Cross has not
yet consulted tenants on rent increases.

3.25 Tenant’s rights to participation and consultation are included in a new
Tenant Participation Strategy, which was being prepared when we visited.
This includes a tenant consultation panel, due to be set up by the end of the
year. The Association has acknowledged that it did not initially recognise
the step change required to comply with the increased rights of tenants, and
this has delayed putting them in place.

Recommendation 3

Queens Cross should make statutory tenant participation rights available to
all its tenants quickly.

3.26 Queens Cross is good at being accessible and responsive to enquiries on a
face-to-face basis with staff. We saw this in the interviews we shadowed
for letting enquiries. Also, tenant surveys and our focus group confirmed
that people value this contact highly. Tenants told us that they have lots of
opportunities to express their views and that they feel they are listened to.

3.27 An extensive satisfaction survey was carried out this year and the results
have recently been analysed. The Committee made a very good early
response to this by deciding to increase the targets for repair times,
because of tenants’ views.

3.28 The Association has other opportunities to use feedback to make service

improvements. It collects views as a matter of routine in several service
areas, including on a high sample of repairs inspected after completion.
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Tenants are asked to give their opinions in a feedback form but information
collected has not been analysed or used to inform consideration of
improvements, which is a missed opportunity to respond to tenants’ views.

Recommendation 4

Queens Cross should make more use of the opportunities it has to respond
to tenants views by using its routine collection of feedback to inform
decisions on service delivery.

Accountability to service users

3.29

3.30

3.31

3.32

The Association has recognised that its role as a Local Housing
Organisation for GHA brings extra responsibilities for accountability to the
3000 tenants in those areas. Therefore, it has set up formal Area
Committees for the LHOs and it will devolve local performance
management and monitoring to these when its management of the GHA
stock starts.

It has taken the opportunity to extend this structure throughout the
organisation, by setting up two similar Area Committees for its own stock.
This is a good recognition of the need to devolve influence and authority in
a growing organisation. Members have not yet been elected to these
Committees, but Queens Cross expected to set them up in November
2003.

The organisation tells service users how it is performing against its main
performance indicators in the Annual Report and it has published the main
findings of the tenant satisfaction survey results.

The Association’s policies record its promises for access to services,
fairness in delivery and how it will implement good practice. Tenants and
service users should be able to view these easily on request but the
Association could not provide these quickly to inspectors. We found that
they are not easily accessible, with the exception of the allocations and
complaints policies.

Recommendation 5

Queens Cross should ensure that all of its policies are readily available to
tenants and service users who may wish to check how they affect them.

12




Promoting equality and embracing diversity

3.33 Queens Cross has a commitment to promoting equality and embracing
diversity. It has provided a range of housing and housing services that
reflects the needs of the community it serves, for example:

3.34

Sheltered and augmented care housing for vulnerable elderly people;
Supported housing for young homeless people;

Houses adapted or designed for people with disabilities;

Supported housing for people with mental health problems;
Supported housing for people with problems with alcohol; and
Housing designed to meet ethnic minority cultural needs.

Other activities which contribute to meeting this objective are:

The Association’s success in attracting a good gender and ethnic mix to
its Management Committee and staff, which reflects its local community;
Monitoring who is applying for, and being allocated, its houses on the
basis of different applicant groups;

The ready availability of the allocations policy in five languages used
locally; and

The Association’s offer to translate other policies, or make them
available on tape — subject to our comment on accessibility above.

3.35 The new Housing Act requires RSLs to mainstream the promotion of
equalities and to embrace diversity throughout their business. Queens
Cross could build on its good work to date with:

An updated equal opportunities policy to reflect the requirements of the
Act;

An activity plan identifying how it will continue promotion and who is
responsible for this;

Targets for increasing access to services or employment for under
represented groups;

Monitoring the effect of its activities in achieving equality;

Monitoring equal opportunities in the recruitment and selection of staff;
and

Training on equal opportunities and diversity for staff and committee.

Recommendation 6

Queens Cross should focus its good work on equal opportunities around
an action plan to meet the requirements of the Housing (Scotland) Act
2001.

13




Sustainability

3.36

Queens Cross has an excellent record for attention to sustainability in the
provision of housing, services and wider community regeneration. It has,
for example:

e Recognised the importance of “more than bricks and mortar” since the
1980’s, becoming an early leader in what are now known as wider role
activities;

e Improved local housing conditions by acquiring and improving adjacent
stock from Scottish Homes and the Council;

e Invested considerably in major repairs to older tenement houses to
sustain their popularity and usefulness;

e Achieved management changes in acquired stock in Westercommon to
improve services and popularity;

e Pursued a development policy for new houses which encourages the
use of recycled materials and has led to the use of new technology to
reduce energy consumption;

e Provided accommodation and support to the local credit union;

e Provided welfare benefit and other advice to local residents, to promote
financial inclusion;

e The support of its tenants for its wider role activities; and

e Achieved the support of 3000 GHA tenants to manage housing services
in three adjacent areas, with a view to promoting transfer of ownership
to Queens Cross.

How well is Queens Cross managed overall?

Planning and performance management

3.37

3.38

Queens Cross has managed its business and growth to date against a
background of strong leadership, clear objectives and a strong financial
position. While office bearers and senior staff have understood this, it has
not been translated into a current, comprehensive, documented strategy to
guide the committee and staff towards achievement.

Despite this, the organisation has achieved its objectives to provide very
good quality housing and services. The lack of holistic formal planning has
been overcome by an entrepreneurial, flexible style of management.
However, there is a real risk that this will not be sufficient to manage the
scale of change and growth now being embarked upon. Queens Cross
expects to double the houses in management immediately and hopes to
take them into ownership within the next few years.

14



3.39 So that it can be confident about its ability to continue its work, Queens
Cross should underpin its growth, current and proposed, by finalising and
using a robust planning process, including financial planning.

3.40 Queens Cross has made some good progress towards planning its
business, for example:

e It has created a new department to manage organisational development
and human resources;

e A costed major repairs programme for older tenement houses is in
place;

e A planned maintenance programme for all of the stock has been drawn
up;

e 20 year financial projections were produced in 2002, in order to
renegotiate some loans with a lender;

e Draft financial projections for a 30 year period have been started in the
current year,;

e A new planning system that should meet the organisation’s needs is

being prepared,;

An overall corporate plan statement is in place;

A new framework for managing staff performance is well advanced

Local Investment Plans are in place for the LHOs;

Business planning for the acquisition of GHA stock is anticipated;

Quarterly briefing sessions are held between committee and senior staff;

and

e Senior staff brief all other staff at quarterly meetings.

3.41 However, these are the weaknesses in current planning:

e There is no overall business plan, linked to financial projections;

e There are no departmental plans beyond some annual objectives for
property development; and

e The programme to introduce comprehensive planning, drawn up two
years ago, has been significantly delayed.

3.42 We could see that Queen’s Cross is working on the introduction of a good
planning system and that this has been delayed by the scale of senior staff
resources which have been allocated to the Glasgow stock transfer, LHO
development and support, Supporting People and implementation of the
new Housing (Scotland) Act. However, Queens Cross was in the process
of preparing its first internal management plan when we carried out our last
performance audit 5 years ago, and the plan for 1998/99 is the only
comprehensive plan which has ever been put in place.

15



Recommendation 7

Queens Cross must complete and use its comprehensive business
planning, including financial planning, to sustain its performance to date
and to prepare it for future growth.

3.43 Performance management is given a high profile for the key indicators in
rent arrears, voids and repairs, and the Association has instilled a culture of
high quality service delivery amongst its staff. However, Queen’s Cross’s
self-assessment against performance standards excludes many areas of its
governance and business, and it does not identify the weaknesses to be
addressed. It identifies areas where the Association would like to do more
work, but Queens Cross has not prioritised these or decided what it should
do, how or by when. Therefore, performance management and monitoring
is limited by:

Targets applying to arrears, voids, house sales and repairs only;

No benchmarking with peers or competitors;

No staff appraisal currently in use;

No training plans for staff or committee, linked to business objectives;
Limited self assessment against internal objectives and performance
standards for social landlords; which has also led to

e A lack of recognition of weaknesses.

Recommendation 8

Queens Cross should extend its performance management in all aspects
of its business, using self-assessment to set priorities, benchmarking to set
targets and training and appraisal to support staff in achieving business
objectives.

Policies and procedures

3.44 Policies and procedures are important to guide the management of the
business and to ensure that the intended outcomes for tenants and service
users are achieved. Our comments on the existence, quality or use of
policies are made with these outcomes in mind.

3.45 This is an area of weakness for Queens Cross, which has relied on the
expertise and knowledge of its staff to manage in accordance with the
culture of the organisation, rather than by reference to rules and
regulations. This has led to performance weaknesses which are highlighted
in sections 4 and 5 on governance and lettings in particular, and which are
inappropriate for a publicly accountable landlord. While discretion, flexibility

16



and reference to local circumstances have an important part to play in
applying policies, RSLs should ensure that their actions remain open,
accountable and justified within agreed, published, descriptions of how they
will conduct their business. The weaknesses in this area are:

¢ New and revised policies required to comply with the Housing (Scotland)
Act 2001 have not been put in place, i.e. tenant participation, right to
compensation, equal opportunities;

e The right to repair policy does not meet statutory requirements;

e The allocations policy has been revised but retains a barrier to access;

e The allocations policy does not include the arrangements in use for
transfers, or for letting sheltered or supported housing;

e There are few procedures to assist staff to implement the arrangements
in place for letting, whether included in the allocations policy or not;

e Staff use informal discretion in applying the allocations and repairs
policies;

e There is no policy for applying schedule 7 of the Act on benefits to staff,
committee and their relatives, and neither is this included in the
allocations policy;

e There is no policy on disclosure of interests by committee or staff;

e There is no policy on relationships at work despite several cases
between staff and between committee members which could give rise to
conflicts of interest;

e The policy on recovery of costs from owners participating in
improvement contracts was set aside in 1994 but has neither been
amended to record this, nor reviewed since;

e There is no programme of policy review and many policies have not
been reviewed since our last visit in 1998; and

e There is no schedule to identify the policies that are in place.

Recommendation 9

Queens Cross should make better use of its policies and procedures to
guide its activities, support its staff and demonstrate its accountability to
tenants and service users.

Recommendation 10

Queens Cross must update its policies and procedures to comply with
relevant legislation and good practice and operate a programme of regular
review.

17




Managing its resources

3.46

3.47

3.48

3.49

Queens Cross has a large staff resource and has recently introduced two
information and communication technology (ICT) systems to support
external and internal service delivery. It also has a useful new intranet
system and staff magazine, Cross Talk, to extend communication with and
between staff. These are all good initiatives to support staff in a growing
organisation.

However, the Association cannot tell if it is making the best use of its people
because of the deficiencies already referred to in planning, staff appraisal
and training. It is unable to plan staff development to link with business
priorities and it does not evaluate the benefits or value for money of ad hoc
training. This is recognised and the new planning process will include these
features, but the Association discontinued its previous staff development
system two years ago and has missed its target of October 2003 to
implement a replacement.

Recommendation 11

Queens Cross should link planned training and development of its staff to
departmental and individual business objectives.

The new ICT systems are well suited to the wide range of activities
undertaken by the Association and are popular with staff. One very
comprehensive system assists staff to manage services to tenants and
owners and to manage financial records. The smaller system is being used
to manage human resources records for the wide range of staff employed.
The introduction of these illustrates a commitment to continuous
improvement and these resources have the potential to improve
performance management and monitoring as they become fully operational.
The intranet system could be used to provide easy reference for staff to
policies and procedures, for example.

Queen’s Cross has recognised the need for an ICT strategy, as
recommended by its internal auditors. Ensuring the security and safety of
information on computer systems, managing staff access to the Internet
and planning the resources to keep hardware and software assets up to
date have not been addressed yet. This exposes Queens Cross to risks
that should be managed, although we were advised that agreement of a
strategy was imminent.
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Recommendation 12

The Association should conclude agreement of an ICT strategy to identify
and manage the risks associated with its increased use of new technology.

Procurement

3.50

3.51

3.52

3.53

Queens Cross’s approach to finding the most cost-effective way of securing
the quality of assets and services it needs is not fully accountable. As
referred to in section 6 on property management, it has decided to use a
partnering approach to contracts with maintenance contractors. However,
contracts have been offered for a period of eight years without formalising
the good practice partnering requirements in our guidance on Building a
Better Deal.

Queens Cross committed itself at the time to agreeing a formal approach to
partnering procurement, but this has not been done and the contractual
arrangements for maintenance do not meet either previous tendering
guidelines or new partnering arrangements.

Recommendation 13

Queens Cross should put formal contractual arrangements in place with its
maintenance contractors, which meet good practice guidelines.

A systematic approach is used to procure contractors and consultants for
property development, which generally follows good practice guidelines.
However, as referred to in section 7, the Association does not ensure that
the same team considers the appointment of consultants and contractors
throughout the selection process.

Recommendation 14

The Association should reconsider its selection of contractors and
consultants to comply more fully with best practice guidelines.

The safeguards applied to selecting contractors and consultants have not
been extended to all procurement as Queens Cross does not record tender
approvals for work other than development contracts in its tender register,
for example for its computer systems or when selecting management
consultants.
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Recommendation 15

The Association should ensure that its procurement arrangements for all
work, assets and services are systematic and accountable.

How likely is Queens Cross to improve?

3.54

3.55

Queens Cross delivers good services, which has influenced the overall
performance rating of B, but risks associated with a lack of overall business
planning and comprehensive performance management are beginning to
materialise and to affect the prospects for continuous improvement.

There are some positive indications of the Association’s commitment to
improvement, for example:

e It has recognised the need for improved planning and has introduced
specific staff resources to develop a new system;

e Comprehensive computer systems have been introduced to assist with
the management and monitoring of both the business and its services;
and

e Itis intended to continue to develop the use of computer systems

However, we have some concerns about the likelihood of improvement
overall because:

e The organisation has accepted serious slippage in the timescale for
operating a comprehensive planning framework to guide its growth or
improvement;

e |t does not assess its own performance well across all aspects of the
business in order to identify priority areas for improvement;

e |t has not given sufficient priority to making all of the new statutory rights
in the Housing (Scotland) Act 2001 available to its tenants; and

e The organisational culture encourages a degree of discretion in
important areas of service delivery that is inappropriate for a publicly
accountable landlord.

These all require to be addressed quickly to maintain current performance,

so for these reasons, we consider the likelihood of improvement overall to
be uncertain.
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4. Governance and Financial Management

Overall Assessment of Governance and Financial Management

4.1 Queens Cross has some strengths in governance and financial
management, and has recognised that continuing developments in these
areas are needed to reflect the changes it is pursuing. However, these are
being implemented slowly and there are also several important areas where
further improvement is required. This assessment takes account of the
considerable time and effort that the committee and staff have had to give
to preparing management arrangements for Glasgow Housing Association
stock, but also to the performance expected of an organisation as long
established and experienced as Queens Cross. Several recommendations
made in our audit of 5 years ago remain outstanding in these areas.

4.2

C Queens Cross is a fair performer in governance and financial

management with some strengths, but significant areas where
improvement is required

The prospects for improvement in governance and financial
management are uncertain

These are the areas that are working well:

v

AN

AN

The Association has recognised the governance changes that will be
required for its growth as a management agent for GHA and has started
to implement these.

Queens Cross has a growing membership, reflecting its growth.

The Management Committee has members who are committed to the
Association and the improvement of the area, and they have a range of
relevant knowledge and skills.

Management Committee meetings are well run and all members
participate effectively.

The committee has a clear vision of the core purposes and aims of the
Association and of the impact it seeks to make on housing conditions
and services.

The Association’s financial position is assisted by a below average debt
per house.

Queens Cross has been able to fund an extensive programme of major
improvements to its older stock.

Loans have been re-negotiated, resulting in savings on interest paid.
Day to day financial management is competent and efficient.
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4.3

4.4

These are the areas that could work better:

e Independent operation in accordance with the constitution.

e Clarity of relationships between the companies in the informal Queens
Cross group of companies.

e Adherence to the rules of the Association in appointing and retaining
committee members, operating the standing orders and delegated
authorities.

e Induction and training of committee members.

e Arrangements for making and recording strategic decisions.

Ensuring that all decisions are taken in the best interests of the

Association and its service users.

Risk management and monitoring.

Ethical standards.

Planning for financial viability.

Assessment of the costs of all services.

Reconciliation of financial records between departments.

Budget setting & management.

Financial reports to committee.

Treasury management and reporting.

Accounting for grant repayment for shared ownership sales.

These are our key recommendations. They are broadly in order of
significance:

s The Association should quickly finalise an appropriate structure for the
related companies in the Queens Cross Group, one that will protect its
independence and make relationships within the group explicit.

« The Management Committee should ensure that it obtains all the
information required for good decision-making.

+ The Association should recognise and manage potential conflicts of
interest.

+ The Association must improve its compliance with Schedule 7 of the
Housing (Scotland) Act 2001 and provide training on this for all
committee and staff.

% Queens Cross should formalise its induction arrangements for
committee members, undertake regular assessments of training needs
and address these with a committee training plan.

+ The Management Committee should ensure that it operates in
accordance with the Rules of the Association in the election and
resignation of committee members.

% Queens Cross should complete its review of its standing orders to define
the remits and delegated authorities of its sub committees and staff.

% Queens Cross should implement its arrangements for the effective
management and monitoring of risk
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+ Internal audit arrangements should allow recommendations to be
considered and acted upon in good time.

+ Queens Cross should quickly complete the introduction of detailed and
comprehensive financial planning for the short, medium and long-term
and the committee should monitor financial viability against these plans
regularly.

« The Management Committee should receive more detailed budget
information, which can be compared with performance during the year.

+ Queens Cross should review its financial reporting to improve
comparison of performance against budget and against its key financial
targets and ratios.

% A detailed review of services and their costs should be carried out to
ensure that charges cover all costs, including overheads.

% Queens Cross should measure and allocate overheads to appropriate
cost centres, for inclusion in departmental budgets.

Context for Governance and Financial Management

4.5 Queens Cross changed its Governance structure at a Special General
Meeting in April 2003. The membership approved rule changes to
introduce five elected Area Committees, in addition to the Management
Committee itself. The Association will manage its services as a Local
Housing Organisation (LHO) to the three Glasgow Housing Association
areas through one Area Committee for each area, and to its own stock
through a further two Area Committees for Queens Cross and for
Westercommon. There have been no elections yet to the Queens Cross
and Westercommon Area Committees but it was intended that they would
be operational from November 2003.

4.6 Queens Cross is operating within an informal group of companies made up
of the Housing Association, which is a non-charitable industrial and
provident society, and the Queens Cross Workspace Group, which is a
charitable company limited by guarantee.

4.7 Members can be elected to the Management Commitee from the Queens
Cross and Area Committee categories, with a maximum of 13 Queens
Cross and 2 Area Committee elected members. Up to a further 4 members
can be co-opted. There were 18 Management Committee members at the
time of our inspection. The Committee has a majority of long serving
members with a good mix of newer recruits arising mainly from
previous stock transfers and from the LHOs.

4.8 The Finance team is led by the Finance Director and supported by an
Accountant and two finance assistants. A new computer system has
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4.9

recently been introduced for finance recording and reporting, the finance
module of which is not yet operating at its full potential.

Due to a planned programme of investment in its older stock, the
Association is in a loss-making period but it should return to surplus within 8
years. Queens Cross is beginning to make long-term financial projections
to demonstrate its ongoing financial viability.

How Good are Governance and Financial Management?

Membership

4.10

411

412

4.13

Queens Cross has an accessible approach to membership. All residents
with their principal home in the area, including GHA tenants in LHO areas,
and organisations, can apply to join. This has increased the scope for wide
involvement in the management of Queens Cross, particularly by service
users.

Membership increased substantially this year; in October 2003 there were
652 members, up from 495 in March. Queens Cross has successfully
promoted membership in the areas it will manage as an LHO for the
Glasgow Housing Association. However, the membership policy has not
been updated to reflect the change in the Rules.

The membership policy states that applicants should be committed to
furthering the aims of Queens Cross as well as being resident in the area.
However, they are not asked to declare their commitment when applying for
membership and confirmation of eligibility is not provided to the
Management Committee when it is asked to approve applications. The
committee approved 42 applications in August 2003 without this information
and a further 12 were approved on the basis of a verbal report to the
meeting we attended on 1% October.

Recommendation 16

Queens Cross should amend its membership policy to take account of its
new rules and it should ensure it is applied when considering applications
for membership.

Membership application forms are for both the Housing Association and the
separate Queens Cross Workspace Company. Applicants pay £1 and
receive two share certificates. This has led to an identical membership for
the two organisations, and contributes to a lack of independence between
the organisations in the informal Queens Cross Group. Applicants are not
given any information about the Workspace Company when they apply to
join the Association, they do not have the opportunity to choose to join it
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and their applications to join both are approved by the Management
Committee of the Association only. This is outside the authority of the
Management Committee.

Recommendation 17:

Queens Cross should offer membership of the Association only and the
Management Committee should stop granting membership of the
Workspace company for which it has no authority.

Independence & Constitution

414

4.15

4.16

Queens Cross is operating within an informal group of companies made up
of the Housing Association (Queens Cross) — a non-charitable industrial
and provident society and Queens Cross Workspace Group (the
Workspace) — a charitable company limited by guarantee. The Workspace
Group is made up of the parent company, Queens Cross Consultants
(QCC) —a subsidiary company limited by guarantee and Queens Cross
Elmwood (Elmwood) a profit-generating joint venture construction company.

The Association was instrumental in setting up the other companies in the
1990’s and has worked with them to pursue some of its area regeneration
and wider role activities. The group set-up is illustrated below.

The Queens Cross “Group”

Queen Cross Queens Cross
Housing Association Workspace

Queens Cross Queens Cross
Consultants Elmwood

Co-operating with the Workspace as a separate company was appropriate
for the governance arrangements of housing associations registered with
Scottish Homes at the time. The structure has been effective in many
ways, allowing the organisations to be innovative, to respond to
regeneration opportunities and, particularly, to access European grants.
However, this has been at a cost of risks to the Association:

e A duplication of committee members leading to conflicts of interest;
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4.17

4.18

4.19

A lack of independence between the companies in the informal group;
Confusion of identities between the companies in grant applications;
Provision of services by the Association at less than actual costs; and
Influence by the former Workspace Director on Queens Cross business
until July 2002, through his membership of the Association’s senior staff
team.

A recommendation made after our performance audit in 1998, referred to
the need to resolve potential conflicts of interest between the companies by
ensuring the Management Committees of each had a quorum of non-
related members. The membership of the companies is no longer identical
but this recommendation has not been implemented. Also, Queens Cross
has continued to confuse the relationship between the companies by setting
up a Business Development department with the specific remit of identifying
opportunities for growth for both companies.

Also, Scottish Homes provided new guidance in 2000, which enabled
Queens Cross to identify the Workspace and its subsidiaries as “related
companies” due to the close connections and relationships between them.
The Association has not applied the correct financial reporting standard
(FRSB8) to disclose transactions between the companies and has been slow
to address the risks posed by these connections.

Queens Cross does recognise the need to resolve these issues and it did
obtain advice from its solicitors in 2002 about formalising the current group
structure. At that time it decided to consider an alternative charitable trust
model. Tax, audit and charity advice has been obtained and a consultant
was appointed in October 2003 to report on other options. The target for
implementation of a formal group structure is April 2004 but the Association
should have clarified and defined its relationship with the Workspace some
time ago, as it is not operating independently or in accordance with its
constitution, and continues to face risks as a result of these connections.

Recommendation 18:

The Association should quickly finalise an appropriate structure for the
related companies in the Queens Cross Group, one that will protect its
independence and make relationships within the group explicit, without
further delay.

Governing body

4.20

The Management Committee members have a range of relevant skills and
experience. The two new LHO members have been made welcome and
they have appreciated the familiarisation and training they received. At the
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4.21

4.22

4.23

meeting we attended, the Convenor managed the business well and
encouraged contributions from all members and staff present. The
members showed a good understanding of the business, engaged in a
good level of discussion and had prepared well, particularly with questions
for the staff.

The Association cannot demonstrate that the Management Committee
members were elected properly at the last AGM in September 2003. The
rules require that at least a third of the elected members stand down each
year and that all co-opted members stand down. Four people stood down
and were re-elected, including the two co-opted members. The co-opted
members were not eligible for re-election so they should have been formally
nominated and elected.

Queens Cross members can fill no more than 13 places on the
Management Committee and LHO members no more than 2, and the
Committee can have up to 19 members, including any who are co-opted.
However, at the time of our visit there were 4 LHO members, which
exceeds the number allowed by the new rules. There was no report to the
membership which explained who was standing down and why, the
vacancies available for nominations, nor the membership of the
Management Committee at the conclusion of the election. This affects the
Association’s ability to demonstrate that it is accountable to its membership.

Recommendation 19:

The Management Committee should ensure that it operates in accordance
with the Rules of the Association in the election and resignation of
committee members, and that the records of each AGM demonstrate that
this has been done.

In discussion, the Management Committee identified that the main priorities
for Queens Cross at present are:

e Progressing to management of the LHO stock; and
e Implementing the Area Committee structure associated with it.

The members are very proud of what they identified as Queens Cross’s
strengths:

Being at the forefront with new ideas;

An inclusive community spirit;

Wider role activities;

High quality houses and housing services;

Success in attracting tenants’ approval for stock transfers; and
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4.24

4.25

4.26

4.27

e The experience of the staff and committee.

The governing body members recognise the lack of younger people on the
Management Committee is a weakness they would like to address. While
this would be a positive development, it is clear that the interests of younger
tenants are being addressed. The Association has provided support
services to this client group through its Community Services activities and
has encouraged their participation with the Association through activities at
the Westercommon Resource Centre.

The Committee did not identify any weaknesses in the management of the
organisation or any areas for improvement other than those related to the
LHO business. This is referred to more fully in the earlier sections on
planning and performance management, policies and procedures and
commitment to continuous improvement.

The Standing Orders contain remits for the Management Committee and
Office Bearers, but there are no clear remits and delegated authorities in
place for the Audit and Appeals Sub-Committees or for the staff. Also,
some of the office bearers’ authorities referred to in the Standing Orders
have been superseded by new Human Resources policies on recruitment
and discipline. The authority delegated to senior staff is contained in their
job descriptions but the Management Committee could demonstrate better
control over its activities with a clear statement of all remits and authorities
in use. The Association has recognised that a review is necessary to suit
the forthcoming area committee structure, and work is in progress, but we
made a recommendation on this matter in our previous Performance Audit
report, in 1998, and it has not yet been fully addressed.

Recommendation 20:

Queens Cross should complete its review of its Standing Orders to reflect
current practices and must define the remits of sub committees and senior
staff along with the extent of any authority delegated to them by the
Management Committee to act on its behalf.

The members of the Local Housing Organisation committees have
benefited from an extensive programme of training, as part of the
preparation for LHO status with GHA. This has prepared them well for their
responsibilities. However, formal training arrangements have not been put
in place for the Management Committee itself, although it has been trained
on the responsibilities of LHO status at away days and briefings. The Chief
Executive and senior staff do provide informal induction and familiarisation
opportunities for new committee members and they are encouraged to
attend specific courses.
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4.28 While the Management Committee functions well, it would benefit from
arrangements to encourage continuous development. The informal
arrangements could be incorporated into a more formal system of needs
assessment, induction and planned training. We also made a
recommendation of this nature in the Performance Audit report of 1998,
which has not been implemented.

4.29 An example of an important area where awareness among Committee
members is low, is on Schedule 7 of the Housing (Scotland) Act 2001,
relating to the granting of benefits to Committee, staff and their relatives.
This is referred to further, in Ethical Standards, below.

Recommendation 21:

Queens Cross should formalise its induction arrangements for new
members of the Management Committee and should undertake a regular
assessment of training needs for all members, to be addressed with a
training plan.

4.30 Papers for the Committee meetings are discussed between the Convenor
and the Chief Executive before being issued a week ahead of the meeting.
The Convenor is flexible about adding other items raised by members in the
meantime, which is an inclusive approach.

4.31 An increased requirement for servicing the Area Committees in future, as
well as the Management Committee, has been recognised with the
appointment of a new member of staff. This is also a good opportunity to
address areas that would assist Committee members in their preparation
for meetings, for example the Agenda could be designed to indicate:

Early priority for items for decision;

Who will present an item;

Whether reports will be attached, verbal or tabled,;

How long items are expected to last;

When the meeting is planned to close. Also;

Reports could be numbered to match their location on the Agenda; and
The minutes would be improved with the inclusion of the titles of those
present, i.e. elected or co-opted members, and of those staff and visitors
in attendance.

Recommendation 22:

Queens Cross should consider improving the presentation of and
information in Management Committee Agendas and Minutes.

29



4.32

4.33

4.34

4.35

The strategic information considered by the Committee and the decisions
made as a result, are not clear always in the reports to, and minutes of, the
Management Committee. This makes it difficult for the Committee to
demonstrate full control over Queens Cross’s activities. The Convenor and
Office Bearers are satisfied that the Committee spends enough time to
discuss strategic issues in detail at other forums, such as quarterly briefings
and away days, but the outcomes of these are neither recorded separately
nor confirmed at the Management Committee meetings.

The reports we looked at in relation to important decisions did not always
provide evidence of thorough consideration. For example, the report on
which the Committee decided to increase service charges for housing
support by up to 100%, did not explain the cost calculations behind the
recommended figures. These calculations were subsequently provided to
the local authority as evidence, but not to the Management Committee.
Also, there was no record of a decision to set up the 3 LHOs. This process
followed from the approval of a report recommending only an initial
“expression of interest” in the 3 areas.

Recommendation 23:

Policy discussions, and decisions made at meetings which are not
Management Committee meetings, should be recorded and approved at a
subsequent committee meeting.

This lack of detailed information may have contributed to some decisions
being made which may not have been in the best interests of the
organisation and its service users. The low costs charged to owners for the
factoring service and the waiving of charges to owners in improvement
contracts, are referred to elsewhere in this report. These have resulted in
undercharging, which is covered by other income, i.e. from tenants. The
management team has not considered the full costs and issues arising from
these activities, so the Management Committee has made these decisions
on charges without the full information required.

There are some indications that the Management Committee relies too
heavily on the senior staff team to appraise options before considering
these itself. For example, the Strategy & Development Funding Plan, which
was tabled and approved at the meeting we attended, contained a housing
mix to which only the senior staff team had agreed amendments. Also, the
Committee was unaware that the rent increases approved for some stock
transfer properties were non-compliant with the contracts relating to the
transfer.
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Recommendation 24:

The Management Committee should ensure that it obtains all the
information required for good decision-making and the Committee should
give more attention to the content of major strategy documents before
approval.

Risk management

4.36

4.37

4.38

4.39

4.40

The senior staff team has a good awareness of the risks faced by Queens
Cross, and these are identified in the risk management strategy. The
strategy recognises both operational and strategic risks and it has
prioritised relevant risks for management. For example, it is recognised
that the cost of services, future maintenance, financial management and
planning, clear overall strategic planning, good corporate governance and
implementing the new Housing Act are essential to protecting the
Association.

However, these are all areas in which we have made recommendations and
the Management Committee’s awareness of the strategy is low. Itis not
monitoring the effect of any action taken to control risk, nor is it monitoring
any change over time. The senior staff team has not formally implemented
the procedures to prevent or minimise potential risks and to manage those
that do materialise, although risks associated with future growth have been
discussed at team meetings and committee briefing days.

Recommendation 25:

Queens Cross should implement the arrangements in its strategy and risk
management plan for the effective management and monitoring of risk

A rolling programme of internal audit was begun during 1998/99, when an
assessment was made of the various business areas and level of risk
attached to any control weaknesses in each of them. Reports have been
considered regularly by the Audit Committee.

However, Queen’s Cross has advised us of difficulties with the accuracy of
the reports and the appropriateness of the recommendations made by its
internal auditors. This has affected the effectiveness of internal audit,
particularly the timescale in which issues can be agreed and acted upon.

The most recent internal audit work was undertaken in April 2003 and a

draft report was not provided until August. The senior staff team had
disputed the factual accuracy of areas in the report, and the auditors had
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amended these, but at the time of our visit, no formal response had been
made to the auditors and an action plan had yet to be agreed.

In previous years the internal auditors have made recommendations for
improved controls, not all of which have been implemented. For example, a
full reconciliation of records was not carried out before the manual factoring
accounts were moved onto the computerised system and recommendations
in relation to improving tender arrangements remained outstanding.

Recommendation 26:

The Management Committee should review its arrangements for internal
audit to allow it to act on recommendations in good time.

Ethical Standards

4.42

4.43

4.44

4.45

The Management Committee and staff of Queens Cross express a
commitment to conducting their affairs with honesty and integrity and the
Committee has declared itself bound by the SFHA Code of Conduct for
Committee Members.

However, committee members’ understanding of the code is limited and
there are no appropriate systems in place to ensure that they adhere to it.
This could be improved if copies of the code were regularly issued to and
discussed by the Committee, for example after each AGM, and if training
was provided on it.

Recommendation 27:

The Management Committee should give more attention to its commitment
to comply with its code of conduct.

Although members say they understand the requirement to declare any
interest in a matter coming before the Committee, this has not been applied
to matters involving the Queens Cross Workspace Company where there is
an almost total overlap of committee members with the Association. This
illustrates a lack of clarity over who members represent and whose interests
they are pursuing at the time.

No register of members’ interests is kept, although this should be in place,

updated regularly and available for public inspection. The same
requirements to declare interests should be applied to staff.
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4.46

4.47

4.48

4.49

4.50

Potential conflicts of interest exist due to personal relationships between
committee members and between staff, which are not controlled by
declaration or by policy and procedures. There are no arrangements to
prevent related parties forming the majority of a sub committee quorum, for
example, or to regulate line management responsibilities between related
staff. The chief executive undertakes to manage these, but the Association
should declare its commitment to controlling conflicts of interest and
manage these. This was acknowledged during our inspection.

Recommendation 28:

The Association should recognise and manage potential conflicts of
interest by introducing and implementing an appropriate policy and
procedure.

The Management Committee is aware that payments and benefits to staff,
committee members and their relatives may only be granted in accordance
with Schedule 7 of the Housing (Scotland) Act 2001. However, we found
that the Association was not able to demonstrate that it complies with these
requirements in relation to the granting of some tenancies and contracts of
employment.

At present, the Management Committee only notes benefits granted in
accordance with Schedule 7, but to ensure statutory compliance, the
Committee should expressly approve them. It should also ensure that all
benefits granted are recorded in the register kept for this purpose.

Benefits granted in accordance with Schedule 7 are not considered in
enough detail for the Committee to be satisfied that they comply with the
exemptions allowed by the legislation. We noted that two tenancies had
been granted to members of staff and one to a relative of a staff member.
However, there is no policy or procedure in place for dealing with these
benefits, either separately or in the allocations policy, and we found that
staff administering them were unaware of the guidance on how to comply
with the law.

For example, we saw one report asking the Committee to note the
allocation of a house to a member of staff, which comprised of a single
paragraph within a large housing services report. We found that the
tenancy had been offered and accepted in July, so a contract had already
been established, while the Committee was not asked to note this until
October. The report did not contain enough information to assure the
Committee that the allocation was correct, and the wrong address was
given. As the Management Committee did not check or approve the letting,
this is a breach of statutory requirements. Senior staff have acknowledged
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that this was insufficient and have addressed the issue of staff awareness
since our visit.

Queens Cross has also granted three contracts of employment to relatives
of existing staff. It has a duty to demonstrate that the people appointed
were those best qualified, and to ensure that there would be no line
management responsibilities between relatives. These were not reported to
the Management Committee for it to approve or to check that these
requirements had been met, which is also a breach of statutory
requirements.

Recommendation 29:

The Association must improve its compliance with Schedule 7 of the
Housing (Scotland) Act 2001, by introducing and implementing a policy and
procedure, on which all committee and staff are given full training.

Financial viability

4.52

4.53

4.54

Queens Cross has previously made regular surpluses and has been able to
accumulate reserves of cash. This has enabled the Association to fund an
extensive programme of major improvements to its older stock. Senior staff
have been preparing for an analysis of whether the Association will be
viable in the long term, with draft financial projections prepared in July
2003.

Queens Cross has also identified the cost of lifetime maintenance for all its
stock and has produced some longer-term projections in connection with its
recent consolidation of loans. However, the Association has not drawn
these separate projections together in an overall plan to satisfy itself about
ongoing viability. Being able to manage any risks, which this process may
identify, is particularly important given Queen’s Cross’s size and complexity,
and its plans for further growth. This is referred to in section 3 on planning
and performance management.

The draft projections indicate negative operating cash flows for the current
year and for six of the next seven financial years as the major repairs
programme continues, with a return to surplus by year eight. The
projections include life cycle costing information but inflation assumptions
have not been applied to these and no sensitivity analysis, on the effects of
interest rates, for example, have been applied. The model needs further
development to produce accurate predictions of cash flows.
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Recommendation 30:

Queens Cross should quickly complete the introduction of detailed and
comprehensive financial planning for the short, medium and long-term and
the Committee should monitor financial viability against these plans on a

regular basis.

4.55 There are a number of emerging trends that should prompt careful financial
planning. The table below indicates these.

4.56

4.57

4.58

Key Financial Ratios

Sector | Queens | Queens Queens
Cross Cross Cross
2002/03 | 2002/03 | 2001/02 2000/01
Interest Cover (%) 187.5 100.2 (347.7) 85.0
Net Housing Debt per Unit (£) £5,743 | 3,379 1,882 1,593
Gross Surplus/(Deficit)(%) 285% |3.3 (38.5) 2.0
Net Surplus/(Deficit)(%) 8.8% (5.9) (46.8) (3.7)

Ratios derived from audited accounts. An explanation of the financial ratios and
terminology used may be found in the section on Key Financial Ratios Explained at the end
of this report.

The net deficits incurred over the last few years were anticipated as a result
of major repairs expenditure. Also, the net housing debt per house,
although increasing, remains below the sector average. However, the ratio
indicating the Association’s ability to cover loan debts has been below our
recommended minimum of 110% for 3 consecutive years, and will remain
so until annual surpluses are restored.

Another contribution to these deficits is the provision of various services at
less than actual costs. Although this was highlighted at our last
performance audit, the Association still cannot show that charges for
services cover all the costs incurred, i.e. direct costs, direct overheads and
a share of general overheads.

However, the alternative is that these services are subsidised from tenants’
rents and we calculated from the last 3 years’ annual accounts that
undercharging for factoring, community development and management
services have amounted to:

2002/03 £155,000
2001/02 £102,000
2000/01 £78,000
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For 2002/03, across the 2,004 rented houses being managed, this equates
to a subsidy of around £77 from each tenancy to provide these services.

4.59 This does not include the costs of services to owners in improvement
contracts, which we did not calculate, but which have been waived by
Queens Cross for the last nine years. This is referred to further in section
6, property management. The Association intends to continue expanding
this range of services in future years, so it is important to recover all of the
costs from those receiving the services.

Recommendation 31:

A detailed review of services and their costs should be carried out to
ensure that charges cover all costs, including overheads.

Financial management

4.60 The Finance team provides a competent and efficient service to the
Association in the administration of day-to-day transactions and record
keeping. However, some weaknesses are apparent in the financial control
of the organisation as a whole.

Statutory Accounts

4.61 In areas where financial records are shared between Finance and other
departments, there is a lack of verification of the outcomes that are being
reported in the annual accounts. The finance team could not validate the
figures reported in March 2003, for example, for;

e Factoring arrears; and
e Rental prepayments.

4.62 Two thirds of the large figure allocated to rental prepayments actually
contains overpayments of Housing Benefit subject to appeal and amounts
of Supporting People grant due to be paid to partner agencies. These
creditors are more likely to require repayment than those who have paid
rent in advance and to have an impact on future cash flows.

Recommendation 32:

Queens Cross should ensure that performance reported in the annual
accounts is reconciled between departments and identified under all
appropriate headings.
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4.63

Another area where records are shared between departments is for repairs
due to be recharged to tenants. Recovery of these charges is very poor,
and although the sums are not high, being £3056 at the time of our visit,
over 75% of the total amount invoiced for 2002/3 had not been paid at the
time. A contribution to this high level of non-recovery is the regular delay of
several months between repairs being completed and invoiced. This
means that the Association is not collecting some potential income.

Recommendation 33:

Queens Cross should improve its recovery of sums due from tenants for
rechargeable repairs.

Budget

4.64

4.65

The Management Committee considers a draft budget for approval in
February each year, which is in good time for the start of the financial year
in April. The information considered includes a comparison to the previous
year’'s budget, and this provides some context and comparison for the
committee. Some consideration has been given to a new budget model by
the senior staff team. This model would introduce some positive
improvements if implemented.

However, the intention to develop a more sophisticated approach to
budgeting expressed at our last performance audit has not yet been
completed and recommendations from the Association’s internal auditor on
improvements to the financial planning cycle have not yet been
implemented. These are the weaknesses in the budget setting process:

e Rents are reviewed separately from budget setting, so the link between
income and expenditure requirements is not made in full;

e Of the income & expenditure account, balance sheet and cash flow,
none is presented in a quarterly profile and only the cash flow is
presented with a monthly profile;

e Income and costs are not broken down by cost centre or project; and

e Key performance indicators and ratios to be achieved on rent arrears,
voids, interest cover and net debt per house are not included.

This style does not give the Management Committee sufficient information
and it is not a format that allows subsequent easy comparison of
performance against budget by managers or in regular management
accounts.
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4.66

Recommendation 34

Queens Cross should present more detailed budget information, which
takes account of performance in the previous year, includes quarterly or
monthly profiles and which can be compared with performance to be
reported in the management accounts during the year.

When expenditure exceeds budget, the committee approves amendments
at the request of the Finance Director. We saw no consideration of whether
savings should be made elsewhere to accommodate increased costs during
the year, and the original budget is superseded rather than amended to
show new out-turn expectations. This does not demonstrate good
budgetary control by the committee or the senior staff.

Recommendation 35:

Queens Cross should control and monitor the effects of amendments to the
budget during the year, and may wish to use a quarterly or half-yearly
review timetable to formalise this.

Overhead Allocation

4.67

4.68

Closely related to budget setting, is the allocation of overhead costs to each
part of the service. Queens Cross designates costs other than salaries as a
central overhead, which is then apportioned between departments on a
percentage basis. There is no costing of staff time against different
activities, for example for staff who provide services to both tenants and
owners. This leads to a lack of ownership by budget holders for some of
their share of costs and is a missed opportunity to recharge and control
costs more closely.

The Association has learned that there are difficulties with this approach, as
it had to provide a detailed cost breakdown of its support services in
applications for Supporting People grant. It has yet to apply a more
detailed approach to other services.

Recommendation 36

Queens Cross should measure and allocate overheads to appropriate cost
centres, for inclusion in departmental budgets.

Management Accounts
4.69 These are prepared for each month and contain a written analysis of

expenditure against budget for the month and the year to date. Balance
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sheets and cash flows for longer periods are also provided. However, there
are weaknesses in financial reporting:

e Itis not possible to monitor the deficits occurring, e.g. in factoring, until
the annual accounts are produced, an area we highlighted in our last
performance audit report;

e The time taken to compile the reports from the computer system, and
the meeting cycle, mean that the Management Committee does not
receive them until 8 weeks after the period being reported on; and

e The reports do not include progress against key performance indicators
and financial ratios.

This does not help the committee to take action quickly to respond to any
issues the accounts may raise.

Recommendation 37:

Queens Cross should review its financial reporting to compare
performance against the budget, and against its key financial targets and
ratios.

Treasury Management

4.70

4.71

4.72

Queens Cross has recently re-negotiated loans with one of its lenders to
more favourable terms and is extending this approach to another lender at
present. It has also identified a likely future date for early repayment of
some loans. This is a good approach to managing loan repayment costs.

The Association also has a good treasury management policy, which
includes the management of cash balances in relation to loans. It has not
operated this part of the policy, however, and retains large cash balances.
It may wish to consider whether this is the best use of its cash.

The policy also commits the Association to monitoring the performance of
deposit and loan arrangements through regular reports to the Management
Committee, but this is not being done.

Recommendation 38:

The Management Committee should control treasury management with the
consideration of regular performance reports, linked to the management
accounts.
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Shared Ownership Sales

4.73 Queens Cross has a regular turnover of sales in shared ownership houses,
either of sharing owners taking a larger equity in their homes or buying
them outright. As these houses were provided with the assistance of
housing association grant, a proportion of this may be repayable to
Communities Scotland when sales take place. We found that no calculation
of potential HAG repayments had been made. The Association has omitted
to disclose this potential liability in its accounts.

Recommendation 39:

Queens Cross should review all partial and full sales of shared ownership
properties to date and account for any potential repayments of HAG due.

How Likely are Governance and Financial Management to
Improve?

4.74 There are several factors that could help Queens Cross to improve in
governance and financial management. The Association has a track record
of improving the services it delivers and it has a stable and committed
committee and staff, who are keen to improve generally. Performance in
governance and finance is fair and if the committee and staff apply their
attention to these areas, the organisation has the ability to improve. There
are some new resources available to assist improvement, in the Committee
Services Officer and the new computer system. However, we have some
concerns about the likelihood to improve in these areas because:

e The organisation does not have documented comprehensive strategic or
financial plans to guide its business or improvement;

e There is some lack of awareness of the weaknesses we have
highlighted;

e Demonstrating accountability in areas of governance has not been given
a high priority;

e The strategic function of the finance department in demonstrating
financial viability is recognised but not given priority;

e Agreeing and implementing improvements in finance have been slow;
and

e Queens Cross has not implemented many of the recommendations in
our last performance audit.

4.75 For these reasons, we consider the likelihood of improvement in
governance and financial management overall to be uncertain.
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5. Housing Management

Overall Assessment of Housing Management

5.1

5.2

5.3

Queens Cross provides a good Housing Management service. However
there are a number of areas in access and lettings where the Association
needs to make quick improvements to comply with statutory
responsibilities. Although these are significant, the overall grade for
housing management takes account of the excellent performance in
several other aspects of the service.

B Queens Cross provides a good housing management service
with many strengths and some areas where improvement is
needed

The prospects for improvement in housing management are
uncertain

These are the areas that are working well:

v Appropriate tenancy and occupancy agreements are in place.

v" Queens Cross is on target to sign up all its tenants to the new SST by
April 2004.

v' Good information is provided to tenants on their rights and

responsibilities.

The Association provides very good supported accommodation and

services.

Welfare benefits and money advice is used to help sustain tenancies.

High void levels inherited at Westercommon have been resolved.

Empty houses are repaired and re-let very quickly.

Arrears levels are low and well managed.

Evictions are infrequent.

Queens Cross provides a good environment around its houses.

Residents are happy with Queens Cross as an attractive and safe place

to live.

<
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Overall, these areas could be working better:

Departmental planning, targets and performance management.
Access to the housing list for anyone over the age of 16.

Openness about how housing need is assessed and houses are let.
Support to staff on how to operate the letting system.
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5.4

e Compliance with statutory requirements for lets to committee, staff or
their relatives.

e Knowledge of how much preference is given to applicants in priority

housing need.

Rent increases and consulting with tenants on these.

Charging of, and information on, service charges.

Monitoring of housing benefit overpayments.

Awareness and management of antisocial behaviour.

These are our key recommendations. They are broadly in order of
significance:

+ Queens Cross must provide the open access to its housing list required
by statute.

+ The Association must review its allocations policy to explain how need
is assessed, all houses are let and to comply with good practice.

+ Queens Cross must improve its compliance with Schedule 7 of the
Housing (Scotland) Act 2001 in allocations to committee, staff or their
relatives.

+ Queens Cross should extend its monitoring of allocations to ensure it
gives reasonable preference to people in priority housing need.

+ The Association should set rents to take account of affordability, the
cost of running the business and contractual obligations to tenants.

“ Queens Cross must consult tenants on future rent increases.

% Queens Cross should charge tenants the full cost of the services it
provides and keep them informed of any adjustments required.

% Queens Cross should improve its awareness of how serious an issue

antisocial behaviour is for its tenants and improve the arrangements for

managing it.

Context for Housing Management

5.5

5.6

A staff team led by the Director of Housing Services delivers most of the
housing management services at Queens Cross. The Director has
responsibility for ensuring the quality of service provided by each of three
Area Housing Teams, one of which is located in Westercommon. The
housing services department is the result of an amalgamation of the
previous housing management and maintenance departments. The staff
have generic roles, covering all housing management functions and
factoring services to owners.

The staff team manages houses which are in good repair and generally in
high demand. There is a waiting list of almost 700 applicants, while about
200 houses become empty and are re-let each year. There were also 45
new houses let in 2002/2003.

42



5.7

A major task during the last year has been the installation and
implementation of a new computer system. Although this serves the whole
Association, the housing services department uses more of the
applications than other departments and this has had an impact on staff
time. As for all RSLs, preparation for the implementation of the Housing
(Scotland) Act 2001 has also been a major feature of the department’s
work in the last two years.

How Good is the Service?

Access to houses

5.8

5.9

5.10

5.11

5.12

Queens Cross cannot demonstrate that it provides fair and open access to
its housing list and assessment process. This is due to a combination of
an inadequate allocations policy, the operation of additional informal
policies and an absence of records to justify letting decisions made by
staff.

Generally applications can be submitted at any time and a combination of
postal applications and home visits is available for those who need them.
The preferred practice is to invite prospective applicants for an interview to
complete the application form and this is a good way of ensuring that the
information collected is relevant and complete.

Our observation confirmed that staff provide a courteous and informative
service. Queens Cross informs the public of how it lets its housing with
leaflets entitled ‘A Guide to our Allocations Policy’. These are widely
available from the local libraries, Community Halls, Westercommon
Resource Centre and also the offices of Queens Cross.

Queens Cross reviewed its allocations policy in January 2003 in response
to the statutory obligations in the Housing (Scotland) Act 2001. The
Association had to work with partners to introduce the Homelessness
protocol, so is not solely responsible for the delay in implementing this part
of the Act. However, the policy review should have been completed by
April 2002 and, although we recognise that formal guidance was not
available until close to the implementation date, this is a serious delay in
responding to the statutory requirements over which it did have control.
The Association has, however, decided to use an allocations policy review
group to consider further improvements to the policy.

Although it was reported to the Management Committee that the revised
policy would meet all the requirements of the new Act, it does not meet the
statutory requirement on open access to the housing list. The policy states
that it gives access to its housing list to all applicants aged 16 and over, but
this is negated by the operation of points thresholds for different house
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sizes. Only applicants with at least the specified number of housing need
points have been admitted to the list and the remainder have been given a
written rejection.

5.13 Queens Cross has justified the operation of a capped list on the basis of
accepting only those applicants with a realistic prospect of being housed.
However, we found that the points thresholds adopted can exclude
homeless applicants, who should be a priority category for housing, from
consideration unless they are referred by the local authority. An applicant
who had produced confirmation of pending homelessness was awarded
points but these were below the threshold required for access to the list.

5.14 However, where applicants do not have the required points to gain access
to the list, the Association has held their applications in the office for a
period up to three years pending any changes in circumstances. The
Association should, therefore, add these 900 applicants to the list in order
to comply with statutory requirements. Recommendation 1 applies here.

Recommendation 1:

Queens Cross should review its Allocations Policy to ensure that it
provides the statutory open access required and it should admit those
applicants it has previously rejected, to the housing list.

5.15 Additional, informal ways of letting houses are used in practice:

e Unpublished criteria are applied to transfer applications, which disregard
the points thresholds. We saw an example of a transfer applicant being
housed with 10 points, whereas other applicants would have required a
minimum of 35 points;

e Unpublished criteria are applied to sheltered and supported housing. For
example, referral information rather than points is used to measure
housing need;

e Staff use their discretion to select appropriate houses for transfer and
supported applicants; and

e Houses are provided to owners for decant purposes during improvement
programmes although the policy only refers to giving priority to tenants
who need to be decanted.

5.16 The Management Committee has not approved all these informal criteria
in use, although members are aware of the differences in practice. These
criteria are also excluded from the publicity leaflets for applicants, although
staff do explain them at interview. This is not completely open or fair.
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Recommendation 40:

Queens Cross should quickly review its Allocations Policy to include
approved formal arrangements for the assessment of need and priority to
be given to all applicants and to state how all its houses will be let.

5.17 There are a number of other areas where the policy is inadequate and
should be further reviewed:

e Applicants suffering from harassment or domestic violence are
required to produce supporting evidence before points are awarded,
which is poor practice;

e The categories of applicants considered for Social and Care Support
points do not include those applicants who are homeless or threatened
with homelessness, although this group is allocated points under this
category. The guidance leaflet to applicants states that points will be
awarded for homelessness, so the two documents should be
consistent; and

e Although reviewed in January 2003, the policy still refers to Section 15
of the Housing Association Act 1985 instead of Schedule 7 of the
Housing (Scotland Act) 2001.

Recommendation 41:

The Allocations Policy review should take account of good practice
recommendations and new information should be produced for applicants
which gives full information on the policies in use and how need is assessed.

5.18 The records kept of assessments and lettings do not always demonstrate
fair and open access. They could not always be used to justify a let if the
Association received a complaint, for example, because they often do not
contain enough information to confirm that houses are being let in
accordance with the policy, or even with the informal arrangements in use.
There is no clear audit trail to justify why applicants have been selected, no
record of who else on the list has been considered, has been bypassed or
why, and refusals are not always recorded on allocation files.

Recommendation 42:

Queens Cross should keep an audit trail for each application assessment,
offer, refusal and allocation so that the proper application of its allocations
policy can be demonstrated.
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5.19

5.20

Queens Cross’s contribution to preventing and alleviating homelessness in
the area is developing well. Many of its supported housing initiatives are
aimed at preventing homelessness or assisting people in their first home,
for example, the Fire Station, Talbot and CHYP projects. The provision of
furnished accommodation to vulnerable people, including those moving on
from hostels, is also a good contribution to this. The Association has been
involved in developing the Homeless Duty Protocol for Glasgow and staff
are actively engaging with the Council’'s homelessness caseworkers to
monitor and develop the partnership.

Since April 2003, Queens Cross has received 15 referrals from Glasgow
City Council under section 5 of the new Act. Six people referred have
accepted accommodation and nine offers are pending, due to a lack of the
required size of accommodation being available. Glasgow City Council has
confirmed to us that Queens Cross is currently meeting its statutory duty in
terms of Section 5.

Lettings

5.21

5.22

5.23

Queens Cross’s published allocations policy has been designed to meet
the requirement to give reasonable preference to those in greatest housing
need. It also includes arrangements to make best use of the available
stock, and to sustain local communities, with a provision for more flexible
local letting initiatives. The ability to deliver on these intentions, however,
is seriously compromised by the operation of unpublished policies as
referred to above.

However, the Association has achieved an impressive turnaround in the
popularity of the properties transferred from Scottish Homes at
Westercommon following physical, management and environmental
improvements. The multi storey flats remain more difficult to let than other
Queens Cross stock due to the unpopularity of this house type. The
Association has addressed this with a local letting initiative, which allows
single people and couples over 35 years old to have 3 apartment multi
storey flats. This approach has contributed to reducing empty houses but it
is prohibited to take account of a person’s age in allocations.

Recommendation 43:

Queens Cross must amend its local letting initiative to remove the age
requirement, in accordance with the Housing (Scotland) Act 2001 and
must not take account of age when letting general needs houses.

A further local amendment has been to waive the points threshold for
Westercommon. This is an appropriate way to increase demand for less
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5.24

5.25

5.26

5.27

popular stock, but again this is neither recorded as approved nor in the
policy, and the guidance leaflet does not advise prospective applicants of
the variations for Westercommon.

There are few procedures in place to guide staff on the interpretation and
implementation, either of the policy itself or the different arrangements
currently applied to transfers, sheltered and supported housing. The letting
system is still manual, so this situation is not alleviated by a computer
system designed to operate the policy. There is a heavy reliance on
discussion between staff and managers to come to letting decisions, which
are not fully recorded. This is poor practice.

Staff are encouraged to use their discretion in selecting appropriate
properties for different applicants. Letting to transfer applicants with less
points than waiting list applicants is justified by staff on the basis that
another house is made available for let as a result. Staff decide between
applicants who have similar need points on various criteria, including their
knowledge of the popularity of areas with ethnic minority groups and
waiting time. Again, however, these arrangements have not been made
public.

The community services department deals with the applications for
sheltered and supported housing. The Housing Services department
refers suitable properties so that tenants can be identified. As the
allocations policy does not describe how these houses are let, we asked
about what happens in practice. We were advised that points are
calculated for applicants and, when points levels are similar, information
from referring agencies is used to identify those in greatest need and that
two staff then countersign the assessments. Although this procedure is not
recorded, it is a suitable approach. However, we found that a number of
applications for those who had been housed did not comply with this
informal procedure.

Staff decide between two levels of points for medical or social & care
reasons, with very little guidance on how to do this from the policy. In all
cases checked, the area housing managers had assessed evidence for
each application and awarded points, but the reasons for their decisions
were not recorded.

Recommendation 44:

Queens Cross must assist staff to implement its allocations policy by
introducing clear procedures designed to ensure fairness and
consistency and by placing staff discretion within clearly defined limits.
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5.28 An outcome of the lack of clear policies and procedures in housing
management is that staff were not aware of how to implement the
requirements of Schedule 7 of the Housing (Scotland) Act 2001 for
tenancies granted to staff, committee members and their relatives. This
applied at a senior level. This is a serious failing, which has led to
breaches of the legislation. The Association acknowledged this and
undertook to retrain staff quickly.

5.29 We examined the file for the allocation of a house to a member of staff in
July 2003. The let was not reported to the Management Committee until
October, as referred to in section 4 of this report. There was no evidence
that the staff member had been treated any differently from other
applicants, but the lack of attention given to documenting this, and
highlighting the let to the Management Committee for approval, is very
poor practice. We found several examples of inappropriate attention to
detail in recording and approving benefits governed by schedule 7. The
Association has a duty to ensure it can demonstrate compliance with this
legislation and it acknowledged this during our visit. Recommendation 29
also applies here.

Recommendation 29:

Queens Cross must improve its compliance with Schedule 7 of the
Housing (Scotland) Act 2001 in relation to allocations by introducing and
implementing a clear policy and procedure on which all staff and committee
are given full training.

5.30 Reports to the Management Committee on letting are contained within a
larger monthly housing services report. They provide useful information on
how long the letting process takes, the balance between waiting list,
transfer and homeless applicants housed and the properties involved. The
reports also include comprehensive equal opportunities information.

5.31 There is currently no monitoring of letting outcomes or confirmation of
whether those in most need are being housed. This prevents Queens
Cross from knowing whether it is meeting its objectives in relation to
making best use of the available stock, maximising choice and helping to
sustain communities. An accurate analysis of these factors is not currently
possible due to the shortcomings in policy, procedures and record keeping.

Recommendation 45:

Queens Cross should extend its monitoring of allocations to understand
what needs are being met and to demonstrate that it is giving reasonable
preference to the statutory priority categories of need.
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Tenancies

5.32

5.33

5.34

5.35

5.36

5.37

This is an area in which Queens Cross is performing well. The Association
uses appropriate tenancy and occupancy agreements for the various types
of housing and support offered. It has also obtained the licences it requires
for houses in multiple occupation (HMOs) with the exception of one
licence, the application for which is in progress.

The Association has amended its tenancy agreements to comply with the
requirements of the Housing (Scotland) Act 2001 in good time and it has
produced a Scottish Secure Tenancy (SST) and short secure tenancy
(SSST) which include appropriate contractual additions in line with the
guidance issued by the Scottish Executive and the Scottish Federation of
Housing Associations.

Queens Cross has managed the introduction of the new tenancies very
well. A special Newsletter was produced to explain the provisions and
changes and an excellent display has been erected in the main office
reception area to explain the changes in right to buy, succession to
tenancy and to encourage people to sign the new agreement.

Performance in getting people to sign the new tenancy is good and 86% of
tenants had signed at the time of our inspection. The Association expects
to complete the process by the end of December 2003. Observation of
sign ups for existing tenants demonstrated that the process was being
carried out properly, including a good explanation of tenancy terms and
highlighting the priority rights and responsibilities.

Queens Cross has used the opportunities presented by this contact with all
tenants for other purposes. It has been proactive in visiting its older and
more vulnerable tenants with the new SST and has used this as a learning
opportunity for community services staff to extend their knowledge of
tenancy rights and responsibilities.

This contact with all tenants has also been used to update tenancy
information. For example, details of the current household have been
collected to allow compliance with eviction notification requirements, next
of kin records have been updated for sheltered tenants and all of this
information has been stored appropriately on the new computer system.
The right to buy entitlement of each tenant has also been noted on the
computer as each sign up has been recorded.
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Supporting tenants

5.38

5.39

5.40

5.41

Queens Cross is responsive to people’s individual support needs and
provides excellent services to help vulnerable people remain living at home
in the community.

Supported housing has been a growth area and now accounts for 25% of
the Association’s tenancies. This extended provision has been undertaken
in partnership with a range of other agencies and in response to identified
local needs. A range of support is provided to:

people with mental health problems;
young homeless people;

vulnerable elderly people; and
people with alcohol problems.

Of 600 supported tenants, 500 receive services provided by Queens
Cross’s own community services staff and sheltered housing wardens.
Others receive support provided by agents, for example in specialist hostel
accommodation. Queens Cross has achieved accreditation by the local
authority as a support provider and is registered with the Care
Commission.

As well as housing support, Queens Cross provides welfare benefit advice
using its own specialist staff. This is available to all tenants, to help them
access the benefits and assistance they need to enjoy their homes.

Empty houses

5.42

This is an area where Queens Cross performs well. The Association has a
strong demand for its properties and it aims to keep the time taken to re-let
as short as possible. It is good at achieving quick re-let times and
minimising void rent loss, as shown in the table below.

Voids Performance

Average Re-let Times Queens Cross National Average
2002/2003. (Working days) (Calendar days)
(All tenancies)

10 days 36.29 days
% of rent lost as result of Queens Cross National median
voids 2002/2003 (general
tenancies)

2.64% 3.13%

Source: Annual Performance and Statistical Returns
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5.43

5.44

5.45

Queens Cross uses targets of 10 working days each, to repair empty
houses for letting and then to re-let them. These work well and
performance is well above average. We would suggest that the Association
could benchmark its performance more accurately if it recorded periods in
calendar days and that it should use this measurement in its APSR returns.

Observation of void inspections and file checks carried out during the
inspection verified that procedures were being followed competently and
that properties offered for let were in a satisfactory condition. This is a good
example of how performance is assisted by clear procedures, which the
Association could extend to other areas of housing management.

There is no set letting standard to guide staff on the overall condition to be
achieved, but we saw no evidence that this was affecting the condition of
houses being let.

Rents & Service Charges

5.46

5.47

Queens Cross has a mixture of rents applicable to properties, according to
whether it has provided these homes itself or acquired them from other
landlords. Some rent increases are applied from October and others from
April each year, for the same reason. The Association uses a minimum
rents policy to move towards convergence of rents when tenants with
protected rents move out. In this way, Queens Cross intends to achieve
fairness and consistency in rents over time.

The Association is open with tenants about the services funded by rents
and produced a good newsletter article earlier this year explaining this. It
can also demonstrate that its rents are generally comparable with other
local landlords. However, there are weaknesses in rent setting:

e Despite a commitment to set rents according to a calculation of the
income required to run the business, decisions on the various rent
increases are taken prior to budget setting;

e Undertakings given to tenants in Westercommon and Glasgow west, to
limit rent increases to a maximum of inflation + 1%, have not been
honoured consistently, by measuring inflation at different times of the
year; and

e The minimum rent policy has been applied in addition to an annual rent
increase at Westercommon, resulting in increases of up to 8.5% for
some tenants.
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Recommendation 46:

Queens Cross should base decisions on rent increases on
considerations of affordability, the cost of running the business and
contractual obligations to tenants.

5.48 The Housing (Scotland) Act 2001 requires landlords to consult tenants on
proposals for rent increases before these are implemented. The
Association has provided information on rent decisions, but has not met its
statutory obligation to consult tenants on the rent increases applied from
this year.

Recommendation 47:

Queens Cross should ensure that it consults its tenants on future
proposals for rent increases.

5.49 The Association provides a range of services that make a good
contribution to estate management, such as close cleaning in all tenements
and maintenance of all shared backcourts and gardens. However Queens
Cross cannot demonstrate that these are costed and charged in a fair and
accountable manner:

e Charges do not take account of all the costs involved as no share of
overheads is added to the sums paid to contractors;

e Garden maintenance and close cleaning charges are included in the
rent for tenements, so the majority of tenants are unaware of the costs
of these as only secure tenants and sharing owners are given full rent
breakdowns; and

e The costs of services are neither reported to tenants nor adjusted for
any under or overcharging in the previous year.

Recommendation 48:

Queens Cross should charge tenants the full cost of the services it
provides and keep them informed of any adjustments required.

Arrears
5.50 Queens Cross’s performance in rent arrears control is good, although

arrears have been increasing during the last two years. Trends and
performance are shown in the table below.
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5.51 Performance remains above the national average and this is demonstrated
more clearly when technical arrears due to outstanding housing benefit
payments are deducted:

Performance: National | Queens | Queens | Queens

excluding average | Cross Cross Cross

Technical arrears 2002/03 | 2002/03 | 2001/02 | 2000/01

Net total arrears as 4.4% 1.4% 1.42% N/A

% of gross rental

income

Net current arrears 3.05% 1.15% 1.42% N/A

as % of gross rental

income

Net former arrears as | 1.35% 0.25% 0% N/A

% of gross rental

income

Source: Queens Cross APSRs and Communities Scotland Scottish RSL Statistics

5.52 This shows a good underlying trend of arrears decreasing where the

Performance: National | Queens | Queens | Queens

Gross arrears average | Cross Cross Cross
2002/03 | 2002/03 | 2001/02 | 2000/01

Total arrears as % of 6.74% 5.08% 3.44% 2.6%

gross rental income

Current arrears as % 5.23% 4.83% 3.18% 2.40%

of gross rental

income

Former arrears as % 1.51% 0.25% 0.26% N/A

of gross rental

income

Source: Queens Cross APSRs and Communities Scotland Scottish RSL Statistics

Association has most influence over payment recovery.

5.53 Queens Cross is proactive in activities to prevent arrears such as:

e Employing welfare rights staff to advise tenants on income and
housing benefit;

e Providing access to a Money Advice Worker;

e Assisting tenants to complete housing benefit applications and sending
these to the Council; and

e Using a standard system of reminders and contact with tenants at
appropriate stages.

5.54 Although performance is good, the Association could act to safeguard this
with more detailed target setting, performance monitoring and reporting.
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5.55

5.56

The reports to Committee show progress with targets for arrears levels
overall, but not detailed breakdowns on the number of arrears cases within
different ranges. For example, the reports could indicate the number of
tenants in arrears over periods of time (one month, two months etc), and
progress with legal action and tenant response. This would allow staff and
committee to identify any emerging areas of concern and to act
accordingly. The Association plans to do this after further training on the
ICT system.

For tenants whose benefit is paid direct to Queens Cross, we found that
the Association is not consistently informing the Council’s Housing Benefit
Section of tenancy terminations and changes in tenancies. In one case
Housing Benefit was being received for a deceased tenant as well as the
new tenant, so overpayments will be due for repayment when these issues
are resolved.

A large sum is recorded in the accounts as rent paid in advance but this
includes an unspecified amount for overpayments of housing benefit, as
overpayments are also routinely appealed. This may be distorting the
amounts which Queens Cross believes it is owed in arrears and it could
affect its performance if significant amounts have to be repaid.

Recommendation 49:

Queens Cross should distinguish between rental pre-payments and
overpayments of housing benefit and ensure that technical arrears are not
distorted by overpayments.

Evictions.

5.57

5.58

5.59

The Association’s good performance in arrears has contributed to a very
low level of evictions. It has not sought court approval to evict anyone so
far this year. In 2002, one tenant was evicted because of serious,
persistent rent arrears. We saw from the file that eviction had been a last
resort and that the Association had given the tenant every opportunity to
resolve the debt before taking the case to court and before going ahead
with the eviction.

Although some of the target timescales for senior management and
committee involvement in considering this eviction were not met, it is
recognised that these cases are uncommon and that this had no impact on
how fairly or effectively the case was handled.

There are no arrangements for handling court action on antisocial
behaviour grounds and none for monitoring and managing houses which
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are abandoned by tenants, for whatever reason. The Association might
consider introducing these in preparation for such issues arising.

Tackling Antisocial behaviour

5.60

5.61

5.62

Queens Cross has recognised the significant impact it can have in
combating antisocial behaviour and has introduced a range of measures to
help prevent it. These include:

e Designing security measures into all its new housing;

e Loft alarms in tenements;

e Widespread use of secure entry systems and the use of a monitored
CCTYV system at Westercommon;

e Access to a mediation service and to professional witnesses;

e Close working relationships with other agencies such as the Police and
the local authority; and

e Representations to Parliament about antisocial behaviour policy.

However, the Association’s awareness of the extent and nature of
antisocial behaviour in its area, and whether it is becoming more or less
common, is limited by a lack of monitoring of the type and volume of
complaints received and the lack of consideration of the subject by the
Management Committee. It does not set targets or monitor its
performance. This is despite Queen’s Cross saying it will do all of this in its
estate management policy.

Recommendation 50:

The Association should improve its awareness of how serious an issue
antisocial behaviour is for its tenants and implement its policy on
managing and monitoring it.

Tenants and service users in the focus group identified this as a high
priority and the one area that they would ask Queens Cross to do more
work in. They saw youth disorder as the biggest local problem, but they
acknowledged that the Association could not resolve this issue on its own.

Estate management

5.63

The Association manages its estates well and residents responding to a
large-scale survey completed this year reported a high level of satisfaction
with the area in which they live. This ranged from 79% rating even the
least popular area of Westercommon as a good, or very good, place to live,
to 87% and 90% of those in the other areas.
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5.64 Queens Cross achieves this with a combination of resources and
management approaches:

Area-based generic housing officers;

Care-taking staff in the multi-storey flats;

An in-house technical service;

Stair & window cleaning in tenements;

Backcourt and common area garden maintenance;

Regular estate inspections by staff;

A zero tolerance commitment to graffiti and vandalism

Liaison with other landlords for the removal of rubbish & graffiti in
adjacent areas;

Positive engagement with owners in mixed tenure areas;

Pro-active action by housing officers on breaches of tenancy;

Best garden and close competitions and awards;

Investment in making open spaces in sheltered housing areas safe and
attractive; and

e New staff office, local community services, re-organised caretaking, and
CCTV at Westercommon.

5.65 This is another area where clear standards, which are effectively
monitored, are achieving good results for residents. Queens Cross
rigorously inspects contractors’, and its own, performance in carrying out
these duties and reports the results to the management committee. The
outcome is a clean and attractive environment, valued by tenants.

5.66 Good partnership working is also in place, on the Garscube Action Group.
This has strong tenant representation and representatives from the Local
Authority, Glasgow Housing Association and the police.

How Well is the Service Managed?

5.67 Queens Cross has a strong culture of good service delivery, which is
instilled by strong leadership at management and committee level. Front
line staff are proud of their reputation for good estate management and of
the demand this generates for housing association houses. Many aspects
of housing management are very good and the amalgamation of the former
Housing Management Section and Maintenance Section has improved
services for tenants, particularly in managing empty houses.

5.68 The Association has recognised the need for good support from ICT

systems and has spent a considerable amount of money and staff
resources on introducing a new computer system to achieve this. The new
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ICT system is providing opportunities to improve management and
monitoring of performance and to assist staff in their jobs.

5.69 However, there is a variation in the quality of services in housing
management, which is linked to how clear staff are about standards,
targets and performance monitoring. The lack of an overall documented
departmental or service plan for housing management, setting out these
objectives, targets and standards, with arrangements for monitoring and
measuring success, is affecting Queens Cross’s ongoing achievement of
continuous improvement. Recommendation 8 also applies here.

Recommendation 8

Queens Cross should extend its performance management in all aspects
of its business, using self-assessment to set priorities, benchmarking to
set targets and training and appraisal to support staff in achieving
business objectives.

How Likely is the Service to Improve?

5.70 There is a track record of good housing management at Queens Cross and
this was confirmed by our inspection in many areas. However, there are
some important factors which lead us to conclude that the prospects of
improvement in housing management overall are uncertain:

e Departmental priorities are not identified and addressed in a planned
way to achieve improvement;

e The Association’s self-assessment of performance did not identify any
weaknesses, particularly those we have highlighted:;

e Staff have not been equipped to deliver some important aspects of
service where the Association must be seen to be accountable, e.g.
schedule 7 and letting decisions;

e Compliance with new housing legislation was delayed and has not been
achieved in all areas, e.g. in access, lettings and antisocial behaviour;
and

e Commitments to monitor performance on antisocial behaviour have not
been fully implemented.
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6. Property Management

Overall Assessment of Property Management

6.1 Queens Cross performs well in the main areas of property management
resulting in good services to tenants and other service users. There are
also several weaknesses in its response to legislation, performance
management and planning for future maintenance.

B Queens Cross delivers a good property management service
with many strengths and some areas where improvement is
needed.

The prospects for improvement in property management are
uncertain

6.2 These are the areas that are working well:

v' Response times for completing repairs are very good;

v' Residents are happy with the repairs service and the way it is provided

by the staff and contractors;

The emergency repairs target has been increased in response to tenant

feedback;

Tenants and owners are provided with good information on repairs;

The in-house repairs team is popular with tenants;

Cyclical maintenance is operating well;

Problems in gas servicing have been identified and resolved,;

Repairs quality is checked thoroughly by pre and post-inspections;

The Association has comprehensive information on the condition of its

stock;

Queens Cross knows what the maintenance requirement will be over

the next 30 years and how much it will cost; and

v" Major improvements to the stock are being undertaken systematically
and within realistic timescales.
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6.3 These areas could be working better:

Departmental planning, targets and performance management;
Compliance with the legal requirements for tenants’ right to repair;
Compliance with legal requirements for tenants’ rights to compensation;
Consistency in recharging repairs to tenants;

Contractual arrangements with maintenance contractors;

The use of information for performance management;

Tenants’ and owners’ involvement in the planning of major works.
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6.4 These are our key recommendations. They are broadly in order of

significance:

Queens Cross must amend its right to repair provisions, in accordance
with the Housing (Scotland) Act 2001.

The Association must give its tenants their right to compensation, in
accordance with the Housing (Scotland) Act 2001 and should identify and
reimburse any tenants who have received less than their entitlement since
September 2002.

Formal contractual arrangements should be put in place with maintenance
contractors quickly.

The Association should extend its performance management of
maintenance to assist continuous improvement.

Queens Cross should involve tenants and owners in the planning of
programmes for major works to their homes.

The Association should ensure that its arrangements for recharging
repairs are the same for all tenants, regardless of the contractor used.

Context for Property Management

6.5 The Association has a wide range of housing stock in terms of age, type,

6.6

6.7

construction and use. Property management in this context includes
everything from responsive repairs to larger programmes of work to
upgrade older or lower quality stock.

Queens Cross is six years into a nine-year programme of upgrading 583
sandstone tenements, 506 multi storey and maisonette flats in
Westercommon and 300 houses and flats in Seamore St, Kirkland St and
Woodside (“Glasgow west”) acquired from Scottish Homes in 1994. This
has been a major feature of the work carried out in property management.

Some responsive repairs are carried out by the Association’s own small
technical workforce but most work is carried out by locally based external
contractors. Housing services staff order and monitor responsive repairs
and empty house work, and manage the in-house team. The project
services department deals with the procurement of services, cyclical and
planned maintenance and it manages the contractors.

How Good is the Service?

Responsive repairs

6.8 The Association has set demanding timescales for all types of repairs;
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6.9

6.10

6.11

6.12

Emergency 4 hours

Urgent
Routine

48 hours
5 days

In August 2003 the Management Committee decided to reduce the target
time for emergency repairs from 8 hours to 4 hours, in response to
residents views. This is a very good example of Queens Cross’s
commitment to provide good services in the way its tenants want. Its
performance against the original targets is set out in the table below:

Performance Against Repairs Completion Targets

National Queens Queens Queens

Average Cross Cross Cross

2002/2003 2002/2003 2001/202 2000/2001
Emergency | 97% 94% 100% 100%
Routine 93% 96% 99% 100%
Urgent 93% 94% 100% 100%

Source: Annual Performance and Statistical Return.

Performance against targets is good and better than the national average
in two out of three categories. However, it has decreased in each category
in the current year. As the figures are measured against the original
targets, Queens Cross might consider action now to achieve the higher
target it has set for emergency repairs.

The overall level of satisfaction with the repairs service is very good, as
demonstrated by 90% of respondents to the large-scale satisfaction survey
carried out earlier this year, who said they were fairly or very satisfied. This
outcome is in line with the satisfaction levels expressed by residents
participating in a focus group we commissioned as part of the inspection.

The repairs service has many good features:

e Repairs can be reported easily, in person, by phone or in writing;

o Staff deal efficiently and courteously with people reporting faults;

e Tenants get good information on repairs responsibilities at the start of
their tenancy; and

e The Tenants Handbook, which is currently being reviewed, contains
good information on repairs.

Queens Cross has a handyperson service to deal with minor repairs and
other services such as empty house cleaning and rubbish uplifts. It also
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6.13

6.14

6.15

6.16

6.17

6.18

has other technical staff who carry out plumbing repairs and gas servicing.
These in-house services are particularly popular with tenants, who
commented on the quality and tidiness of the work, and on the value of
having people they were familiar with, in their homes.

The Association manages its cyclical maintenance with a range of
contracts operating at regular frequencies. These cover gutter cleaning,
electrical testing, paintwork, lift maintenance and gas servicing, all of which
were operating well.

Queens Cross aims to meet its important gas safety responsibilities with a
comprehensive set of procedures. These have enabled the Association to
identify a number of instances over the last year where gas servicing was
not done within the required 12-month interval and Queens Cross has
addressed this by imposing strict conditions on how contractors are to
programme future service visits. This is an example of good management.

There are some poor areas in the repairs service, relating to the
implementation of the Housing (Scotland) Act 2001, rechargeable repairs,
contractual arrangements with contractors and in performance monitoring
and management.

The Association has both delayed and wrongly implemented the right to
repair provisions of the Housing (Scotland) Act 2001, which should have
been available to tenants from September 2002. A scheme had just been
introduced when we visited in October 2003, but this fails to give tenants
the rights they are entitled to:

e Tenants are not always given information about their right to repair
within the required timescale; and

¢ No information is provided on the contractors that tenants may instruct if
they wish to use their right to repair.

Queens Cross believes that its own good service exceeds the statutory
timescales and will generally avoid the need for tenants to use the new
right. Contractors calling to carry out repairs leave some information with
tenants but the Association must comply with this legal requirement in full.

Recommendation 51:

Queens Cross must amend its right to repair provisions, in accordance
with the Housing (Scotland) Act 2001.

Tenants rights to compensation for improvements also became effective in
September 2002 but Queens Cross has not yet made this available to
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6.19

6.20

6.21

tenants. It has continued to operate its own voluntary scheme, but this
contains less generous provisions than tenants are now entitled to. The
Association intended to comply with the law by the end of December 2003
but this is a serious delay. Tenants who have been compensated on the
wrong basis may have received less than they were entitled to.

Recommendation 52:

Queens Cross must give its tenants their right to compensation, in
accordance with the Housing (Scotland) Act 2001, without further delay
and it should identify and reimburse any tenants who have received less
than their entitlement since September 2002.

Queens Cross aims to recover the costs of any repairs it carries out for
tenants, which are the tenant’s responsibility. This is applied to a very
small number. Only 26 repairs had been recharged for 2003/4 by the time
of our inspection, or 0.2% of all repairs. As the work done by in-house staff
is not recorded in the same way as private contractors, even fewer repairs
carried out in-house are actually recharged to tenants. Although the
numbers are small, this is not fair to all tenants.

Recommendation 53:

The Association should ensure that its arrangements for recharging
repairs are the same for all tenants, regardless of the contractor used.

The arrangements for charging tenants are not effective, as there is
regularly a delay of several months between the repair being completed
and recharged. This is also referred to in our comments on financial
management, in section 4, because of the high rate of non-payment.

Queens Cross has used tendering to appoint maintenance contractors until
March 2003, when it decided to replace the four-year contracts with eight-
year partnering arrangements. These have not yet been formalised,
however, as referred to in our comments on procurement, in section 3.
This puts the Association at unnecessary risk, while it is actually aiming to
lower the risk of losing its contractors with a long-term agreement.
Recommendation 13 also applies here.

Recommendation 13:

Queens Cross should put formal contractual arrangements in place with
its maintenance contractors, which meet good practice guidelines.
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6.22

6.23

6.24

Queens Cross aims to monitor quality by inspecting repairs and by
collecting feedback from tenants. A minimum of 20% of repairs is pre-
inspected before repairs are ordered, using a random sample selected by
the computer system. A further 30% sample is post-inspected, although in
2002/2003 the sample inspected was actually 46%. This was achieved by
caretakers checking a higher proportion of repairs to multi story flats, which
are a priority area for repairs. Contractors, or the in-house team, are
required to fix any unsatisfactory repairs. This is a thorough approach to
checking quality but the Association does not record the number or any
trends in repairs which have to be re-done.

Tenants are asked to complete satisfaction forms by the tradesperson
doing the job. This results in a high response rate, and the Association is
reassured that the responses are reasonably reliable, as the tenants
satisfaction survey also shows good satisfaction with repairs.

All of this information collected on quality and satisfaction with repairs is
reported to the Management Committee. However, Queens Cross could
make more use of this, and of the reporting capabilities of the new
computer system, to improve its management of repairs performance. For
example, information could be analysed to:

e |dentify trends in numbers and types of repairs;

¢ Identify maintenance issues by area and house type;

e Monitor the performance of individual contractors and the in-house
team;

¢ Identify value for money between contractors; and

e Inform service reviews

Recommendation 54:

The Association should make more use of performance information on
repairs to assist continuous improvement.

Lifetime maintenance

6.25

Queens Cross has good information on the condition of its stock, from
condition surveys carried out in 1999 and 2002. This is updated
periodically and it has been used to prepare costed plans for lifetime
maintenance and improvement. The Association has a clear
understanding of the costs involved in maintaining and refurbishing its
stock in the long term and is already delivering large programmes of
planned improvements to safeguard quality and popularity.
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6.26

6.27

6.28

6.29

6.30

6.31

Queens Cross has addressed the challenge of funding the current
programmes with a mixture of loans and investment from turnover and
reserves. It has achieved substantial improvements in priority areas:

e Sandstone tenements have been comprehensively improved over six
years at a cost of £6m; and

e Lifts and kitchens have been replaced in Westercommon at a cost of
£1.5m.

The current programme will continue until 2006/2007 with:

¢ New kitchens, bathrooms, central heating, re-wiring and windows at
Glasgow west, at a cost of £3.9m.

This will meet the commitment made to tenants at Glasgow west in 1994,
when Queens Cross took over their homes, and it will bring the total
investment in planned works to £11.5m over nine years.

Queens Cross has also started to use new procurement methods for
contractors and consultants employed on its major improvement projects,
in line with our guidance on Building a Better Deal. The Association is
enthusiastic about this partnership approach to major works and expects to
gain financial and project management benefits from it.

However, as we have said already in the sections on planning and financial
viability, the Association has not yet planned for resources to be available
for future work beyond year 9. The knowledge Queens Cross has about
the cost of future maintenance works has not been incorporated into an
overall plan setting out how the investment will be funded.

The Association is preparing in this way for the anticipated transfer of GHA
houses and is currently working with partners to prepare a business plan
for the acquisition and long-term maintenance or replacement of these
houses. So, Queens Cross needs to draw up a comprehensive plan to
ensure that resources will be available in future to maintain all its stock.
Tenants and owners involved in major repairs contracts receive early and
ongoing information on what will happen, and on how they will be affected.
Surveys at the end of contracts confirm good satisfaction levels with the
improvements and how they are managed. This is consistent with what
tenants and owners told us in the focus group.

However, the Association has not progressed to giving tenants a significant
input to the overall planning of lifetime maintenance programmes, as
required by the tenant participation provisions in the Housing (Scotland) Act
2001.
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6.32

6.33

Recommendation 55:

The Association should involve tenants and owners in the planning of
programmes for any major works to their homes.

Queens Cross is good at managing the co-operation of owners in major
improvements. This is assisted by the provision of rent-free decant
accommodation and the waiving of fees for the Association co-ordinating
the works on owners’ behalf. This has been an important factor in
achieving smooth progress in the 10 phases of improvement at Firhill,
where there were 14 owner-occupiers. However, these practices are not
consistent with the Association’s commitment to charge owners for
services, in its published policy.

These free services have been provided on the basis of a committee
decision in 1994, when the first phase of work was being planned. The
provision of these services has continued for nine years without any
change to the policy being confirmed or any further consideration of the
costs. This is an example of services to owners being subsidised by
tenants. We have also referred to this in section 4, governance and
financial management. Tenants have not been informed of this practice
and the Association has not identified either the costs, or whether they are
value for money.

Recommendation 56:

The Association should review its policy on charges to owners participating
in improvement and development projects.

Ada

6.34

6.35

ptations

Queens Cross works closely with the local authority’s occupational therapy
service to carry out adaptations to its stock to meet the needs of tenants.
The budget for these comes from grant, which Queens Cross requests
each year in its strategy and development funding plan to Communities
Scotland. A range of adaptations is provided to improve access to people’s
homes, to make them easier to use or to suit other household needs.

The Association keeps information on adapted properties and takes
account of significant non-standard features when letting any which
become empty. In this way, it acts to maximise the benefits that follow from
carrying out these works.
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6.36

The service is provided effectively. Tenants who have had adaptations
carried out in their homes expressed a high level of satisfaction with the
service in the residents’ satisfaction survey carried out in 2003.

How Well is the Service Managed?

6.37

6.38

6.39

Queens Cross is good at delivering in its priority areas of responsive
repairs and lifetime maintenance. However, other important areas have not
been given enough attention — the rights to repair, compensation and
participation from the Housing (Scotland) Act 2001. This is partly due to an
under estimate of the differences between Queen’s Cross’s existing
practices and the requirements of the Act.

The arrangements for the delivery of property management involve a range
of staff from different departments. This requires good communication and
agreed, shared, objectives and priorities. Although staff co-operate well on
a day-to-day basis, they would be assisted by clearer service planning and
performance management. Where good management systems do exist,
for example for gas maintenance, Queens Cross has been able to identify
and resolve issues quickly. The order of maintenance programmes is
planned, but the lack of an overall departmental or service plan for property
management, setting out these objectives, priorities, targets and standards,
with arrangements for monitoring and measuring success, is affecting
Queens Cross’s achievement of continuous improvement.
Recommendation 8 also applies here.

Recommendation 8

Queens Cross should extend its performance management in all aspects
of its business, using self-assessment to set priorities, benchmarking to
set targets and training and appraisal to support staff in achieving
business objectives.

However, the Association has invested in a sophisticated ICT system,
which it has carefully developed to contribute to service provision and
achieve efficiencies. This also provides opportunities to improve
management and monitoring of performance and to assist staff in their
jobs.

How Likely is the Service to Improve?

6.40

There are some factors which indicate that the service is likely to improve:

e The condition of the housing stock is very good;
e Plans to safeguard these conditions in future are well advanced;
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Staff provide a good service and are committed to continuing this; and

The new computer system has the capability to support and improve
service delivery and performance management.

6.41 However, prospects of improvement in property management overall are
considered to be uncertain because:

The Association’s self-assessment of its performance in property
maintenance did not identify any weaknesses;

Departmental service priorities are not identified and addressed in a
planned way to achieve improvement;

Where tasks have been planned there has been slippage in achieving

them e.g. the new maintenance contracts and compliance with new
housing legislation.
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7. Property Development

Overall Assessment of Property Development

7.1 The Association delivers very good housing developments and has made
an important contribution to the quality of life in its areas. There are
aspects of the planning and management of property development to be

improved.
B Queens Cross delivers a good property development service
with many strengths and some areas where improvement is
needed.

The prospects for improvement in property development are
promising

7.2 These are the areas that are working well:

Strategic partnerships.

Comprehensive regeneration in priority areas.

High quality houses, which are popular with tenants.

Energy efficiency and crime prevention features.

Provision for the varying needs of tenants over time.

Sustainability and reuse of materials.

Environmental awareness.

Tenant participation in the development of their homes.
Responsiveness to tenant feedback in improving designs and project
management.
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7.3 These are the areas that could work better:

Management Committee control of the planning process.
The selection of contractors and consultants.

Financial appraisal and risk management.

Tender acceptance arrangements.

Departmental performance management.

7.4 These are our key recommendations. They are broadly in order of
significance:

% The Management Committee should ensure that it obtains all the

information required for good decision-making and should give more
attention to the content of major strategy documents before approval.
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% The Management Committee should receive a full financial breakdown,
including details of grant conditions for each project, and give formal
approval, before cost bids are accepted.

% The Association should extend its performance management of property
development to assist continuous improvement.

+ Queens Cross should amend its selection of contractors and consultants
to comply more fully with best practice guidelines.

Context for Property Development

7.5

7.6

7.7

Queens Cross has a long and impressive track record for building houses,
which meet the housing needs of people in its area. Currently, the
Association is completing new developments at Panmure Street and
Garscube Road. The Panmure Street development is part of Queens
Cross’s contribution to the strategy to regenerate communities in the North
Glasgow Social Inclusion Partnership. The future programme, from
2004/2005, is being planned to assist Glasgow Housing Association with
120 new houses for GHA tenants in three areas due for demolition.

Some development work is carried out in partnership with the related
company, Queens Cross Workspace. Supported housing has been
provided by the Workspace, for management by the Association, and the
Workspace has also built housing for sale. It is currently planning a large
£11m development for sale, which will also include sports facilities. The
Association’s major improvements at Westercommon were complemented
by environmental works and a community centre, provided by the
Workspace.

Queens Cross also provides development project and clerk of works
services to other RSLs. It was providing services to 7 housing associations
at the time of our visit.

How Good is the Service?

Partnership working

7.8

Queens Cross works well in strategic partnerships to deliver regeneration.
We asked key local organisations, including the development funding
section of Glasgow City Council, about their experience of these
partnerships. They confirmed that the Association’s development activities
fit well with the Council’'s overall strategic plans and those of the GHA.
Queens Cross has also been able to link into the plans of the local health
board and has provided new houses for people leaving hospital. Its
partners value the Association’s contribution to regeneration in Glasgow.
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Physical Quality

7.9 Queens Cross has a long track record of building high quality, attractive and
popular houses. The Association has been one of the biggest contributors
to the regeneration achieved in Queens Cross during the last 25 years and
a big influence in reversing the population decline it inherited. Queens
Cross has had a significant positive impact on the physical quality and
appearance of its area. New houses have the following features:

e High energy efficiency, above minimum standards;

e Attention to security and safety, to minimise crime and antisocial
behaviour, meeting secure by design standards;

e Generous room sizes, which exceed minimum standards; and

e High quality kitchens and internal finishes.

7.10 Queens Cross has continually improved standards in each new
development. All of its house styles now recognise that people have
various housing needs, which are likely to change over time. New houses
are designed to be flexible enough to accommodate a range of these
needs.

7.11 Queens Cross achieves high levels of tenant satisfaction with new homes,
as we found both in Queens Cross’s own surveys and in our discussions
with tenants. This is also confirmed by the high demand for its houses.

7.12 The Association implements a sustainable development policy, which
details its commitment to energy efficiency and the reuse of materials.
Queens Cross aims to use low maintenance and recyclable materials
where possible and all its developments have been on brownfield sites.

7.13 For example, the development at Panmure Street is part of a pilot scheme
with the Department of Trade and Industry using photovoltaic cells. These
convert daylight into electricity so that tenants will be able to save on mains
power, and any surplus energy will be fed into the national grid. Also,
demolition materials, which would otherwise have been dumped in a landfill
site, have been reused in the construction of these homes.

7.14 The Association has also shown its commitment to improving the
environment by influencing the design of the Westercommon Resource
Centre, built by the Workspace. This has a living roof of sedum plants to
encourage bird life in this city environment, and has a community garden.

Tenant/Owners Involvement in development

7.15 Queens Cross has a good record of involving the community in
developments. This is being demonstrated well in the current work at
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7.16

7.17

7.18

Panmure Street. The project includes the demolition of houses acquired
from the Council, so the tenants affected have been included in drawing up
and monitoring the development from the start.

Queens Cross held public meetings and formed a steering group with local
residents. This meets on a regular basis and the group feeds information
back to the wider community. The group has had a real influence on the
size, mix and design of the houses provided and on the internal finishes.
This is a good example of tenant involvement.

Queens Cross regards feedback from residents in all completed
developments as vital to the planning of future projects. Resident
satisfaction surveys are carried out after new houses have been occupied
for 12 months. The results are used to improve both design and project
management in subsequent works.

The Association has not had to manage the involvement of owners in new
developments, but has significant experience of this in major improvement
works. This is referred to in section 6, property management.

How Well is the Service Managed?

Development Planning

7.19

7.20

7.21

7.22

At an individual level, each development is well planned, with its own
specific brief, approved by the committee.

The Association plans its overall development activity in an annual strategy
and development funding plan for agreement with the development funding
section of Glasgow city council. This contains good quality information on
the anticipated programme over a 3-year period. Although the plan fits with
partners’ priorities, Queens Cross is also pro-active in identifying priorities
in its own area and in influencing wider strategic planning.

The involvement of the Management Committee in preparing the content of
the plan is referred to in section 4, governance. The most recent plan was
approved at the meeting we attended on 1% October 2003 but it had not
been fully discussed by the committee during preparation. The senior staff
team had given the plan careful consideration, but did not report their
considerations to the committee.

Staff told us that development proposals for the plan are discussed at
committee briefings and away days, but the committee is also responsible
for considering these in the context of priorities, risks, costs and funding.
We did not see any evidence of this information being collated and
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considered by the committee before decisions were made to progress with
developments. This is particularly important given that Queens Cross has
been willing to use its own cash reserves to achieve early starts to
developments for which grant is not yet available. Recommendation 24
also applies here.

Recommendation 24:

The Management Committee should ensure that it obtains all the
information required for good decision-making and the Committee should
give more attention to the content of major strategy documents before
approval.

Building a Better Deal

7.23 Queens Cross has adopted the partnering procurement methods outlined in
Communities Scotland’s guidance on Building a Better Deal. It has
introduced these to the Firhill tenement and Panmure Street contracts. The
Association is already reporting benefits arising from these less adversarial
contract arrangements.

7.24 Queens Cross has generally followed good practice guidance for the
selection of contractors, consultants or partners for development contracts.
However, the members of the team used to select companies invited to bid
for work, and to complete the selection process, are not the same
throughout. The project team draws up a long list, including those who
have performed well for Queens Cross in the past. It reduces the number
to a short list on the basis of a questionnaire before committee members
are involved on a tender selection panel. It would be good practice to
appoint a tender panel to undertake the whole selection process.
Recommendation 14 also applies here.

Recommendation 14:

Queens Cross should reconsider its selection of contractors and consultants
to comply more fully with best practice guidelines.

Quality of development management

7.25 Queens Cross has provided good developments, but there are weaknesses
in the regular management of developments:

e The committee does not always receive a full breakdown of project
finance before it approves contracts;
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e Conditions of grant offers are not considered before acceptance; and
e Tenders for two large projects have been accepted before the
committee has approved them, during the summer recess.

Recommendation 57:

The Management Committee should receive a full financial breakdown,
including grant conditions, for each project and give formal approval before
cost bids are accepted.

7.26 The project services department does have some annual targets and
objectives to focus staff attention on delivering developments on time.
These could be improved with wider performance management and project
evaluation arrangements linked to good practice guidance.
Recommendation 8 also applies here.

Recommendation 8

Queens Cross should extend its performance management in all aspects
of its business, using self-assessment to set priorities, benchmarking to set
targets and training and appraisal to support staff in achieving business
objectives.

How Likely is the Service to Improve?

7.27 The prospects of improvement in property development overall are
promising because:

e There is evidence of continuous improvement in physical quality;

e The sustainability policy is being implemented and will progressively
deliver its objectives;

e The Association is responsive to tenants views and takes account of
these in making improvements; and

e Departmental priorities are more formally identified for the property
development department than in other areas of the Association’s work.
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8. Services for Owners

Overall Assessment of Services for Owners

8.1 Queens Cross provides a satisfactory service to tenants using their right to
buy but does not always meet statutory targets for completing sales. It has
developed a good, effective factoring function, which delivers a wide range
of services to owners. The factoring service is well managed, popular with
users and in demand, but the full costs of all services are not charged to
owners.

8.2 These are the areas that are working well:

v Information about rights and responsibilities for those using their right to
buy.

Assessment of eligibility for purchase and discounts.

Customer satisfaction with the factoring service.

Information about the rights and responsibilities of owners and of
Queens Cross as a factor.

The range of services on offer to owners.

A seamless service to owners and tenants in mixed tenure areas.
The computerised management arrangements for factoring.

Low factoring arrears, which are continuing to decrease.

A floating fund for some factored owners.
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8.3 These are the areas that could work better:

The time taken to complete house sales under the right to buy.
Performance monitoring of sales in relation to statutory targets.

The calculation of, and charging of, factoring service costs to owners.
Clarity of VAT elements in factoring invoices.

8.4 These are our key recommendations:

+ Queens Cross should reduce the time taken to complete house sales
and extend its monitoring of performance so that it complies with
statutory timescales.

+ A detailed review of the cost of services to owners should be carried out
to ensure that charges cover all costs, including overheads.
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Context for Services to Owners

8.5

8.6

Queens Cross has always been aware that it operates in a mixed community
and it has anticipated the continuing growth of owner occupation,
recognising the need to engage with owners in a positive way. The majority
of Queens Cross’s tenants will not be able to buy their homes under the
modernised right to buy until 2012. However, 477 tenants currently have a
right to buy, which may be used during this period.

Queens Cross has a substantial and expanding factoring service catering for
around 1200 owners, of whom 600 are in wholly privately owned blocks of
flats. The Association has identified factoring as a growth area it wishes to
develop, and it has done a lot of work in redesigning the service, the
computer system and the allocation of staff resources in recent years.

How Good is the Service?

House Sales

8.7

8.8

8.9

Queens Cross provides good information to tenants about their right to buy.
Staff provide proper advice about applicants’ rights and responsibilities, so
they can make an informed decision about purchasing.

We looked at the applications to buy, made in 2002/2003. A total of 20
tenants applied to buy and 8 followed this through to purchase. We found
that the assessment of eligibility and calculation of discounts was carried out
appropriately. Also, staff in different departments were working to ensure
co-ordination of related matters such as closing off rent accounts and
recording tenure change information.

The statutory target for completing sales is 26 weeks and Queens Cross
aims to meet this. However, the Association reported that 85% of sales last
year took longer than 26 weeks. Queens Cross told us that sales are
sometimes delayed by agreement, and by other factors outside its control.
However, we were also unable to verify the average times reported for
house sales, as the figures calculated by the Association are inconsistent
with the number reported as over target.

8.10Performance in sales is reported to the Management Committee but is

limited to the number of applications received and sales completed each
month. This does not enable performance to be monitored against statutory
requirements, or internal targets.
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Recommendation 58:

Queens Cross should reduce the time taken to complete house sales and
extend its monitoring of performance so that it complies with statutory
timescales.

Factoring

8.11There is a high level of customer satisfaction with factoring, as confirmed in
the Association’s survey of residents in 2003, and by the owners who
attended our focus group. Four out of five owners were fairly or very
satisfied, which is a very high level of satisfaction for this kind of service.

8.12The factoring service has been growing recently at around 10 -12% a year.
The Association has encouraged this growth for strategic reasons. It wants
a strong influence on the quality of the physical environment in its local area.

8.13 People are given clear information about the respective rights and
responsibilities of owners and of Queens Cross as factor, in information
leaflets, title deeds and factoring agreements.

8.14 Owners who are not former tenants have moved their business to Queens
Cross because the service offers:

Common area repairs;

Cleaning of close stairs and windows;

Value for money buildings insurance;

Good value house contents insurance;

Consultation on repairs, on a block by block basis; and
Regular payments by direct debit.

8.15 Queens Cross has responded to the growth in factoring by changing staff
responsibilities. Housing services staff are responsible for the environment
and repairs in both tenures and this is a good way of providing a seamless
service to mixed tenure areas. One of the specific requirements of a new
computer system was to manage factoring and it is being used well to
support this approach.

8.16 Performance on factoring arrears is improving and is good in comparison
with other RSL providers. Levels at March 2002 and 2003 were 24.7% and
11.5% respectively, which is well below the Association’s peer group
averages of 33.4% and 36.2% for the same periods.

8.17 The Association factors a new block of flats, built by a private developer.
The owners have contributed £250 each to a floating fund for repairs, which
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is administered well by Queens Cross. This has prompted the Association
to encourage other owners to make regular payments to their accounts,
which can be offset against future regular bills or repairs. This is good for
cash flow and is a good way to help owners budget for future repairs. It also
mitigates the effect of the delay between payment to contractors and the 6
monthly frequency of billing owners for the amounts due.

8.18 There are some weaknesses in the factoring service, particularly in the
calculation and recharging of costs. We have commented on this in section
4, financial viability and management. The Association has been able to
give owners the benefit of its purchasing power in home insurance and
cleaning services, and in the use of its own maintenance contractors.
However, the management fee of around £60 a year does not reflect the
actual cost of staff time and office overheads devoted to management for
owners. The result is that services to owners are being subsidised by
payments made by tenants in their rents. Recommendation 31 also applies
here.

Recommendation 31:

A detailed review of the cost of services to owners should be carried out
to ensure that charges cover all costs, including overheads.

How Well is the Service Managed?

8.19 The service is well managed overall. Integration into the Housing Services
department enables the Association to take a generic approach to the
management of its mixed tenure estates. Arrangements for measuring and
monitoring performance in house sales could be improved as recommended
above, but we recognise that house sales are currently a small part of
Queens Cross’s business.

8.20 There are good procedures in place for providing the factoring service and
these are improving continuously as the new ICT system is developed.
However, the Association must accurately identify the full costs of the
service and ensure that it is self-financing.

8.21 There was a one-off delay in issuing factoring accounts during the year,
after the transfer of invoicing to the new ICT system. Queens Cross
anticipated this and warned owners of the delay. However, if it had ensured
that the old manual records were reconciled with the new computer system
before producing these invoices, as recommended by its internal auditors,
this might have been avoided.
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8.22 A further improvement to accounts would be clarity about when vat is being
recharged to owners, as this is currently always described as nil.

How Likely is the Service to Improve?

8.23 There are some factors working against improvement, such as the lack of
an overall, documented strategy for services to owners, with clear objectives
and targets, but we consider that the likelihood of improvement in services to
owners overall is promising, particularly in factoring. This is due to:

e good management arrangements;
e the intention to continue to extend the use of the computer system; and

e Queens Cross’s practice of consulting and listening to those using the
service.
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9. Wider Action

Overall Assessment of Wider Action

9.1 Queens Cross is proud of its long record of promoting activities linked to
national strategies for social inclusion and economic regeneration. By
working with many partners, including Queens Cross Workspace, it has built
up an impressive portfolio of wider action initiatives. These are delivering
good outcomes for local people but the Association is not measuring its
performance in all its activities and it is not yet managing the risks associated
with its close co-operation with the Workspace.

9.2These are the areas that are working well:

v" The range of innovative community development and enabling activities.

v" The contribution of wider action activities to the profile of Queens Cross
as a community organisation.

v' The measurement of welfare benefits being accessed for clients.

v' The management of individual projects.

9.3These are the areas that could work better:

e Performance monitoring and management related to the wider action
strategy and the aims of individual projects.

e Independence between the companies working on wider activities within
the informal Queens Cross group.

e Management of risks and conflicts of interest within the companies in
the informal Queens Cross group.

9.4 These are our key recommendations:

+ Queens Cross should extend its performance management of its wider
action activities, using self-assessment to set priorities, benchmarking to
set targets and training and appraisal to support staff in achieving
business objectives.

+ The Association should quickly finalise an appropriate structure for the
related companies in the Queens Cross Group, one that will protect its
independence and make relationships within the group explicit, without
further delay.

Context for Wider Action

9.5 Queens Cross views its wider action activities as a fundamental part of its
business and it is through these that it delivers much of its contribution to
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improving social inclusion and regeneration. The Association has delivered
services with this focus for a long time, and it has been influential in raising
the profile of wider activities by RSLs. It has campaigned for these activities
to be seen as mainstream, rather than short term and grant funded, and it has
been innovative both in finding funding for projects and in being able to
continue to deliver them long term.

How Good is the Service?
Wider Action Involvement

9.6 The Business Development and Community Services departments work
together to secure funding and to implement the Association’s wider action
objectives. These are concentrated on community development and enabling
activities, for example:

e Youth Project - this employs a youth work co-ordinator and staff to
facilitate groups for young people between 8 and 16 years old. The
activities include sports, games and arts-based programmes;

e Volunteer project - this employs co-ordinators to manage a volunteering
programme for all age groups;

e Welfare Rights Service — this provides two welfare rights officers who
assist tenants and other local residents;

e Money and Debt Advice Service - this is a partnership with Blue Triangle
Housing Association and Move On, aiming to provide advice services to
homeless people;

e Maryhill Credit Union - Queens Cross provides office accommodation and
support for this local facility;

e First Steps Project - this is a joint initiative between Queens Cross
Workspace and the Scottish Executive’s New Future Fund, which provides
three employment counsellors to work with young single homeless people
in temporary supported accommodation;

e Westercommon resource centre — this was provided by the Workspace to
replace a demolished community facility and provides ICT training, créche
and café facilities and is widely used by local residents;

e Community facilities — seven of these within housing developments, which
provide venues for local activities and events; and

e Community transport supplied by the Workspace.

9.7 Queens Cross also invests in supporting independent tenant and user
groups with social activities. This has kept its profile high as a community
organisation and it believes that this kind of interaction helps to provide
alternatives to antisocial behaviour. It provides:

e An annual gala day for all residents;
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e Festive activities; and
e An annual garden and close awards ceremony.

Queens Cross works closely with:

Firhill parents youth advisory committee;

North Possil youth advisory group;

Queens Cross East tenant committee;

Fire Station project for young single homeless people;
Westercommon fishing group;

Westercommon sewing group;

Women’s Asian dance group; and

First steps activities group.

Wider Action Outcomes

9.8 The Association has a clear idea of what it wishes to achieve through wider
action and this is expressed in its wider role strategy document. Queens
Cross believes that its activities provide good outcomes and we saw some
evidence of this in feedback from users about the popularity of services.

9.9 Queens Cross does measure the value of benefits accessed for clients by
the welfare benefits and money advice services, and its committee receives
regular reports on the activities of the projects. However, these would
measure performance better if they included performance and outcomes
against objectives and targets. Recommendation 8 also applies here.

Recommendation 8

Queens Cross should extend its performance management in all aspects of
its business, using self-assessment to set priorities, benchmarking to set
targets and training and appraisal to support staff in achieving business
objectives.

How Well is the Service Managed?

9.10 The individual projects are managed well by the community services
department, which employs and manages the staff. The resources allocated
to this activity have been identified and provided, including the management
resources of the Community Services Director.

9.11 Applications for funding by various groups linked to the Association are

supported and Queens Cross also makes applications on its on behalf. The
business development department administers the wider role funding
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applications and also pursues funding and development opportunities for
Queens Cross Workspace. However, there is a lack of independence
between the companies in the informal Queens Cross group, as referred to in
section 4, governance and finance.

9.12 Thisis illustrated by the Workspace activities listed at 9.3, which are
actually managed by Queens Cross, and by the provision of the
Westercommon resource centre. Queens Cross transferred land to the
Workspace so that it could provide the centre and the two organisations co-
operated to joint fund a wider programme of environmental improvements and
community facilities. The operation of these facilities suggests control by the
Association, while ownership remains with the Workspace. Queens Cross
intends to resolve the group structure in the near future, but until it does, it
remains exposed to financial risks and conflicts of interest. Recommendation
18 also applies here.

Recommendation 18:

The Association should quickly finalise an appropriate structure for the
related companies in the Queens Cross Group, one that will protect its
independence and make relationships within the group explicit, without
further delay.

How Likely is the Service to Improve?

9.13 Queens Cross’s wider role activities are well established and popular with
users. Although the Association should be able to demonstrate its successes
more clearly, we consider that the likelihood of the wider role service
continuing to improve is promising because;

e Queens Cross continues to seek innovative ways to provide and fund
wider services;

e Projects are well planned and managed on an individual basis;

e Clarification of the group structure is being planned in a way that will allow
the advantages of cooperating on projects with the Workspace to
continue; and

e Wider activity is integral to the overall regeneration and social inclusion
work of the organisation and continues to receive a high level of
management and committee attention.
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APPENDIX 1 — List of Evidence Sources

Groups and third parties consulted

e Care Commission

e Glasgow City Council (Development Funding, Regeneration Services, Social
Work Departments)

e Scottish Public Services Ombudsman

e Communities Scotland (Investment & Performance and Tenant Participation)

e Campbell Construction Group

Interviews / meetings
We held discussions with the following groups and people within the Association:

Convenor, Office Bearers and Management Committee
Chief Executive

Depute Chief Executive

Director of Human Resources & Organisational Development
Director of Finance

Director of Business Development

Director of Housing Services

Director of Project Services

Director of Community Services

Area Housing Managers

Front line staff in all departments

We also met with:

e afocus group of tenants and owners using Queen’s Cross services, and
attended

e atenants conference about the management of GHA stock

Reality checks

Arrears file checks

Anti-social case file checks
Gas servicing file checks
Complaints file checks
Response repairs file checks
Factoring file checks

Housing application file checks



Assessment of housing applications file checks
Allocations file checks

Review of tenancy files

Shadowing a void property visit

Void management file checks

House sales file checks

Evictions file checks

Shadowing housing allocations interviews

Shadowing tenancy sign-up interviews with new and current tenants
Estate visits, talking to sheltered and supported tenants
Visits to development sites, talking to staff and contractors

Key documents reviewed

Inspection Submission and appendices

Business planning proposals

Corporate Plan statement 2003/06

Strategy & Development Funding Plan 2003/06

Feasibility studies for developments at Westercommon and Panmure Street
Annual Accounts 2000/01 to 2002/03

Internal audit reports & audit committee minutes

Local Management and Investment Plans for Dundasvale, Hamiltonhill and
South Maryhill

Risk Management Strategy

Rent setting papers

Allocation policy

Succession policy

Queens Cross Housing Association Rules

Budget 2003/04 and associated papers, reports

Residents satisfaction survey

Owners guide to factoring

Tenants handbook

Information leaflets for service users

Newsletters

Performance monitoring reports to the Management Committee
Annual report 2003

Draft tenant participation strategy

Draft 30 year financial projections

Sustainability policy

Equal opportunities policy

Planned maintenance projections — 30 years

Wider Action strategy



Membership policy

Standing Orders

Schedules of policies and procedures for finance, housing services, HR,
property services and development

Rent policy

Equal employment opportunities policy

Contractor and consultant procurement policy

Register of benefits granted to Management Committee members and staff
(Schedule 7 register)

Tender Register

Management Committee agendas and reports

Management Committee minutes

Papers for Staff/Committee away days & briefings

Senior Management team minutes

Annual Performance & Statistical Returns, 2000/01 to 2002/03



APPENDIX 2 - Key Examples of Positive Practice

These are areas we would highlight as working particularly well, taking account
of Queens Cross’s operating context:

Promotion and support of community groups

The Community Services department has been established to manage the
Association’s supported housing projects but also to co-ordinate the support
given to a large number of community groups. Many of the groups have only a
loose link to Queens Cross through its housing services but the Association
takes full advantage of these links to encourage resident participation.
Supporting groups like fishing and sewing clubs, for example, encourages
community activity, and participation, and builds capacity for participation and
influence on Queen’s Cross’s activities which can be developed further when
necessary. The department also organises general community activities such as
the annual gala day and festive activities, to promote the work of the Association
and to generate community awareness and support.

Comprehensive tenants satisfaction survey

Queens Cross has recently undertaken an extensive survey, which has looked at
all areas of activity and has collected views on areas for improvement. The
information collected goes well beyond what the Association would need to
collect to comply with good practice requirements. It has enabled the
Association to provide very useful feedback to tenants, to plan future participation
arrangements and to consider changes and improvements to services.

Energy efficiency pilot scheme

The current development at Panmure Street Phase 2 includes a pilot project
being undertaken in partnership with the Department of Trade & Industry. This
includes photovoltaic energy cells in the construction of new flats. These will
collect solar energy and convert it to electricity, for supply to the tenants. This
aims to reduce energy bills for the tenants and to sell any excess power
generated to the national grid. This is still a relatively new activity in social
housing development and it is a good example of partnership working to promote
energy efficiency.

Use of demolition material in new developments

The Panmure St project has also incorporated the re-use of demolition material
in ground works. This project includes the demolition of properties acquired from
the local authority. Environmental and cost benefits have been achieved by
avoiding dumping this material in a landfill site.



Range and quality of supported accommodation

Queens Cross has extensive experience of providing a wide range of supported
accommodation, both for minority groups and for those who are particularly
vulnerable. These include:

Dispersed supported accommodation for people with mental health problems
Housing in the community for people with alcohol problems

A hostel for young homeless people

A converted fire station used for supported housing and for employment
support, for young homeless people

e Dispersed sheltered accommodation and augmented care housing

e Community facilities attached to housing developments

These are supported by a combination of in-house specialist staff such as
wardens and care workers, and in partnership with organisations such as the
Talbot Association. This experience is particularly noteworthy because of the
support for these projects which Queens Cross has been able to achieve from
the surrounding community.

Wider Action Activities

Queens Cross has tested a variety of projects aimed at tackling social and
economic exclusion among its client groups. It has valuable experience of
different approaches such as housing and employment support, to the very
practical support offered by a credit union. Its experience of forming partnerships
with statutory and voluntary agencies has helped it to develop a good awareness
of which wider activities are most effective for RSLs working in an inner city
environment.

Intranet and staff magazine

Intranet information services for staff and committee are still relatively new in
RSLs. This has been introduced at Queens Cross by the HR & Organisational
Development department, to support the growing staff team. The staff team will
be further extended soon when the Association’s three LHOs start delivering
services to GHA tenants. This has an excellent potential to hold reference
materials like plans, policies, performance information, as well as to act as a
communication tool. The staff magazine, “Cross Talk” also aims to respond to
the fact that staff are more dispersed as the organisation grows.



Annual Statistical and
Performance Return
(APSR)

Benchmarking

Common housing
registers

Convention of Scottish
Local Authorities
(COSLA)

Focus groups

Housing list

Life cycle costing

Ombudsman

Partnering

Peer group

Annual questionnaire completed by RSLs and sent
to Communities Scotland. Used to keep the
Register of Social Landlords up to date and to track
the performance of RSLs.

A process used by organisations to systematically
compare service processes and performance to
identify best practice.

A register of all applicants for social housing used
by two or more landlords within an area.

The membership body for local authorities in
Scotland.

A group of people brought together to have a
structured discussion on a specific subject or set of
subjects, facilitated by an independent person.

A list of applicants for housing which is used by the
RSL to allocate its housing stock.

A method of calculating the cost and timing of the
repairs to, and replacement of, major building
components.

The independent body appointed to investigate
individual complaints against Registered Social
Landlords (RSL).

A structured contract management approach to
improve efficiency and reduce confrontation
between the RSL and its consultants and
contractors. Partnering requires formalised
objectives, agreed problem solving methods and
an active search for continued measurable
improvements.

A group of organisations facing similar tasks and
challenges with which comparisons can be made.
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Performance indicator

Planned maintenance

Procurement

Re-lets

Right to buy

Registered social
landlord (RSL)

Scottish secure tenancy

Scottish Federation of
Housing Associations
(SFHA)

Shadowing

Sustainability

Tenancy agreement

Void

A measure of how a RSL is achieving its
objectives. Performance Indicators can be
compared with a pre-set standard (a benchmark) or
with other organisations.

The planned renewal or maintenance of key
property components.

The way an organisation obtains services or
materials from other organisations or agents.

Lets made to the second or subsequent tenant.
Distinguished from new lets that are made when
the property is first built or modernised.

Many Scottish secure tenants have the right to buy
their property at a discounted price subject to
length of tenancy.

A landlord providing social rented housing that is
registered and regulated by Communities Scotland.

The Housing (Scotland) Act 2001 establishes the
Scottish Secure Tenancy as the tenancy for all
tenants of social landlords in Scotland.

The membership body for RSLs in Scotland.

An inspection technique that involves
accompanying and observing staff while they
carried out their day-to-day tasks.

Improving the economic, social and environmental
circumstances of the wider communities to create
and maintaining communities where people
positively want to live.

Legal document or contract between landlord and
tenant setting out the rights and responsibilities of
each.

A property without a tenant. Voids occur in the

period between one tenant leaving and another
taking over the tenancy.

Vi



Financial Glossary

Financial Ratios

Interest cover

Most RSLs take out loans from their banks or building societies in order to help
finance, for example, the building of or purchase of houses. Such loans attract
annual interest payments due to the banks or building societies. It is important
that the RSL can afford these payments.

The RSL should be able to pay the annual interest out of the rental income it
receives from its tenants. It must, however, first use its rental income to pay for
its operating costs. Operating costs include the money needed to pay for repairs
and maintenance to houses, staff costs etc. The amount of money remaining is
called the gross or operating surplus. The operating surplus is used to pay for
the annual interest payments to the banks.

The interest cover ratio simply indicates how many times the annual interest
payments could be made from the operating surplus. If the operating surplus is
large compared to the annual interest payments then this could be viewed as a
strength for the organisation.

Note: As an example, 110% (or 1.1 times) interest cover indicates that gross
surplus covers interest payments 1.1 times.

Net housing debt per unit

An RSL’s housing debt is the total amount of money it has borrowed from banks
or building societies to help with, for example, paying for the building of new
houses. Net debt is the amount it has borrowed from banks less the amount of
cash that the RSL has in its bank account. The net housing debt per unit is
simply the net debt figure divided by the number of houses the RSL owns. A
higher value suggests that the RSL has higher borrowings and as a result, will
have higher interest costs to pay from operating surpluses.

Gross surplus (or operating surplus)

An RSL receives an income mainly from the rent paid to it by its tenants. This
rental income is called turnover and is used to pay for the RSL’s operating costs.
Such costs include paying for maintenance and repairs to houses, staff salaries
etc. Any remaining money, once the operating costs have been deducted from
turnover, is called the gross surplus. The gross surplus ratio shows the gross
surplus as a percentage of the RSL’s turnover. If the percentage is high this
could be interpreted as a sign that the RSL is operating efficiently.
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Net surplus

Net surplus is all the RSL’s income less all of its costs, including interest
payment, in the year. The net surplus ratio shows the net surplus as a
percentage of the RSL’s turnover (described above). If the ratio is high then this
could indicate that the RSL is performing well as it is generating more money
than it is spending.
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