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1. Introduction

Your Homes Newcastle (YHN) is an Arms Length Management Organisation (ALMO).
We were set up in 2004 to manage council properties, to improve housing in order to
meet the Government’s Decent Homes standard, and to provide various other services
for Newcastle City Council (NCC). Currently we manage around 29,300 tenanted and
1,450 leasehold homes.

Income management is a key business area for YHN, it is essential we effectively
manage our income and resources. This involves maximising the level of income
received through our income streams, such as rent and service charges, and keeping
debts to a minimum. We will do this by:

Collecting income when it's due to prevent arrears.

Providing accessible income services.

Managing, collecting and minimising arrears.

Ensuring our income services provide excellent value for money.

This strategy builds upon our previous income management strategy which was
published in 2006. The preceding strategy enabled us to develop excellent income
management services which were recognised within the 2008 Audit Commission
inspection as an area of strength for the organisation. We believe that we can now build
upon what we have already achieved and improve our services even further.

Recent developments in governmental policy will have a significant impact upon the
organisation and our customers over the next few years. Considerable cuts to public
spending, the review of social housing and the Localism Bill, and welfare and benefit
reform mean that the way we operate and the services our customers receive may
change. We have developed this strategy to ensure we are in a position to respond to
these changes and continue to provide excellent support and care to our customers.

The successful delivery of this strategy and accompanying action plan will contribute
towards a secure financial future for YHN. It will ensure we have the financial resources
required to continue to provide decent homes, excellent services and be the best
housing provider in the North East.

1.1 Scope of strategy

This strategy has been set over a four year period to coincide with the YHN Business
Strategy. The strategy outlines how we will continue to manage and collect payment for
services provided to the following properties:

Housing Revenue Account (HRA) (owned by NCC and managed by YHN).
YHN

Leazes Homes

Leasehold

Freehold

Any properties managed or acquired by YHN or Leazes Homes in the future
(i.e. Byker Trust/Blucher)




1.2

1.3

Additional income

The general management of YHN is paid for through a management fee from NCC.
During 2011/12 we will also begin managing properties on behalf of Leazes Homes for
which another management fee will be payable. This management fee is not included
within the scope of the strategy.

Equality Impact Needs Assessment

This strategy will be applied to all customers and staff including those who will be
protected under the Equality Act 2010.

An Equality Impact Needs Assessment (EINA) has been conducted on this strategy to
enable us to evaluate the impact of its practices and ensure they do not negatively
impact upon any individual. The EINA can be accessed at:
http://www.yhn.org.uk/about _us/equality_and_diversity at yhn/eina.aspx.

Purpose of the strategy

The YHN Income Management Service Strategy sets out how we will maximise the
income received through our income streams. The strategy does not document all
income management activity which is taking place across the organisation. It is the
purpose of this document to outline the areas of income management that have been
identified as requiring improvement or development.

Impact of the Strategy

We are confident the implementation of this strategy will have a positive impact on our
customers and the organisation as a whole.

It will enable our customers to:

Pay their rent and service charges on time to avoid the accrual of arrears;
Make payments in a way which suits their needs and preferences;
Receive the right information about rent and service charges in a timely
manner;

Pay the right amount for rent and service charges;

Understand how much they pay for what services and why;

Be involved in the improvement and development of our income
management services, and

Continue to benefit from additional services.

It will enable YHN to:

Be in a stable financial position (by contributing to the overall aims of the
YHN Finance Strategy);

Continue to provide additional services;

Achieve top quartile performance amongst ALMQO’s in relation to the
relevant key indicators;

Reduce the resources required to recover debt;

Actively respond to governmental changes;

Be accountable and transparent;




1.4

1.5

2.1

Be confident that customers effectively influence the development and
improvement of income management services;

Demonstrate value for money, and

Meet our statutory duties.

Links with our organisational mission and strategic
objectives

Our Income Management Service Strategy outlines how we will meet out organisational
strategic objectives through collecting the money we are owed. Our mission is to be the
best housing provider in the North East. We will achieve this by investing in:

Support and care to communities
Three star excellent services

A quality workforce

Refurbishing and building homes.

Our core values

Our core values are at the heart of the business, and are the principles and standards
that influence the way we work and behave. They make a difference by giving us a
sense of pride and belonging at work, and show we care and are committed to people
and the work we do. Our core values are what will help us to achieve our organisational
objectives. They are:

Accountability — acting openly and taking responsibility

Integrity — acting fairly and honestly

Passion — working positively with enthusiasm

Respect — treating everyone with care and professionalism

Forward thinking — proactively seeking improvements and solutions.

Our Income Management Service
Strategy vision

Our vision

We have developed a vision which sets out what we aim to achieve through our Income
Management Service Strategy by 2015. Our overall vision is:

‘An efficient and effective income management servi ce which maximises our
income and enables us to provide excellent homes an d services'.




3. Background

3.1 Why is income management important?

Income management is about making sure we collect as much of the money owed to us
as possible. Money owed is that which is paid to us for the delivery of our services.
Payment for these services is made by tenants, leaseholders, freeholders, NCC,
Housing Benefit (HB) and Supporting People (SP). The collection of money owed is
important because it funds the continued delivery of our core services and additional
services e.g. modern homes and support and care.

Impact of non payment on YHN

If a customer does not pay as agreed and on time, it has a negative impact on our ability
to deliver excellent services as it reduces the level of resources available to us. It does
this in two ways:

Reduces the amount of actual cash available; and
Increases cost, both monetary and in terms of staff time, as the collection
of the debt must be pursued.

Dealing with debts takes resources away from services and prevents staff from carrying
out other tasks. This affects the level of service that our customers receive. If we do not
collect money owed in a timely manner we see a financial cost to the organisation which
customers ultimately pay for through higher charges or reduced services.

Current and future challenges

Effective income management has become even more important following the election of
the coalition government in 2010. The recent social housing review and the
implementation of the Localism Bill will impact upon the collection and management of
our income. Significant spending cuts will change the way we allocate and spend
money. Additionally, changes bought about by the Welfare Reform Bill, high levels of
unemployment and the ongoing effects of the general economic climate may result in
customers finding it more difficult to pay the money they owe us.

We recognise our duty to respond to these changes in a way that will ensure we
continue to deliver excellent services which demonstrate value for money and meet the
needs of our customers. Maximising rent and service charge collection and minimising
arrears, through a fine balance of prevention and recovery activities, is more important
than ever if we are to continue to provide excellent services.

Government guidelines on income management

There are government guidelines in place to ensure we manage and collect income
properly and fairly. In delivering this strategy we will continue to adhere to the following
guidelines and legislation:

Housing Act 1985
Housing Act 1988
The Human Rights Act 1998
Housing Act 1989




Local Government Act 2000

Quality and Choice: A Decent Home for All - The Way Forward for
Housing (2000)

Guide to social rent reforms (2001)

Guide on effective rent arrears management (CLG 2006).

Pre-action protocol for possession claims based on rent arrears (Ministry
of Justice).




Local drivers

Our income management service strategy has been developed to support a number of high level, local strategies and plans. The diagram below
demonstrates how these documents are aligned:

Stepping Up - YHN Business Strategy (2009 -2015)
Our business strategy sets out the strategic direction we will take over the medium term in order to achieve our organisational strategic
objectives.

YHN annual Delivery Plan

Our annual delivery plan sets out our business strategy milestones to be achieved during the current year.

v

YHN Finance Strategy 2011-2014 (currently being dev  eloped)
Our finance strategy is an over-aching document which details how we will maintain a healthy
financial position to enable us to achieve the medium and short term goals outlined within the YHN
Business Strategy and annual delivery plan.

3 v v
N N

/ YHN Value For \ / YHN Corporate \ YHN Income Management Service Strategy YHN Customer

Money Strategy kg Procurement (2011-2015) g Service Strategy

(2010-2014) Strateqgy (2010- (2010-2014)
2014) This document supports the delivery of the This document details

This document finance strategy. how we will deliver
supports the This document ) excellent customer
delivery of the supports the v services.

finance strategy. delivery of the

¥ finance Ztrategy. / YHN Financial Inclusion Strategy (currently \ K j

k / K / being reviewed

This document outlines how we will work to
improve the social and economic wellbeing of
our customers and supports the delivery of the

income management strategy.

N % 10




3.2

The value and collection of income across YHN 2010/11

Money owed is always raised by YHN and it is then collected by YHN or NCC. The table below demonstrates who is responsible for
paying for each income stream and how income is collected across the organisation. It also highlights the value of each income
stream and what % of YHN's total income each stream represents (as of 2010/11).

Income stream Value of % of total Responsible for Responsible for
stream per YHN Responsible for recovering arrears whilst collecting former tenant
year managed payment still a customer of YHN and leasehold arrears
£ income

Rents (residential) 87,020,272 79.16 Tenants, Housing Housing Management/Rent | Debt Recovery Team
Benefit (HB) Recovery Team

Service charges included 14,896,482 13.55 Tenants, HB, Housing Management/Rent | Debt Recovery Team

in the rent account Supporting People | Recovery Team

(breakdown outlined in

diagram 2)

Rents (non residential) 576,495 0.52 Tenants Housing Management/Rent | Debt Recovery Team

Recovery Team

Rechargeable works 15,442 0.01 Tenants Debt Recovery Team Debt Recovery Team

Recoverable repairs 319,199 0.29 Tenants NCC (Exchequer Services)

Other (e.g. salary 778,072 0.71 YHN Staff, local NCC (Exchequer Services)

sacrifice, bike to work, businesses

communal area heating)

Furniture invoice 4,827,908 4.39 Tenants NCC (Exchequer Services)

Community Care Alarm 398,337 0.36 Tenants, NCC (Exchequer Services)

Service (CCAS) invoices Leaseholders,
external customers

Service charges invoices 436,147 0.40 Leaseholders Debt Recovery Team

Major works invoices 443,473 0.40 Leaseholders Debt Recovery Team

Ground rent invoices 14,540 0.01 Leaseholders Debt Recovery Team

Major works loan 122,450 0.11 Leaseholders Debt Recovery Team

accounts

Heating only accounts 98,838 0.09 Leaseholders, Debt Recovery Team Debt Recovery Team
freeholders

Total 109,947,655 100%
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Diagram 1.

Diagram 1. demonstrates the level of rents and service charges charged during 2010/11.

Rents and Service Charges charged 2010/2011 - Total

£14.9m

£87.0m

Diagram 2.

Diagram 2 shows a breakdown of service charges.

£101.9m

O Basic rent
B Service charges

Service Charges charged 2010/2011 - Total £14.9m

£0.5m

£0.6m

£3.5m

O Caretaker/Concierge £2.8m
M Care Alarrms £0.6m

O Furniture £5.3m
OGardencare £0.4m

H Heating £3.5m

O Tenants Insurance £0.5m
B Wardens £1.3m

OOthers £0.5m
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3.3 Understanding who our customers are and
what they need

To maximise income we need to understand the needs of our customers so that we can
provide the right services and support to help them pay their rent. The following
demographic information has been used to inform the development of this strategy:

Income and benefit take up

Approximately 68% of our customers receive HB to pay their rent. These figures
highlight the importance of ensuring HB claims are processed efficiently and we respond
effectively to the welfare and benefit reforms to ensure customers do not accrue arrears
and we continue to collect money owed.

Groups at risk of arrears

We analyse customer demographics and rent arrears figures on a regular basis so that
we understand which groups are more likely to get into arrears. This enables us to then
direct proactive and preventative work towards these groups. Those groups more likely
to be at risk are:

Black Minority Ethnic (BME), and
Customers aged under 44.

The action plan details how this information will be used to direct future work.

3.4 Where are we now?

Since the development of the first YHN Income Management Strategy we have made
significant improvements in the way we manage income. This has lead to a
considerable increase of income collected and a significant reduction in arrears.

3.4.1 Proactive and preventative approach to colle  ction

We are committed to managing income collection in a socially responsible way. We do
this through a proactive and preventative approach, trying to instil a payment culture to
prevent the accumulation of arrears and ultimately eviction.

Preventing evictions

Income maximisation is not just about the financial revenue generated from rent
collection, but also needs to consider the interests of customers and the broader aims of
support and care to communities. Arrears prevention not only supports the business in
terms of income but also prevents the longer term negative impact on tenants, such as
potential subsequent possession proceedings which may lead to eviction and
homelessness. To support this approach we follow the NCC/YHN Prevention from
Eviction and Repeat Homelessness Protocol. The protocol outlines how we will work
with local agencies to support vulnerable people to sustain their tenancy and prevent
eviction.
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Financial inclusion

Over the past few years our approach to income management has developed
significantly. It now encompasses a range of financial inclusion activity. This activity
offers tenants the information, advice and support required to budget well and mange
their money successfully so they not only sustain their tenancy but also effectively
manage all other areas of their personal finances. Our approach to financial inclusion is
outlined within the YHN Financial Inclusion Strategy  and is closely aligned with this
income management strategy.

3.4.2 Key achievements
Our key income management achievements include:

A reduction in net rent arrears from £4,181,167 in March 2007 to
£1,795,070 in March 2011.
A reduction in average void re-let times from 135 days in 2007 to 19 days in March
2011 (inclusive of general needs and sheltered).
Reduced the total number of void properties from 1241 in March 2007 to 289 in
March 2011.
Improved tenancy sustainment and reduced evictions due to rent arrears from 194
in March 2007 to 100 in March 2011. We have done this through implementing the
‘Prevention from Eviction and Repeat Homelessness Protocol’, the work of the
Young People Service (YPS) and the work of the Advice and Support Service.
Provided the facility for tenants to view their rent accounts online
Introduced the following payment options:

- Swipe cards (Paypoint/post office);

- Telephone payments taken by YHN staff, and

- Online.
Improved access to our services through our website, extended opening hours in
Community Housing Offices (CHO’s) and PC’s in all our interview rooms.
Increased the number of tenants paying their rent by Direct Debit from 19 in 2004 to
4118 in 2010.
Improved efficiency through reviewing and removing the collection of water rates
from rent accounts.
Implemented the Northgate Housing Information Management System to integrate
housing services and improve income management processes.
Implemented the YHN Financial Inclusion Strategy ~ which has developed our
partnership working and helped us significantly contribute towards reducing financial
exclusion across the city.
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3.4.3 Current performance

3.5

The table below details how we are performing against other comparable providers on
various indicators relating to income management:

Area Indicator 2008/09 2009/10 2010/11
Current Percentage of rent Ranking : Ranking: Ranking:
arrears collected (including 19 out of 25 13 out of 25 7 out of 21

current arrears bought Quartile: Quartile: Quartile:
forward Middle lower Median Upper
Evictions Percentage of tenants Ranking: Ranking: Ranking: 32
evicted as a result of rent | 18 out of 25 15 out of 25 out of 46
arrears Quartile: Quartile: Quartile:
Middle lower Middle lower Middle Lower
Former FTA'’s as a percentage of | Ranking: Ranking: Ranking: 37
Tenant rent due 25 out of 25 25 out of 25 out of 39
Arrears Quartile: Quartile: Quartile:
(FTA’s) Lower Lower Lower
Leasehold | Service charges Ranking: Ranking: Data not yet
service collected as a 1 out of 4 3outof4 available
charge percentage of service Quartile: Quatrtile:
charges due Upper Middle upper
(N.B Small
sample size)
Void rent Percentage of rent lost No data available | Ranking: Ranking:
loss through dwellings being 51 out of 57 43 out of 49
vacant Quartile: Quartile:
Lower Lower
Void re-let | Average re-let times Ranking: Ranking: Ranking:
times 41 out of 61 13 out of 62 7 out of 55
Quartile: Quartile: Quartile:
Middle Lower Upper Upper

For further details on our performance in these areas please see appendix 2.

How can we improve?

Through consultation, evaluation and self assessment we have identified ways to build
upon what we already do and improve how we manage and collect income across the
organisation. This strategy sets out how we intend to make these improvements.

Although our income management services have developed and improved over the past
five years, we are still not collecting all the money we are owed and therefore we are not
maximising our income. The table above indicates that improvement is required within
all areas of income management. Although we achieved upper quartile for current
arrears in 2010/11 we recognise that we must not become complacent and that this
stream can be maximised further.

The strategy action plan details the action we will take to increase the level of income
collected for these streams.

15
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3.5.2

Service review recommendations

As part of the YHN Service Improvement Programme (SIP) our services are regularly
reviewed. All relevant recommendations for improvement from the reviews have been
incorporated into the income management service strategy action plan. All reviews
involved the appropriate consultation. Recommendations have been incorporated
from the following reviews:

Income service;

Housing management service;

Leasehold service;

Housing Anti Social Behaviour and Enforcement Team (HASBET)
and rent recovery service, and

Central administration service.

What our customers have told us

To inform the development of this strategy we have used the findings of the following
customer surveys.

Income Service Satisfaction Survey 2010;
Debt Recovery Satisfaction Survey 2010;
New Tenancy Survey 2010/11, and
STATUS 2009/10.

These surveys are conducted as part of our annual research programme and a
summary of the findings can be found in appendix 3.

Additional customer consultation

We have also carried out consultation with involved customers. We asked customers
how they pay their rent and how we can improve the payment services we offer. In
summary the feedback from this consultation tells us:

Respondents whose rent is not paid in full by HB (35%) pay their rent through
the following methods:

Customer service centre (25%)
Pay point (15%)

Direct debit (14%)

Online (1%)

Other (10%)

The majority of respondents are aware of the different ways to pay (89%).
However a number of respondents were unaware of the option to pay online or
by Paypoint.

When respondents were asked if they would consider paying their rent by
Direct Debit 29% said yes and 36% said no.

Reasons for not paying by Direct Debit include:

Prefer to have control over their money;

Like to communicate with staff;
Does not trust the Direct Debit system;

16




3.5.3

4.1

Does not have a bank account.

Customers provided a variety of ideas of how we can encourage people to pay
by direct debit.

The outcomes of the consultation mentioned above have been incorporated into the
income management service strategy action plan.

Consultation will be carried out on any action within the action plan which may have a
direct impact upon our customers. This consultation will be carried out as outlined
within the YHN Customer Involvement Strategy.

Staff consultation

We have consulted with staff to find out how we can improve income management
across the organisation. We have done this in the following ways:

As part of the YHN SIP an Income Management Strategy Project Group has
been set up. The group is made up of staff representatives from key services
across the organisation. The members are responsible for representing the
views of their service and have significantly contributed to the development of
the strategy.

Income Service staff focus group. Recommendations from which have been
incorporated into the strategy and action plan.

We have worked with relevant service managers to ensure the strategy and
action plan address the gaps around income management specific to their
service.

Our Income Management
Priorities

In developing our Income Management Service Strategy we have identified four key
priorities. For each priority we outline where we are now, why we need to improve and
how we will do this. Areas of development are supported by an action plan (appendix
one). Our priorities are:

Priority one: Collecting income when it's due to prevent arrears.

Priority two: Providing accessible income services.

Priority three: Managing, collecting and minimising arrears.

Priority four: Ensuring our income services provide excellent valu e for
money .

Priority one: Collecting income when it's due to
prevent arrears

To maximise income we must ensure we do all we can to collect rent when it is due or
in some circumstances even collect it in advance. This will enable us to prevent
arrears, which reduces the level of resources allocated to recovering money owed to
us and ensures we have the money we need to continue to deliver our services. The
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performance data below highlights that although we have significantly reduced arrears
and improved the collection rates of service charges/major works invoices, there is
further work to be done if we are to fully maximise income. At the end of 2010/11.:

Current arrears were £1,795,070;
We collected 96.1% of service charges raised in 2010/11, and
We collected 61.2% of major works invoices raised in 2010/11.

A consistent approach to rent and service charge se tting which is
communicated effectively to staff and customers

At present all our rents and service charges are set in accordance with government
guidelines. However, our approach to doing this is currently undocumented. We
recognise that this may result in inconsistencies. Additionally, although we publish
information about rent and service charge setting to customers through the YHN
website, we feel we can improve, extend and update this communication.

To overcome these issues we will develop and publish a YHN Rent and Service
Charge Setting Policy. The scope of the policy will address all properties managed by
YHN, including the following properties:

Leazes Homes;

Equity share scheme;

Mortgage rescue scheme, and
Future developments i.e. Byker Trust.

We will then review the information we provide to customers to ensure they ensure
customers understand how rents and service charges are set. To ensure that we are
informing customers about the process in the right way, we will develop an online
comments box to enable us to ask customers if they are satisfied with the information
we provide.

Increased level of rent paid in advance

We understand that an effective way to reduce the risk of arrears is for customers to
pay their rent in advance. During 2010/11 just over 5000 customers paid their rent
account in advance. Such low numbers highlight the need to optimise opportunities to
encourage customers to pay in advance and make it easier. We aim to encourage
customers to pay in advance by investigating the possibility of customers making their
first rent payment at sign up and providing swipe cards on sign up so that rent can be
paid immediately.

Effective, targeted and proactive rent payment info rmation and support

Our Young Peoples Service (YPS) provides proactive rent payment information and
support to young people. This helps them to avoid arrears and sustain their tenancy.
Our Advice and Support Service do the same for tenants over the age of 21.

However, many people who end up in arrears do not actually access these services
until they have accrued a significant level of arrears. We have identified that we can
do more to provide proactive rent payment information and support to those groups
more likely to accrue arrears. We will agree a process which enables us to regularly
analyse the demographic profile of those customers more likely to get into rent arrears
and investigate how we can use this information to regularly direct proactive rent
payment information and support.
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We will also further investigate the possibility of providing a text messaging service to
inform customers about the importance of paying their rent. If implemented this
service will increase the payment information provided to customers and sign post
them to advice and support if needed.

Increased number of customers who pay by direct deb it

We recognise that Direct Debit is an effective collection method which guarantees
customers will pay and pay on time. Over the past few years we have campaigned to
encourage customers to pay by direct debit and during 2010/11 approximately 4200
customers paid this way. We understand the benefits of direct debit and recognise
that we need to take action to increase the number of customers using this payment
method. Customer consultation has indicated:

Of those customers who do not pay by direct debit a significant number
would consider it.

A number of reasons why customers would not consider paying by direct
debit.

There is a low awareness of the £50 monthly prize draw for those tenants
who pay for their rent by direct debit.

We aim to have 5500 customers paying by direct debit by 2015. To achieve this we
will use customer feedback to review our current direct debit campaigns and our
incentive schemes. To try and make the process even easier for customers we will
investigate the possibility of introducing new dates for direct debit collection and we will
set up a paperless system to enable customers to sign up online or over the
telephone. To compliment this and ensure customer facing staff are encouraging
customers to pay by direct debit we will introduce a staff incentive scheme.

Effective, accessible and efficient payment lines

Customer can pay their rent through the NCC Contact Centre and the automated
payment line. These methods of payment are intended to provide an accessible and
efficient way for customers to pay. However, at present we have a limited
understanding of how much these lines are used as a method of payment, what
customers think of the lines and therefore whether they actually demonstrate value for
money. We will review the usage of both payment lines with a view to increasing
usage and improving value for money.

Maximum collection of Housing Benefit (HB)

During 2010/11 64% of our rental income was paid for by HB. HB also significantly
contributes towards the payment of service charges. However, the delays in the
claiming and processing of HB result in many customers accumulating arrears which
are not always cleared in full if the claimant is not awarded full HB. Additionally, we
are in an ideal position to help support customers who do not fully understand their
eligibility for HB and therefore may not claim it when it is due.

To support customers through the HB process we will review and improve the support
we provide in assisting customers to make their claim. With specific regard to
improving processing times we will introduce a ‘right first time’ incentive scheme and
work with NCC to get HB paid within the first week of tenancy or at sign up.
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Continued reduction of average void re-let times an d rent lost through voids

To charge customers for the services we provide we must ensure those services are
always available. This means that in relation to the letting of properties, we must
minimise the number of void properties through decreasing re-let times. The faster we
re-let properties the less rent we loose.

Since 2008 we have reduced average void re-let times from 132 days to just 19 days
(as at 31/03/2011). This significant reduction has been achieved through the initiatives
outlined within the current YHN Void Management Strategy. Although this is a great
achievement we recognise that re-let times need to be reduced further if we are to fully
maximise income. To do this we will review the YHN Void Management Strategy to re-

assess our priorities and align void management with the current environment we are
working in. We will aim to reduce rent lost due to empty properties to 1.5% by
31/03/2012 and continue to reduce this year on year.

Maximise income streams

Income stream collection levels differ for varying reasons. To address this we have
assessed each income stream individually to identify the action required to improve the
collection level of each specific stream. The table below identifies the streams which
require improvement and the Income Management Service Strategy action plans
details the action required to make the improvements:

Income stream

Where are we now

Action required

Garages At present we have 633 void garages | Explore ways to reduce

(non residential). voids and implement the
most viable option.

In 2010/11 1097 people claimed Define a new charging
Disabled Persons Garage Allowance structure and carryout an
[DPGA]. This resulted in a cost of annual survey of customers
£240k to the organisation during on DPGA to ensure they are
2010/11. still eligible

Leasehold Benchmarking information is limited. Improve benchmarking

charge/major activities.

works During 2009/10 we were ranked 5 out

of 6 when measured against other
comparable providers on service
charges collected as a percentage of
service charges due. However, in
2008/09 we were ranked 1 out of 6
(upper quartile). This highlights that
action needs to be taken to investigate
why our performance has decreased
and how we can improve again.

Review collection processes
to enable us to collect 98%
Leasehold Service charges
and 84% major works
invoices by 2015.

Re-chargeable
works

At present the amount outstanding is
£317,312. We recognise the need to
improve the efficiency of the collection
process to reduce this figure.

Review the collection
processes.

Develop and publish a
Rechargeable Works policy
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and procedural guidance
document.

Develop recovery paths and
ensure staff are trained to
use them.

Freeholder
heating
accounts

Over the past few months we have
made significant improvements in the
collection rates of freeholder heating
accounts. By improving collection
processes we have reduced arrears
from £81,000 to £47,000. However,
as a high level of manual intervention
is required for this process we need to
improve efficiency.

Develop recovery paths and
ensure staff are trained to
use them.

Re-coverable
repairs and
other sundry
debt

Performance is monitored via the
Exchequer Income Service Level
Agreement (SLA), recovery rates vary
depending on the type of debt.

Review Exchequer Income
SLA.

Develop and publish a Re-
coverable Repairs and
Damage policy and
procedural guidance.

Non standard
lettings

It has been identified that there are
inconsistencies in the leasing of
property for commercial purposes.

Review and update non
standard commercial leases.

Develop staff guidance to
ensure properties are let by
lease rather than tenancy
agreement.

Right to buy
leases

After identifying inconsistencies
between amounts specified in leases
and the actual amount paid by the
Leaseholder an audit of all current
lease agreements was carried out.

We have recently drafted a new
standard lease.

We now need to assess the
feasibility of amending alll
inaccurate leases to ensure
the amount specified
accurately reflects the
amount paid by the
customer.

We will implement the new
standard lease.

Effectively respond to the welfare and benefit refo

rms

The recent welfare and benefit reforms will have a significant impact upon our

customers. We have already begun to communicate the changes to our customers to
ensure they understand the impact of the changes and we will continue to do this.
However, we also recognise the significant impact the changes may have on our rental
and service charge income.

The introduction of the under occupation benefit reductions will significantly reduce the
income of a high number of our tenants and is likely to place them in a position where
they are unable to pay their rent. To enable us to reduce this impact as far as possible
we will carry out a neighbourhood specific impact assessment to identify the impact
and the options available to reduce it. Additionally, the introduction of the Universal
Benefit will mean that we no longer receive HB directly from the Government, but
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4.2

rather it will be paid to the customer who will be responsible for allocating a part of
their universal benefit to pay their rent. In an attempt to reduce the impact the
Universal Credit will have in our rental income we will:

Investigate how we can improve awareness raising activity around the
importance of paying rent and implement the outcomes imminently;
Carry out an impact assessment to identify how we can ensure
customers prioritise rent within this allocation.

Communicate the changes to staff so that they can provide the right
information to support our customers through these changes.

Unpooled service charges where feasible

To support our income management processes we must be transparent and
accountable. Over the past few years we have been improving our transparency
through unpooling our services. Unpooling enables us to breakdown service charges
to outline to customers exactly what services they are paying for and how much they
are paying for them. Unpooling of primary service charges is now complete.

However, we recognise that to further improve transparency we can unpool additional
charges. We will complete the Leasehold Block project, which commenced in 2010/11
to include rental properties and new leasehold properties, and we will investigate
which additional services can be unpooled.

Additionally, in recent years we have been the subject of six Leasehold Valuation
Tribunals (LVT). LVT's have the potential to cost the organisation financially and
negatively impact upon the reputation of the organisation. To reduce the impact of
further LVT’s we will carry out a debrief of all previous cases and ensure that out staff
are trained to deal with them. In an attempt to enable tenants and the organisation to
benefit from recommendations made by LVT’s and improve transparency, we will
investigate into whether we should apply LVT recommendations to tenants as well as
Leaseholders.

Priority two: Providing accessible income
services.

At present we provide a wide range of ways to pay, from paying online to paying
through the cashiering service at a customer service centre. We recognise that to
ensure customers pay their rent and service charges we must provide payment
methods which suit the needs and preferences of our customers. The following priority
has been guided by the customer consultation feedback outlined in section 3.4.3.

Improved accessibility and awareness of online acco unt services

During 2010/11 approximately 385 customers paid their rent online (monthly). In
regards to viewing accounts online; a high number of customers have requested log in
details (1900). However, only 33% of these customers are regular users. Customer
consultation indicates that few customers pay online and a low level of customers are
actually aware of the online facilities offered.

We will review the online account services we offer with a view to improve

accessibility. This will involve a high level of customer consultation. We will expand
the information available to include Former Tenant Arrears (FTA’s), leaseholders and
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garages. We will also improve customer awareness of the facilities through increased
and regular promotion.

Understand whether our customers feel our service i s accessible and develop
the service in response to these views

In 2010 we carried out an Income Management Service satisfaction survey. This was
a one off survey which indicated that overall customers are satisfied with the service.
However, as a one off we are unable to continue to measure satisfaction and whether
it has increased as a result of service improvement. To try and improve this and help
us to understand what customers think about our income management service on an
ongoing basis we will investigate the possibility of conducting an annual Income
Management Service satisfaction survey.

Increased range of services enabled to take payment s

Overall customers are satisfied with the range of payment options we offer, however
as income collected can be maximised further we recognise that we can still do more
to encourage and make it easier for customers to pay.

At present payments are taken by some Housing Management staff. To ensure all
customers receive the same level of service we need to make this consistent and
ensure that all Housing Management staff provide the facility to take a payment. We
will also identify other services within which payment processing is feasible. To try and
encourage those customers who avoid making payment we will investigate the
possibility of Repairs Centre staff having the facility to identify customers who are in
arrears. If staff can identify those who owe money they can encourage them to either
make a payment or set up a payment plan. In an attempt to greater vary our payment
options we will investigate the possibility of introducing hand held technology to enable
staff working on the estates to access account history and take payments.

A work force that understands the role of income ma nagement and who can
confidently promote and advise on the payment metho ds we offer

To maximise the payment options available staff must be fully aware of the options
and the importance of income collection across the organisations. We will brief and
train all customer facing services on the role of income management, the payment

options available and their role within income management.

Customers understand what they can expect from our income management
services and how they are performing

We understand the importance of transparent and accountable income management
services. Through self assessment it has been identified that, unlike other YHN
services, we do not provide external customers with information to outline what they
can expect from the service. Neither do we provide information to customer on the
performance of our income management services. To address this we will develop
customer service standards for the YHN Income Service and YHN Debt Recovery
Service and we will consult with customers as to how they would like to be informed of
the performance against these standards.
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4.3

Priority three: Managing, collecting and
minimising arrears.

As outlined within section 3.3.1 we take a proactive and preventative approach to
income management. The advice, support and information we provide to customers to
deliver this approach are outlined within our financial inclusion strategy. However, we
recognise there are improvements to be made to internal income management and
collection processes which will contribute towards minimising arrears. The
performance data below highlights where improvements are to be made. At the end of
2010/11:

Current arrears were £1,795,070, and
FTA’s were £5,720,080.

Clear policy and procedural guidance on our approac h to debt collection

At present the majority of our debt collection practices are consistent and we do have
clear processes in place. However, we do not have formal policy and procedure
documents in place to ensure all practice is consistent and staff are provided with clear
guidance as to the processes they should follow. To overcome this and formalise our
practices across the organisation we will develop and publish the following documents:

A corporate debt policy — to outline how we manage and collect debt and
align our activities with NCC.

A debt write off policy — to standardise write off levels and ensure our
recovery processes are cost effective.

We will also review and re-publish the YHN Bad Debt Provision Policy.
Effective incentive schemes and rent arrears reduct  ion campaigns

In order to encourage customer to keep a clear rent account we have a £250 quarterly
prize draw incentive scheme in place. All customers with a clear rent account are
entered into the prize draw. However, customer feedback has indicated that
awareness of the scheme is low. In response to this we will review the scheme with
view to improve customer awareness.

We will also investigate the possibility of developing a court cost amnesty incentive
scheme. The scheme will enable us to waiver court costs if the customer pays the
FTA’s owed.

We also encourage customers in arrears to pay by carrying out rent arrears
campaigns. These targeted campaigns are aimed at specific groups of tenants in
arrears and evaluation has shown that they do have a positive impact in terms of
reducing rent arrears. We will continue to deliver the campaigns where specific needs
are identified.

Formalise the collection of linked arrears
In 2007 the collection of linked arrears (sundry debts linked to a primary rent account
which include HB overpayments, court costs and FTA’s) was delegated to the YHN

Debt Recovery Service. Over the past four years linked arrears have reduced from
£1.5 million to £783k (as at 31/03/2011). However, due to recent developments within
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4.4

the Housing Management Service it has been identified that it may be more effective
and efficient for linked arrears to be collected by the Housing Management Service.
We will carry out a review of the current collection process.

At present there are no recovery paths in place to collect linked arrears. Recovery
paths automate the arrears collection process which improves effectiveness and
efficiency. We will build, test and go live with a linked arrears recovery path in
Northgate.

Reduced evictions

As outlined within the introduction we take a proactive and preventative approach to
rent collection. A key element of this is the Prevention from Eviction and Repeat
Homelessness Protocol. The protocol outlines how we will work with local agencies to
support vulnerable people to sustain their tenancy and prevent eviction. Although the
protocol has helped to reduce evictions significantly, when benchmarked against other
providers we are still only ranked within the middle lower quartile. We aim to continue
to reduce the percentage of tenants evicted for rent arrears further and to be within the
top quartile by 2015. To contribute towards this we will investigate the enforcement
options available as alternatives to eviction e.g. ‘attachment of earnings’.

Improved FTA collection rates

When benchmarking our Former Tenants Arrears (FTA’S) collection rates we rank
within the bottom quartile of organisations. However, the approach to recovering
FTA’s across organisations is not consistent and therefore makes the results of such
benchmarking somewhat unreliable. Where our approach is to focus on recovering
the money owed so that it can be reinvested into the organisation, other organisations
write off the debt rather than recover it.

Although the benchmarking of FTA’s does not accurately reflect our performance in
this area, internally we recognise that the collection of FTA’s requires improvement if
we are to maximise income. We aim to achieve an annual FTA collection rate of
£475,000 by 2015, to do this we will:

Review our FTA collection procedures, and
Build, test and go live with new debt recovery paths within Northgate.

Improve the collation, comparison and use of perfor mance data

At present we collect performance data on a various different areas of income
management. However, it has been identified that the collation of such is
uncoordinated which has resulted in a lack of clarity around what data we have access
to. As aresult of this the utilisation of the data is not fully maximised. To resolve this
we will carry out a review of the collation, comparison and use of all income
management performance data.

Priority four: Ensuring our income services
provide excellent value for money

Value For Money (VFM) is a requirement for any successful organisation as it enables
the delivery of high quality services, provides more choice and ensures needs and
priorities are met. Successfully embracing value for money enables us to provide
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better homes, better services and contribute towards better neighbourhoods. VFM is
therefore something which is to be addressed and embraced across all YHN services.

When benchmarking the cost of our service against that of other providers through the
HouseMark Performance Improvement Clubs we are ranked as lower quartile for the
total cost per property of rent arrears and collection. This clearly indicates that we
need to reduce the cost of our income management services to improve value for
money.

Improved benchmarking on the cost of income managem ent functions

At present we are benchmarked only on the total cost per property of rent arrears and
collection. It has been identified that to gain a better understanding of our costs, and
how we can reduce them to improve our value for money, we need to extend our
benchmarking activities e.g. to include the cost of the swipe card facility. We will
investigate how we can do this and also how we can use the outcomes of such
benchmarking to inform service improvement.

Although benchmarking information is limited at present, through self assessment and
consultation we have identified a number of initiatives to improve value for money:

Reduced costs of statements

A significant cost of our income management services is the cost of rent statements
(£25,000 annually). It has been identified that in order to improve value for money by
reducing the cost of statement the frequency of statements could be reduced.
Additionally, as the number of customers who access their account online increases
(as outlined in section 4.2) the need to receive paper statements will lessen. To
investigate the feasibility of reducing the frequency of statements we will survey
customers to ask how often they would like to receive a statement. We will implement
the recommendations made from the results of the survey.

Reduced unnecessary customer contact

We understand that it is important that customers access the service they need at the
time they need it and unnecessary contact is minimal. This not only improves
customer service but also makes our services more efficient and reduces costs.
Through consultation with internal services and NCC cashiering service it has been
identified that the following improvements are required:

Leasehold Customers do not always contact the service most appropriate
to deal with their query. To overcome this we will improve how we
communicate payment methods with Leasehold Customers.

Customers frequently contact NCC cashiering services to request their
payment reference number and their next payment date. To try and
overcome this we will investigate how we can improve communications to
enable customers to access these details without having to contact the
cashiering service.

Service delivery and supply contracts which demonst rate VFM
Through self assessment and consultation a number of general VFM improvements

have been identified. We aim for these improvements to improve the efficiency of our
income management services:
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5.1

5.2

Review the provision of the cashiering service.

Review the use of external debt collection agents.

Automate internal processes.

Implement a streamlined refund process.

Investigate the possibility of recovering bank charges from tenants and
leaseholders.

Investigate the possibility of charging leaseholders an administration
charge on arrears outstanding.

Review the cost of the Income Team providing services to leaseholders.

Review the warrant process

At present we do not have ‘rights of audience’ for warrant cases. This means that we
cannot represent ourselves at court and therefore have to pay for representation. We
will work with NCC Legal to gain rights of audience and begin to present ourselves at
court for warrant cases.

We utilise the PCOL system (Possession Claims on Line) to submit claims for
possession to the county court. However, at present we submit the claims manually.
Implementing the PCOL electronic interface will reduce staff time spent on submitting
claims. This will result in all claims being submitted automatically from Northgate and
significantly improve the efficiency of the service. At present there are a number of
issues outside of our control which are delaying the implementation of this system. We
aim for these issues to be resolved and the system implemented.

The recent HASBET/Rent Recovery service review identified that the above
improvements have the potential to save £40,000.

Implementation and monitoring of the
strategy

Implementation

The action plan details the officers responsible for completing each action within the
strategy action plan.

Overall responsibility of this strategy and ensuring that the action plan is completed
sits with the Income Manager.

Monitoring

The implementation of this strategy will be monitored through the following methods:

The committee will review progress made
Finance and Resources Committee against the strategy on a 6 monthly basis.

The board will review progress made against
Programme Board the action plan on a six weekly basis.
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Review

We will formally review this strategy in July 2015. However, as it is a living document it
will be reviewed and amended in the interim period as necessary. The action plan will

be reviewed and updated on an annual basis.
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Appendix 1

YHN Income Management Service Strategy Action Plan

Key

*Income Service review action plan

**Leasehold service review action plan

***Housing management service review action plan
***HASBET/rent recovery service review action plan

Priority one: Collecting income when it’s due to prevent arrears.

Ref What we want to achieve Key milestones Responsible officer
1.1 A consistent approach to rent and *Develop and publish a rent and service = Income Manager
service charge setting which is charge setting policy which is aligned
understood by staff and with current government guidelines.
customers

*Effectively communicate our approach = Income Manager
to rent and service charge setting to

customers.
1.2 Increase the level of rent paid in Investigate the feasibility of new Head of Housing Management
advance customers making their first rent

payment at sign up.

Report the outcomes of the
investigation and next steps to
Programme Board.

Investigate the possibility of providing Income Manager

Target completion
date
31/03/2012

31/07/2012

30/06/2012

30/06/2012

Detail of action to be carried out

The document will address:

YHN properties

Leazes Homes properties

HRA properties.

Any future developments i.e Byker trust properties.
Equity share schemes

Mortgage rescue scheme

This will involve:

Benchmarking against other comparable providers to identify
how they ensure customers understand how rents/service
charges are set. Identify and implement examples of best
practice.

Reviewing the customer rent and service charge setting
guidelines to include:

o Fair management fee
o Unpooling/Northgate blocks
o Timetable of rent and service charge setting.

Publicising the guidelines to all customers annually through their
end of year rent statement and on the YHN website.

Developing an online comments box to enable customers to tell
us whether they are satisfied with the information we provide on
rent and service charge setting.

This will involve considering the following:
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13

1.4

Effective, targeted and proactive
rent payment information and
support

Increase number of customers
who pay by direct debit to 5500

swipe cards on sign up.

Report the outcomes of the
investigation and next steps to
Programme Board.

Agree a process to enable demographic
information to inform the proactive
provision of rent payment information
and support.

Further investigate the possibility of
utilising a text messaging service
(Deeplake model).

Report the outcomes and

recommendations from this
investigation to Management Team.

4500 customers to pay by Direct Debit.
4900 customers to pay by Direct Debit.
5200 customers to pay by Direct Debit.

Implement new Direct Debit Procedures
to ensure staff are fully trained.

Review our direct debit campaigns.

Deliver at least four direct debit
campaigns per year.

*Review the direct debit customer
incentive scheme.

Investigate the possibility of introducing
new dates for Direct Debit collection,
including the 1* of the month.

Lead Performance
Management and Policy
Officer/Diversity
Manager/Head of Housing
Management

Income Manager/Head of IT

Income Manager
Income Manager
Income Manager

Income Manager

Income Manager

Income Manager

Income Manager

Income Manager

30/09/2011

30/03/2015

31/032012

31/03/2013

31/03/2014

31/03/2012

30/09/2012

31/03/2012
31/03/2013
31/03/2014
31/03/2015

30/09/2012

30/04/2012

Producing swipe cards locally, and
Enabling bar coded documents to be available at sign up.

The process will outline:

How the information will be analysed and presented (consider
how we can fully utilise GIS mapping);

How the analysed information will then be used to inform action;
How often the process will be carried out;

Who will be responsible for the process, and

How the process will be monitored.

This will include:

Assessing the feasibility of using the service to inform
customers:

0 When payments are due (reminder)

0 When payments have been missed

0o How to make a payment

0 How to contact YHN if they need advice and support

Consulting with customers (when in a position to provide the
service) to inform service development and delivery.
Utilising the evaluation of the YCH text messaging pilot scheme.

This will involve:

- Incorporating feedback from the ‘How you pay your rent’ survey

into the campaign approach.

- Evaluate previous campaigns.
- Targeting customers who currently pay their council tax by direct

debit to pay their rent by this method.

This will involve evaluating the scheme to identify:

- Whether it increases take up and is cost effective.
- How promaotion of the scheme can be improved.

30




1.5 Effective, accessible and efficient

payment lines

1.6 Maximum collection of Housing
Benefit

Report the outcomes of the
investigation and next steps to
Programme Board.

*Set up a paperless direct debit system
to allow customers to sign up online or
over the telephone.

Develop and implement a staff incentive
scheme to encourage staff to sign
customers up to the Direct Debit
payment method.

Review our use of the NCC Contact
Centre for all payments made by
tenants and leaseholders.

Review usage of the automated
payment line.

Review the processes in place to
support Housing Benefit claims.

Income Manager

Income Manager/Head of
Housing Management

Income Manager/Head of
Housing Management

Income Manager

Head of Housing
Management/Advice and
Support Manager

31/03/2013

31/10/2011

31/12/2011

31/12/2011

31/12/2011

This will involve working with NCC to:

- Consult staff in order to find out what works well and what does

not work well.

- Compare the number of payments made through the payment

line with the number of payments made through YHN to identify
the number of tenants using the payment line service.

- Analyse whether the price per payment transaction

demonstrates value for money for YHN.

- Consult customers to understand whether it is a preferred

payment method, whether people are aware of the service and
what the barriers to accessing the service are.

- Investigate the possibility of mystery shopping the payment line.
- Analyse the payment line customer service satisfaction survey

results.

- Remove unnecessary contact to streamline the process for staff

and customers.

We will do this by:

- ldentify the number of payments being made through this

method.

- Consulting with customers to identify barriers to using the

service and options for improvement.

- Developing customer guidance notes.
- Advertising the service through rent statements once a year.
- Improving and updating the information available to staff on the

intranet.

This will involve:

***Reviewing the job descriptions of Housing Management staff
(to incorporate the completion of Housing Bengfit forms).
Consult with staff and trade unions on proposed changes.
Evaluating the impact of the ‘new tenancies and housing benefit
process’.
Implement appropriate recommendations from the Northern
Housing Consortium Housing Benefit toolkit.
Improving Housing Benefit Processing time by investigating the
possibility of:

° Introducing a ‘right first time’ incentive scheme so that

customers who fill in housing benefit forms correctly are
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1.7

1.8

1.9

Continued reduction of average
void re-let times and rent lost
though void properties.

Maximised income from garages

Collect 99% of leasehold service
charges by 2015 and 90% of
leasehold major works invoices
by 2013.

Review the YHN Void Management
Strategy.

Reduce rent loss due to empty
properties to 1.5%.

*Review our approach to garages.

Report the outcomes and
recommendations from this review to
Management Team.

Collect the following % of leasehold
service charges:

97%
97.5%
98%
99%

Collect 90% of Leasehold major works
invoices.

Improve our leasehold charge/major
works collections rates benchmarking
activities.

Carry out a review of our collection
processes.

**Develop a discreet integrated
communications plan to address the
needs of the 2 or 3 most problematic
customer groups.

*Build, test and go live with new debt
recovery paths within Northgate.

Principal Housing Manager

Principal Housing Manager

Head of Housing
Management/Income
Manager/Head of Assets and
Programming

Income Manager
Income Manager
Income Manager
Income Manager
Income Manager

Head of Assets and
Programming

Leasehold Manager/Income
Manager

Lead Communications Officer

Income Manager

31/03/2013

31/03/2012

31/12/2011

31/03/2012
31/03/2013
31/03/2014
31/03/2015
31/03/2013

31/08/2011

30/09/2011

31/03/2012

30/09/2011

rewarded or fast tracked.
Improving partnership working with NCC.

o

To include:

*Define a new charging structure and carryout an annual
survey of customers on DPGA to ensure they are still eligible

We will do this by:

**|dentify processes to remove blockages and poor
communication issues between leasehold and other teams.

**Clarify remit/boundaries with relevant managers and develop
formal service agreements.

This will involve

Carrying out a benchmarking exercise to compare our collection
against other top performing organisations.
Amending our processes to reflect best practice.

To include:

Service charges;
Heating only;

Major works;

Major works ad hoc, and
Major works loans.
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1.10

1.11

1.12

1.13

1.14

1.15

Improved re-chargeable works
collection rates

Improved collection rates of
freeholder heating accounts

Improved recoverable repairs and
other sundry debt collection rates

Improved income maximisation
from non standard lettings

Improved income maximisation of
Right to Buy leases

Respond effectively to the welfare
and benefit reforms

*Develop and publish a Rechargeable
Works policy and procedural guidance
document.

*Build, test and go live with new debt
recovery paths within Northgate.

*New procedure notes to be developed
to support the end user and ensure
consistency of use.

*Build, test and go live with new debt
recovery paths within Northgate.

Review the Exchequer Income SLA.

*Develop and publish a Recoverable
Repairs and Damage policy and
procedural guidance document.

*Update non standard commercial (not
Right to Buy) leases.

Develop a procedure for staff to follow
when letting properties by lease rather
than tenancy agreement.

** Assess the feasibility of amending all
inaccurate leases to ensure the amount
specified accurately reflects the amount
paid by the customer.

Develop and implement one standard
lease for all future right to buy sales.

Non dependant deductions

Send a letter outlining the changes to all
customers likely to be affected.

Visit all tenants likely to be affected in

Head of Housing Management

Income Manager

Income Manager

Income Manager

Income Manager

Head of Housing Management

Head of Housing Management

Head of Housing Management

Leasehold Manager

Leasehold Manager

Advice and Support Manager

Head of Housing Management

30/09/2012

30/09/2011

31/03/2012

30/09/2011

3103/2015

30/09/2012

31/03/2013

31/03/2013

31/03/2012

31/03/2012

28/02/2012,
28/02/2013

31/03/2012,

To include:
Current rechargeable work accounts, and
Former rechargeable work accounts.

To include:
Freeholder heating only accounts.

This will involve assessing assess which of the following options
will be most effective:

Outsourcing the invoicing and collection of recoverable repairs
and other sundry debt.

Carrying out the invoicing and collection of recoverable repairs
and other sundry debt in house.

NCC continuing to deliver the invoicing and collection of
recoverable repairs and other sundry debt, however work is
carried out to improve performance.

To inform this review we will:

Identify NCC's level of performance on recoverable repairs
payment collection and benchmark it against other top
performing organisations.

Consider NCC's capacity to deliver required service in light of
STEP changes.

To ensure the terms of the lease do not impact negatively upon our
arrears, i.e. encourage payment in advance.
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1.16

Unpooled service charges where
feasible and effective.

their homes to outline the changes and
alternative benefits available i.e.
discretionary housing payment.

Evaluate the impact of these awareness
raising exercises.

Under occupation benefit reductions

Carry out a neighbourhood specific
impact assessment to identify the
options available to reduce the impact
of the reductions on our customers and
our rental income.

Report the findings to YHN
Management Team and agree a way
forward.

Universal credit

Investigate how we can improve
awareness around the importance of
paying rent in preparation for the
introduction of Universal Credit.

Report the outcomes of the
investigation and next steps to
Programme Board.

Carry out an impact assessment to
identify the options available to reduce
the impact of the Universal Credit on
our customers and our rental income.

Report the findings to YHN
Management Team and agree a way
forward.

Communicate the impacts of the
Universal Credit and Under Occupation
benefit reductions to relevant staff.

Complete the Leasehold Block project
(rental properties and new leasehold).

Investigate which additional services
(included within the basic rent element
charge) could be unpooled.

Report the outcomes and
recommendations from this
investigation to Management Team.

**Carry out a debrief of previous LVT
cases to establish key risk areas within
income, finance and legal

Advice and Support Manager

Head of Housing Management

Advice and Support Manager

Income Manager/Lead
Communications
Officer/Advice and Support
manager/Head of Housing
Management

Advice and Support Manager/
Head of Housing Management

Advice and Support
Manager/Lead
Communications Officer

Income Manager/Head of IT

Finance Manager — Finance
Business Support/Income
Manager

Leasehold Manager/Income
Manager/Finance Manager —
Finance Business Support

31/03/2013

30/05/2012,
30/05/2013

31/10/2011

31/10/2011

30/09/2011

31/10/2011

31/03/2012

31/03/2015

31/03/2014

31/08/2011

To include:

- Considerations of non HRA properties.
- How the changes will be communicated to customers.

To include:

- Introducing a formal session on the importance of paying rent
into the sign up process.

To include:

The exploration of compulsory ‘jam jar’ accounts.

Recommendations on how to calculate rent arrears once

credit has been implemented.

How the changes will be communicated to customers.

Considerations of non HRA properties.
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**Develop action plan and
training/briefing as appropriate for key
staff

Investigate whether we should apply
LVT unpooling recommendations
(calculate service charges at block
level) to tenants as well as
leaseholders.

Report the outcomes and
recommendations from this
investigation to Management Team.

Leasehold Manager/Income
Manager/Finance Manager —
Finance Business Support

Finance Manager — Finance
Business Support/Income
Manager

30/09/2011

31/03/2014
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Priority two: Providing accessible income services

Ref What we want to achieve

2.1 Improved accessibility and
awareness of online account
services

2.2 Understand whether customers

feel our service is accessible and
develop the service in response
to these views.

2.3 Increased range of services
enabled to take payments

How we will achieve this

*Review online account services.

*Investigate the possibility of conducting

an Income Management Service
customer satisfaction survey on an
annual basis.

Report the outcomes of the
investigation and next steps to
Programme Board.

Deliver a consistent approach to taking

payments across the relevant services
additional to Housing Management.

***Review the job descriptions of
Housing Management staff (to
incorporate taking payments via
Webstaff).

*Investigate the feasibility of NCC
contact centre identifying and
encouraging customers in arrears to
make a payment or set up a payment
plan.

Report the outcomes of the
investigation and next steps to
Programme Board.

Responsibility

Income Manager/Head of
IT/Lead Customer Involvement
Officer/Lead Communications
Officer

Income Manager/Lead
Performance Management and
Policy Officer

Income Manager

Head of Housing
Management/Principal Housing
Managers

Head of Housing Management

Target for Detail of action to be carried out
completion
31/03/2013 This will include:
Consulting with customers who have access to the internet to
identify how we can improve the accessibility of the online
account service. This will involve:
- Asking those who access the service how it can be
improved.
- Asking those customers who have requested a ‘sign on’
but not accessed their account why they have not done
So.
- Asking customers whether providing a ‘sign on’ through
quarterly rent statements would encourage them to
access the service.

*Market and publicise the rents online service, and hold
customer awareness sessions.
Expanding to include FTA'’s, leaseholders and garages.

31/03/2012

31/03/2013 We will do this by:
Carrying out an investigation in to which members of staff
are taking payments.
Identify and recommend the services which should be
taking payments.
Consult with staff as to whether taking payments is feasible
within their role.
Present findings to Management Team.

30/06/2011

31/03/2013 This will involve:

Identifying whether Repairs Centre (NCC contact centre) staff
can/could access arrears information.
If arrears information can be accessed then procedures are to
be developed to enable Repairs Centre staff to:
- Transfer to contact centre if they want to make a payment,
and
- Transfer to our Housing Management Service if they want
to speak to someone to arrange for payment.
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2.4

2.5

A workforce that understands the
role of income management and

who can confidently promote and
advise on the payment methods

we offer

Customers understand what they
can expect from our income
management services and how
they are performing

*Carry out an investigation into
introducing handheld technology to
enable staff working on the estates (to
include the Rent Recovery Service) to
access account history and take
electronic payments via Webstaff.

Report the outcomes and
recommendations from this
investigation to Management Team.
*Brief all customer facing services on
the role of income management.

Review, re-publish and launch the
Income Management staff information
handbook.

*Review Income and Debt Recovery
service standards and develop external
standards.

Consult with customers to identify how
they would like us to routinely inform
them of how our income management
services are performing. Implement the
recommendations of this consultation.

Head of Housing 31/03/2014
Management/Head of IT

Income Manager 31/03/2012

Income Manager/Lead 31/03/2012
Communications Officer

Income Manager/Debt 30/04/2012
Recovery Manager

Income Manager/Lead 31/03/2012
Customer Involvement Officer

This investigation will include:

Benchmarking to identify what other providers across the
sub region are doing;

Explore procurement opportunities with other providers,
and

Consulting with customers (when in a position to provide
the service).

The briefing will address and raise awareness about the following:

How income is managed across the organisation

The roles and responsibilities of those involved in income
management

All payment methods (including Webstaff and Webpublic,
the automated payment line and the NCC payment line)
Online accounts/statements

The advantages of advance payments.

This will involve:

Consulting with customers;

Consulting with staff, and

Publishing the standards in a customer booklet and on the
YHN website.

To be incorporated into annual Income Management Service
survey.
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Priority three- Managing, collecting and minimising

Ref

3.1

3.2

3.3

3.4

What we want to achieve

Clear policy and procedural

guidance on our approach to debt

collection

Effective incentive schemes and

rent arrears reduction campaigns

Formalise the collection of linked
arrears

Reduced number of evictions

How we will achieve this

*Develop and publish a corporate debt
policy.

*Review and re-publish a bad debt
provision policy.

*Develop and publish a debt write off
policy. This will include working with

NCC to identify how the process can be

improved.
*Review the £250 quarterly prize draw
incentive scheme.

*Investigate the possibility of a cost
court amnesty incentive scheme.

Report the outcomes of the
investigation and next steps to
Programme Board.

Deliver 2 targeted rent arrears
campaigns per year.

*Review the current procedures for
collecting linked arrears.

*Build, test and go live with a linked

arrears recovery path within Northgate.

Achieve top quartile performance for
tenants evicted due to rent arrears.

Investigate the possibility of using
alternative enforcement options for
current tenants in arrears i.e.
attachment of earnings.

Report the outcomes of the
investigation and next steps to

arrears

Responsibility

Income Manager

Income Manager

Income Manager

Income Manager

Income Manager

Principal Housing Manager

Principal Housing Manager

Principal Housing Manager
Head of Housing Management
Head of Housing

Management/Tenancy Services
Manager

Target for
completion
30/09/2012

30/06/2012

30/09/2011

30/09/2012

31/03/2012

31/03/2012
31/03/2013
31/03/2014
31/03/2015

31/12/2011

31/12/2012

31/03/2015

31/03/2013

Detail of action to be carried out

This will involve:

- Evaluating the scheme.
- Improving the scheme based on the outcome of the evaluation.
- Considering whether incentive schemes should be extended to

include the following:
0 Variable discounts for paying rent and service charges
annually, half yearly or quarterly in advance.
o Every one with an up to date rent account receives
something.

- Working with the YHN Readers Panel to improve incentive

promotional materials.

- Investigating the possibility of working in partnership to improve

incentive schemes.

This will include considering the benefits of returning the function
to the Housing Management Service. Implement the
recommendations from the review.
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3.5

3.6

Improved FTA collection rates

Improve the collation, comparison
and use of performance data

Programme Board.

Achieve an annual FTA collection rate
of £475,000.

*Build, test and go live with new debt
recovery paths within Northgate.

Review our FTA collection processes
and procedures.

*Review the collation, comparison and
use of performance data for all areas of
income management (including
Leaseholders and unit costs).

Income Manager

Income Manager

Income Manager

Income Manager/Tenancy
Services Manager/Lead
Performance Management and
Policy Officer

31/03/2015

30/09/2011

30/06/2012

30/06/2012

To include:

Standard FTA;
Deceased;
Residential care, and
HMP.

This will include:

Comparing our policy, procedures and best practice against that
of top performing ALMO’s to understand how they manage their

FTA's;

Investigate debtor profiling;

Investigating opportunities for joint working between tenancy
services and the income debt recovery team during the four
week tenancy termination notice period. Implement the
outcomes of this investigation;

Investigating the possibility of raising a voluntary charge on a
property in respect of high major works invoices, and
Reviewing legal processes (****Offer Court representation
service to YHN'’s Debt Recovery Team).

* Investigate how we can achieve a more flexible approach to

Debt Recovery. This will include exploring the following options:

- Late night working;
- Saturday mornings working, and
- Visiting officers working from home.
*Implement telephone negotiation training and coaching.
This will specifically include:

Creating baseline targets for all recovery paths, and

Developing a method to enable us to collect NOSPs data

in a comparable format.
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Priority four: Ensuring our income services provide excellent value for money.

Ref What we want to achieve

4.1 Improved benchmarking on the
cost of income management
functions

4.2 Reduced cost of statements

4.3 Reduced unnecessary customer
contact

4.4 Service delivery and supply

contracts which demonstrate VFM

How we will achieve it

Investigate how we can expand current
unit cost benchmarking and how we can
use this information more effectively to
inform service improvement.

Report the outcomes of the
investigation and next steps to
Programme Board.

*Review the cost and frequency of rent
statements.

**Revise all current information for
leaseholders with communication team.

The cashiering service:

*Investigate how we can improve
customer understanding of:

- Payment reference number, and
- When their next payment is due
(payment agreement).

Report the outcomes of the
investigation and next steps to
Programme Board.

Review the provision of the cashiering
service. Report the outcomes and
recommendations from this review to
Management Team.

*Carry out a procurement exercise to
review usage of external debt collection
agents and tracing agents. Implement
the outcomes of this exercise.

*Automation of internal processes.

*Implement a streamlined refund
process.

Responsibility

Income Manager

Income Manager

Lead Communications
Officer/Leasehold
Manager/Income Manager

Income Manager

Income Manager/Head of
Housing Management

Income Manager

Income Manager

Income Manager

Target for
completion
30/09/2012

31/03/2013

31/03/2013

30/09/2011

31/03/2014

30/09/2011

30/09/2012

31/03/2012

Detail of action to be carried out

This will include:

- Surveying customers to identify how often they would like to
receive a statement.

- Analyse the survey results and implement actions appropriate to

the outcomes.

This will involve amending the Leasehold service charge and major

works invoice to include information which:

Directs customers to the NCC payment line/automated payment

line/online to make a payment, an

Advises customers that the Debt Recovery Service is only to be

contacted if payment arrangements are to be made.

This will involve:

- Comparing the cost of the service with:
0 The quality of the service
o The amount of income collected through the service.

Benchmark with other comparable providers to see if they utilise

a similar service and for those that do, the cost of the service.

This will involve working with Housing Management to encourage

customers to supply bank account details for refunds to be
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4.5

More cost effective warrant
process

*Investigate the possibility of recovering
bank charges from tenants and
leaseholders. i.e. direct debt bounces.
Report the outcomes and
recommendations from this
investigation to Management Team.

Investigate into the possibility of
charging leaseholders an 8% admin
charge on arrears outstanding. Report
the outcomes and recommendations
from this investigation to Management
Team.

Investigate the cost of the Income Team
providing services to leaseholders and
the possibility of re-charging within the
leasehold service management fee.
Report the outcomes and
recommendations from this
investigation to Management Team.

****Rent recovery to represent YHN in
warrant applications to realise £40k
efficiency savings.

****mplement PCOL electronic
interface.

Income manager

Income Manager/Leasehold
Manager

Income Manager/Leasehold
Manager

Tenancy Services
Manager/Senior Rent Recovery
Officer

30/09/2012

30/09/2012

31/12/2011

31/03/2012

processed via BACS.
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Detailed performance data

Current arrears

Appendix 2

Year Target Actual current
arrears rent arrears
2006/07 £4,264,391 £4,181,167
2007/08 (stopped water rates) £3,500,000 £3,130,729
2008/09 (introduced third rent £2,800,000 £2,473,741
free week)
2009/10 £2,650,000 £2,076,388
2010/11 £1,900,000 £1,795,070
Evictions

During 2010/11 we were ranked 32 out of 46 ALMO’s when measured against other
comparable providers on percentage of tenants evicted as a result of rent arrears. This
places us in the middle lower quartile and is an improvement on 2010/11 when we were
ranked 18".

The table below shows how we have reduced evictions due to rent arrears over the past
four years.

Year Number of tenants evicted as a result of arrears.
2006/07 194
2007/08 165
2008/09 125
2009/10 113
2010/11 100

This remains a challenging target for the organisation. Although we have an efficient
rent collection service to minimise the possession of properties and evictions of tenants,
we also have an evictions process that is designed to tackle rent arrears issues from the
outset and provide a quick and fair way to reduce rent arrears have slightly higher
numbers of evictions. However, performance has continued to rise year on year.

Former Tenant’s Arrears (FTA'’s)
FTA’s are collected by our Debt Recovery Service which is a group within our Income

Management Service. The service costs £100,427 per year. If a tenant leaves a
property when owing money on their rent account the money owed becomes FTA'’s.

Year Write off Resurrected | Cash Actual Amount
collected FTA’s transferred

from current
arrears

2006/07 £1,064,312 £887,938 £647,890 £5,003,861

2007/08 £112,397 £408,720 £567,589 £5,989,615

(stopped

water rates)




2008/09 £490,287 £336,827 £467,922 £6,387,586 £934,296
2009/10 £920,613 £246,326 £417,821 £5,930,210 £691,828
2010/11 £658,171 £261,737 £454,788 £5,720,080 £645,146

The table shows that FTA’s have increased from 2006 to 2011. This increase has occurred for

a number of

[0}
[0}

reasons:

Value of arrears transferred from current tenancies.

Value of the accounts resurrected for payments — previously written off arrears
are actively traced by the Debt Recovery Team. Once traced these arrears are
resurrected which increases the total FTA's.
Collection of this debt has become more challenging due to the current financial

climate.

During 2009/10 we were ranked 25 out of 25 when ranked against other comparable providers
on FTA’s as a percentage of rent due. This placed us in the bottom quatrtile.

Leasehold service charge

Year Target % collected
2007/08 No target 87.44
2008/09 No target 88.61
2009/10 96% 92.27
2010/11 97% 96.11
2011/12 97%

Major works invoices
Year Target % collected
2007/08 No target 23.2
2008/09 No target 43.35
2009/10 No target 21.91
2010/11 80% 61.2
2011/12 80%
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Appendix 3

Survey results summary

Income service satisfaction survey 2010

Positive feedback demonstrates that:

*

*

*

Overall respondents are satisfied with the service provided by the Income Team.
Respondents prefer communication to be made by letter, magazines/news letters,

telephone calls or a personal visit.

Respondents are most aware of the following payments methods:

In person.
Swipe card.
Direct debit.

The following feedback highlights areas for improvement :

There is a lack of awareness amongst respondents regarding the following:

The income website.
The option to view accounts online.
Incentive schemes.

- Customers are least aware of the following payment methods:

The 24 hour payment line;
Online payments, and
By telephone.

Debt recovery satisfaction survey 2010

Positive feedback demonstrates that:

*

Over half of respondents said they find it easy to get hold of the right person when they
contacted the Debt Recovery team.

Over three quarters of respondents said debt recovery staff are helpful.

The majority of respondents feel that the debt recovery staff achieve YHN's standards
of customer care.

80.4% were satisfied with the options for payment.

The following feedback highlights areas for improvement

Nearly half of respondents felt that YHN could have done more to prevent them
becoming in debt.

The majority of initial contact regarding debt continues to be initiated by the Debt
Recovery team. This has increase from 2008/09.

The following means of communication encouraged customers to pay:

Letters from YHN;
To be considered for re-housing, and
Telephone call from YHN.

A number of comments were made about the need for better communication.

44




New tenancy survey 2010/11

Positive feedback demonstrates that:

*  94% of respondents were satisfied that they received enough information about the
following:

Amount of rent you have to pay for their home.
How, where and when they have to pay their rent.
How to claim Housing Benefit.

The following feedback highlights areas for improvement :

General comments suggest that a low level of respondents feel we can do more to
assist with Housing Benefit claims.

STATUS 2009/10
Positive feedback demonstrates that:

80% of respondents were satisfied with advice on rent payments.
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