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1. CONTEXT

a. Co-op History

Phoenix Community Housing Co-operative was established in 1980 in the East End of London to provide short life accommodation in shared supportive communities. 

In 1985 it became a Registered Social Landlord under the regulation of the Housing Corporation and in 1992 merged with the HCH1 Housing Co-operative.

The Co-operative purchased 10 properties in 1993 from the London Borough of Hackney, which was developed using a Social Housing Grant to provide permanent housing for Phoenix members. A further 2 properties were added to the permanent portfolio in 2008 taking the number of owned units to 57.

Throughout its history Phoenix has continued to build a reputation for short-life housing management and by 2009 is working with 5 Local Government and Housing Association partners to provide a total of 153 additional temporary homes in Hackney, Tower Hamlets and Islington.
b. Co-op Purpose

Phoenix’s reason for being is to provide homes for single people on low incomes who are homeless or at risk of homelessness. 

It encourages all members to be actively involved in the running of the organization to ensure the provision of both a more responsive housing service and the development of a strong community, where, through self-help and co-operation the lives of others will be improved. 

c. Co-op Structure

Governance of the Co-op is the responsibility of the Management Committee, which is elected once a year at the Annual General Meeting. It consists of elected Phoenix members and an external Co-optee who determine strategic direction and policy, set the annual budget, monitor performance and review year end accounts.

A series of sub-committees report to the Management Committee:  

· Development & Maintenance Sub-Committee (Devcom)


· Financial Sub-Committee (FinCom)





· Welfare Committee (WellCom)





The day to day organizational running is the responsibility of the Co-op Manager who reports monthly to the Management Committee and in turn manages a staff team of 3 consisting of a Housing Manager, Finance and Maintenance workers.

d. Stock profile 1st July 2009: 210 units – 21 voids
i. Phoenix Owned: 17 properties, 57 units 
· 5 x 5 bed properties

· 5 x 4 bed properties

· 1 x 3 bed property

· 3 x 2 bed properties

· 3 x 1 bed properties
ii. Poplar HARCA Short Life: 93 properties, 123 units 
· 30 x 2 bed properties

· 16 x studios (2 on imminent handback)

· 57 x 1 bed properties
iii. Peabody Short Life: 9 properties, 12 units 
· 3 x 2 bed properties

· 6 x 1 bed properties
iv. Newlon Short Life: 3 properties, 9 units 
· 3 x 3 bed properties
v. Gateway Short Life: 1 property, 3 units 
vi. London Borough of Hackney: 5 properties, 5 units 
vii. London Borough of Tower Hamlets: 1 property, 1 unit 
e. Assets 1st July 2009: 
i. Estimated property asset after deductions for Social Housing Grant and outstanding mortgages: £3,375,000
ii. Cash in the bank after commitments: £55,415
f. Budget Profile 1st July 2009:
i. Income: £664,907
ii. Expenditure: £620,299
iii. Surplus: £4,600 (£44,608 less Sumner House Project & mortgage conversion to capital and interest payments)
2. STRATEGIC OBJECTIVES TO BE REACHED BY 2015
Generally
At the time of budget setting for 2009 the Co-op stock had shrunk to just over 150 units of which 57 were owned and around 95 were short-life. The organisation had made a loss in 2008 for the first time ever and proposed handbacks for 2009 led to a serious contraction in staffing. The expectation at that point was that a part-time skeleton service would limp through to 2015 at which point a number of the owned property loans would be paid off providing greater net rental income and an asset base possibly positioned to allow for development.
Events over the first 6 months of 2009 have reversed that trend with an increase in short-life properties being made available by existing and new potential partner Housing Associations.  

In response to this changing trajectory the Co-op membership made a number of decisions at the May 2009 AGM to maximise the benefit of increased short-life income whilst also ensuring that development activities would as far as possible prevent a similar sudden downturn in the future through securing properties on a long term basis. Further discussions within the Management Committee brought about a decision that increased property ownership was not an option for the Co-op for a number of reasons: lack of borrowing capacity; lack of a development track record for securing Social Housing Grant; a client group not prioritised for access to public funding. However, a viable option is to enter into long term lease agreements with both existing a new partners. The route to this for Phoenix has been named ‘Housing Plus’.
Housing Plus
The term ‘Housing Plus’ was picked up from a Homes and Communities Agency recommendation that development funding for social landlords should be directed towards those who provide more than just a housing management service. The potential funding streams could be: Temporary Social Housing Grant, government money to bring empty and dilapidated properties, owned either by Local Authorities or Private Landlords, back in to use in exchange for a long term lease agreement of 2-30 years duration; charitable grants for the same particularly geared to self-help housing providers and Co-ops (e.g. Tudor Trust, Dolphin Square Trust, London Housing Foundations, Co-op Action); government and charitable awards for organisations who provide training/work experience for homeless people.
During 2009 Phoenix carried out the Sumner House Self-Refurbishment project, funded from operating surplus, to bring 5 empty Poplar HARCA units back into use through a combination of paid supervision/skills guidance and member volunteer labour. This is an exemplar Housing Plus initiative. 

The success of Sumner House has generated attention locally and nationally and the project is being championed by the newly established Self-Help Housing network which will help in supporting further funding bids for future projects. This Business Plan then sets out an annual fund raising objective with a view to increasing the long-term leased stock each year. At the time of writing a number of options are under consideration for delivering those objectives: in the immediate term September – November 2009 maintaining self –build momentum by carrying out works to Phoenix owned properties using  internal cyclical maintenance funds; in the short term December 09 – March 2010, securing charitable funding to carry out a repeat of the Sumner House project with an internal Phoenix focus; in the medium term – April 2010 – September 2010, securing charitable funds or Temporary Social Housing Grant to bring 226 Evering Road back into full use with the London Borough of Hackney as a hybrid self-refurbishment project; in the long term  - May 2010 onwards, securing composite funding to create a subsidiary to the existing Co-op structure that can deliver building services, a community paint recycling depot and skills training for both internal members and external partners.

In order to become the organisation described in 2015, the following Strategic objectives have been set:
a. To immediately accept the increased short-life stock offers up to a level that is sustainable in order to maximise rental income 
b. To  maintain a stable stock level of 210 - 220 for the period
c. To explore options to secure long term leased properties alongside the currently owned and short-life stock through the Housing Plus approach
d. To achieve a minimum 2:3 ratio (owned and long lease: short-life) by 2015 

e. To increase the Co-op turnover accordingly and re-establish it as a thriving organisation
f. To ensure that a minimum of 3 months operating costs were held in reserve by 2015
	Objective
	Target by 2015

	Overall Stock Level
	210 – 220 units

	Proportion Owned or Long Leased
	40%

	Annual Rent Based Turnover (before voids and bad debts)
	£1m

	Annual Housing Plus Turnover
	£150,000

	Net Property Value (after Social Housing Grant)
	£4m

	Bank Reserves Level
	£250,000


3. OPERATIONAL PLAN 2009
a. Housing Management 

Lead in year – activities focus

· Lettings

· Voids

· Rent Arrears
Performance Indicators

	
	Target 2009
	Responsibility

	% Income lost due to voids
	4%
	ManCom

	% Income lost due to rent arrears
	6%
	ManCom


b. Development

Lead in Year – activities

· Service Level Agreement with Poplar HARCA
· Rent reduction from Poplar HARCA
· Short-life agreement with East Thames

· Income, expenditure and surplus stabilization

· Stabilize stock at 210 – 220 units

· Establish Temporary Social Housing Grant bidding system

· Secure funding for Housing Plus project II 

· Complete Housing Plus project I

Milestones 
	
	Due Date
	Responsibility

	Short-Life agreement with East Thames Housing Association
	August
	ManCom

	Service Level Agreement with Poplar HARCA Housing Association
	August 
	ManCom

	Rent reduction with Poplar HARCA
	November
	ManCom

	Housing Plus project I fundraising Tudor - submission
	July
	DevCom

	Complete Housing Plus project I – Sumner House
	August
	DevCom

	Housing Plus project II fundraising Dolphin Sq - submission
	August
	DevCom

	Housing Plus project II fundraising London Housing Trust - submission
	September
	DevCom

	Temporary Social Housing Grant fundraising system established
	December
	DevCom


Performance Indicators

	
	Target 2009
	Responsibility

	Owned units
	57
	ManCom

	Poplar Harca short-life units
	115
	ManCom

	East Thames short-life units
	8
	ManCom

	Other short-life units
	30
	ManCom

	Income/Expenditure Surplus
	£15,000
	ManCom

	Cash Reserves
	£75,000
	ManCom

	Housing Plus projects I and II fundraising
	£80,000
	DevCom


4. OPERATIONAL PLAN 2010

a. Housing Management 

Development Year I - activities 

Performance Indicators

	
	Target 2010
	Responsibility

	% Income lost due to voids
	4%
	ManCom

	% Income lost due to rent arrears
	6%
	ManCom


b. Development

Development Year I - activities 

· Stabilize income, expenditure and surplus 

· Stabilize stock at 210 – 220 units

· Complete Housing Plus project II to secure longer term leased properties

· Raise funds for Housing Plus project III
· Manage Peabody and East Thames hand-backs
· Maintain short-life levels at around 149 units into 2011 – including finding replacements for handbacks
  Milestones 
	
	Due Date
	Responsibility

	Agree Housing Plus purpose and structure at AGM
	May
	DevCom

	Housing Plus organisational structure and project III fundraising Co-operative - submission
	July
	DevCom

	Complete Housing Plus project II 
	December
	DevCom

	Secure short-life replacements for handbacks
	December
	ManCom


  Performance Indicators

	
	Target End 2010
	Responsibility

	Owned units
	57
	ManCom

	Poplar Harca short-life units
	115
	ManCom

	East Thames short-life units
	16
	ManCom

	Other short-life units
	18
	ManCom

	Long leased units
	5
	DevCom

	Income/Expenditure Surplus
	10% of turnover
	ManCom

	Cash Reserves
	£112,000
	ManCom

	Fundraising for Housing Plus Organisation and project III
	£200,000
	DevCom


5. OPERATIONAL PLAN 2011

a. Housing Management 

Development Year II – activities 

Performance Indicators

	
	Target 2011
	Responsibility

	% Income lost due to voids
	4%
	ManCom

	% Income lost due to rent arrears
	6%
	ManCom


b. Development

Development Year II – activities 

· Maintain income, expenditure and surplus 

· Maintain stock at 210 – 220 units

· Complete Housing Plus project III to secure longer term leased properties

· Raise funds for Housing Plus project IV
· Maintain short-life levels at around 143 units into 2012
  Milestones 
	
	Due Date
	Responsibility

	Implement Housing Plus organisational structure
	January
	ManCom

	Housing Plus project IV fundraising - submission
	July
	DevCom

	Complete Housing Plus project III 
	December
	DevCom


  Performance Indicators

	
	Target End 2011
	Responsibility

	Owned units
	57
	ManCom

	Poplar Harca short-life units
	115
	ManCom

	Other short-life units
	28
	ManCom

	Long leased units
	10
	DevCom

	Income/Expenditure Surplus
	10% on turnover
	ManCom

	Cash Reserves
	£149,000
	ManCom

	Fundraising for Housing Plus IV
	£110,000
	DevCom


6. OPERATIONAL PLAN 2012

a. Housing Management 

Consolidation Year I – activities

Performance Indicators

	
	Target 2012
	Responsibility

	% Income lost due to voids
	4%
	ManCom

	% Income lost due to rent arrears
	6%
	ManCom


b. Development

Consolidation Year I – activities

· Maintain income, expenditure and surplus 

· Maintain stock at 210 – 220 units

· Complete Housing Plus project IV to secure longer term leased properties

· Raise funds for Housing Plus project V
· Maintain short-life levels at around 138 units into 2013
  Milestones 
	
	Due Date
	Responsibility

	Housing Plus project V fundraising - submission
	July
	DevCom

	Complete Housing Plus project IV 
	December
	DevCom


  Performance Indicators

	
	Target End 2012
	Responsibility

	Owned units
	57
	ManCom

	Poplar HARCA short-life units
	115
	ManCom

	Other short-life units
	23
	ManCom

	Long leased units
	15
	DevCom

	Income/Expenditure Surplus
	10% on turnover
	ManCom

	Cash Reserves
	£186,000
	ManCom

	Fundraising for Housing Plus V
	£121,000
	DevCom


7. OPERATIONAL PLAN 2013

a. Housing Management 

Consolidation Year II – activities

   Performance Indicators

	
	Target 2013
	Responsibility

	% Income lost due to voids
	4%
	ManCom

	% Income lost due to rent arrears
	6%
	ManCom


b. Development

Consolidation Year II – activities

· Maintain income, expenditure and surplus 

· Maintain stock at 210 – 220 units

· Complete Housing Plus project V to secure longer term leased properties

· Raise funds for Housing Plus project VI
· Maintain short-life levels at around 133 units into 2014
  Milestones 
	
	Due Date
	Responsibility

	Housing Plus project VI fundraising - submission
	July
	DevCom

	Complete Housing Plus project V 
	December
	DevCom


  Performance Indicators

	
	Target End 2013
	Responsibility

	Owned units
	57
	ManCom

	Poplar HARCA short-life units
	115
	ManCom

	Other short-life units
	18
	ManCom

	Long leased units
	20
	DevCom

	Income/Expenditure Surplus
	10% on turnover
	ManCom

	Cash Reserves
	£223,000
	ManCom

	Fundraising for Housing Plus VI
	£133,000
	DevCom


8. OPERATIONAL PLAN 2014

a. Housing Management 

Lead in to next organisational phase – activities focus

 Performance Indicators

	
	Target 2014
	Responsibility

	% Income lost due to voids
	4%
	ManCom

	% Income lost due to rent arrears
	6%
	ManCom


b. Development

Lead in to next organisational phase – activities focus

· Borrowing against 10 Hackney properties paid off in 2015 ( 2 St John’s Church runs to 2052, 165 Elderfield & 52 Daubeney 2028) – Additional income generation potential of £22,000 p.a. plus enhanced assets base and borrowing capacity.
· Poplar HARCA Service Level Agreement  ends – scope for renewal
· Complete Housing Plus project V to secure longer term leased properties

· What next for Housing Plus?
 Milestones 
	
	Due Date
	Responsibility

	Complete Housing Plus project VI
	December
	DevCom

	Negotiate new short-life agreements
	August
	ManCom

	Prepare next 5 year Business Plan for AGM
	April
	ManCom


 Performance Indicators

	
	Target End 2014
	Responsibility

	Owned units
	57
	ManCom

	Poplar HARCA short-life units
	115
	ManCom

	Other short-life units
	13
	ManCom

	Long leased units
	25
	DevCom

	Income/Expenditure Surplus
	10% on turnover
	ManCom

	Cash Reserves
	£250,000
	ManCom

	Housing Plus fundraising 
	£150,000
	DevCom


9. REVIEW PROCESS
	Activity


	Date/Frequency
	Review Body

	Adoption of 2009 – 2014 Business Plan

	August 2009
	Management Committee

	Ratification of 2009 – 2014 Business Plan


	October 2009
	Members at Ordinary General Meeting

	Redrafting where necessary and adoption of annual Operational Plans

	Annual
	Management Committee

	Performance Monitoring

	Monthly
	Management Committee

	Exploration for 2014 – 2019 Business Plan

	April 2014
	Members at Annual General Meeting

	Adoption of 2014 – 2019 Business Plan

	August 2014
	Management Committee

	Ratification of 2014 – 2019 Business Plan

	October 2014
	Members at Ordinary General Meeting
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