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This Strategic Plan 2019 – 2022, reflects 
a combination of renewed purpose and 
continuing ambition, building on the  
Strategic Plan from 2017. 

It sets out the priorities and principles that serve to connect 
and combine our detailed work plans, business objectives and 
agendas under a common sense of purpose and commitment. 
It will help us align our actions and make the most of our 
capabilities and capacity so we can maintain our resolve 
whatever challenges we encounter.

As a result of feedback from our residents and others we  
have changed our name back to Housing 21, but with a new 
identity that seeks to reflect our clarity of focus on two core 
services, Retirement Living and Extra Care Living, and at  
the same time is both modern and clear.

We are committed to our core purpose, to be leaders in 
providing high quality Retirement Housing and Extra Care for 
older people of modest means, a commitment which year 
on year has led to thousands of residents benefiting from 
properties designed to meet their needs. 

Stephen Hughes has taken over from Lord Ben Stoneham 
as Chair of the Board, but he had previously been a Board 
member for four years so has a thorough understanding of the 
organisation. Whilst Stephen has undoubtedly brought fresh 
impetus, we remain committed to building upon rather than 
replacing the culture and strategic priorities that had previously 
been articulated.

We are proud of our commitment to quality, growth, efficiency 
and innovation and that, as a not for profit provider, we can 
put residents rather than shareholders at the forefront of our 
strategic ambitions. Our resident satisfaction is increasing year 
on year as we strive to provide the best possible service and 
I’m delighted to say we are in a strong position to continue to 
do so as Housing 21 in the years ahead.

We want to be bold, we want to be brilliant but we also  
want to ensure that Housing 21 remains focused on doing  
the right things.

Thank you for your support.

Foreword
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We have two distinct service offers: 
Retirement Living and Extra Care Living

Retirement Living

Retirement Living offers older people the opportunity to remain 
independent in their own home, but in a community setting 
with the added benefit of support from a dedicated Court 
Manager. Highly valued by our residents, Court Managers 
are a vital component of our offer. They provide advice and 
arrange help if required, as well as manage the building and 
associated services. 

We manage over 14,000 Retirement Living properties in more 
than 350 locations across England. Most of the properties are 
available to rent, but there are over 1,000 Retirement Living 
Leasehold properties that are owner occupied and where we 
provide a management service. 

Retirement Living courts vary in size and facilities but as well 
as having an alarm system that connects to a 24 hour call 
centre when the Court Manager is not available, many courts 
also have a communal lounge, laundry, gardens and a guest 
room for visitors.

Our services

Housing 21 is a leading,  
not for profit provider of Retirement 
Housing and Extra Care for older 
people of modest means

14,000 350
Retirement Living
properties

Over More than

locations across 
England
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Who we are
Housing 21 is a leading, not for profit provider of Retirement Housing and Extra Care  
for older people of modest means.

 We are experts in the 
provision of housing for 
older people

 We are leaders in providing 
digital connectivity for  
older people 

We are a leading  
dementia-friendly organisation

We are a charitable and not for 
profit organisation

We want to be an 
‘employer of choice’

 We believe Extra Care provides a 
more desirable alternative 
to residential care

 We want to do more 
and are committed to 
development 

We lead by providing  
local choice and control  
to residents 

We believe Court Managers 
make our Retirement 
Housing a positive choice

 We are committed to 
helping older people of 
modest means

of care a week
Extra Care 
properties

of Extra Care 
provision in 
England
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Extra Care Living

Extra Care Living provides care for older people in a housing 
setting, enabling them to retain the independence of their own 
home with the reassurance of having Care Workers on-site 
24/7. Extra Care is a positive alternative to residential care, often 
allowing couples to stay together when their care needs vary.

Our preference is to integrate the management of housing and 
care, providing care with our own Care Workers. Although we 
don’t provide the care to all of our Extra Care residents we do 
provide over 42,000 hours of care a week and are proud of our 
commitment to providing the highest quality care services.

Housing 21 is the largest provider of Extra Care in England with 
over 6,000 properties, around 10% of Extra Care provision, and 
is set to retain this position as a major developer of new Extra 
Care Living schemes. We are also a founder member of The 
Associated Retirement Community Operators (ARCO) and play 
a leading role in setting standards for this sector.

Extra Care Living schemes tend to be larger than Retirement 
Living courts and typically have between 60 to 80 properties 
per site as well as more extensive communal facilities including 
hair salons, activity rooms and on-site restaurants providing 
freshly cooked meals. We develop Extra Care schemes in 
partnership with local authorities as Extra Care often offers 
a cost effective way to provide for care needs. Extra Care 
Living properties are available to rent but also to purchase on 
a discounted shared ownership basis for those older people 
who have some housing equity and for whom it makes sense 
to re-invest it in their new home.     

All of our properties in Extra Care Living and Retirement Living 
are pet-friendly and we encourage pet ownership for the 
positive difference it can make to the lives of our residents. 
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1  We are experts in the provision of  
housing for older people 

We have over 50 years’ experience and are experts in our field. 
We listen to and value the opinions of our residents and are 
committed to providing the best possible service. 

Our history

We started life in 1964 as the Royal British Legion 
Housing Association providing housing for veterans 
and their families. We grew rapidly with the benefit of 
government funding from the Housing Corporation and 
developed our specialism as providers of housing for 
older people.

We changed our name in 1992 to Housing 21 when 
we confirmed our commitment to help all older people 
of modest means throughout England, regardless 
of whether or not they had any connection with the 
armed forces. The name Housing 21 demonstrated our 
progressive outlook, looking forward to the millennium 
as a 21st Century organisation.

In 2009 Housing 21 acquired Claimar Care, a plc 
provider of domiciliary and complex care. This shifted 
our centre of gravity away from housing and towards 
care services which proved to be quite a challenge. In 
2014 a decision was made to add care into our name to 
reflect this shift of emphasis so we became
Housing & Care 21. 

In 2017 Housing & Care 21 sold off the domiciliary 
home care division and refocused provision on our two 
service offers, Retirement Living and Extra Care Living. 
We are still focused on providing quality care as part of 
our Extra Care offer and provide over 42,000 hours of 
care per week. Our residents felt that our name needed 
to reflect the return to the provision of housing for 
independent living and avoid any perception of a care 
home or institutional provision. We have therefore taken 
the bold step to revert to Housing 21 — reinforcing our 
strong heritage and reputation. 

2 We want to do more and  
are committed to development 

We have one of the largest development programmes for  
older people’s housing and have committed to build 2,100 
Extra Care properties and 210 Retirement Housing properties 
by 2022 and 1,000 properties per annum thereafter.  
We will have 35 schemes on site in 2019. We are also keen  
to acquire Retirement Housing and Extra Care properties  
from other providers.

3 We are leaders in providing digital 
connectivity for older people

Through a partnership with Appello, we are leading the way 
in replacing analogue with digital call systems, improving 
core functionality and access. Together with increased speed 
and reliability, improved functionality allows increased online 
interaction between resident and Court Manager and resident 
to resident. A mirrored app is being introduced that will allow 
the system to be accessed from a tablet or smartphone and 
the switch to digital will also serve as a platform for further 
functionality and service innovation. We also look for new 
technological solutions, aids and adaptations that may provide 
potential ways to improve the lives of older people and help 
them live independently for longer. 

4 We lead by providing local choice  
and control to residents

We are committed to giving residents the power to determine 
how they want their Retirement Housing or Extra Care court 
to be run through a process of local choice and consensus. 
We will actively engage and involve residents in all aspects of 
our service, respond to their feedback and consider how our 
services need to adapt and develop to meet their changing 
needs and expectations. 

Our new housing system, PEBBLEs will support devolved 
service delivery whilst also providing value for money by 
reducing the need for some traditional central office functions. 
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1964 
Royal British 
Legion Housing 
Association

1992
Changed name 
to Housing 21

2009
Acquired 
Claimar Care

2014
Changed name  
to Housing &  
Care 21

2017
Sold home care 
division

2019
Reverted name to 
Housing 21



5 We are a leading dementia-friendly 
organisation

We are leaders in demonstrating the importance of good 
housing for people living with dementia. We work closely with 
Alzheimer’s Society and a range of other groups, organisations 
and academics to build understanding of person centred 
responses to dementia. We are committed advocates for 
Dementia Friends within and beyond our organisation.

To be dementia-friendly we are:

•  Working with Alzheimer’s Society  
to promote the Dementia-friendly  
housing charter which we helped  
to develop.

•  Ensuring all of our 3,400 staff have  
the opportunity to become Dementia 
Friends as well as actively promoting 
Dementia Friends and running  
awareness sessions for residents.

•  Working with our suppliers and 
contractors to ensure they all commit  
to being dementia-friendly.

•  Influencing by spreading the word  
about the positive impact being 
dementia-friendly can have for other 
housing providers and by playing a 
leading role in the Housing and Dementia 
Research Consortium and the Dementia 
and Housing Working Group.

•  Incorporating dementia-friendly design 
principles into new developments and the 
refurbishment of existing properties as 
well as prioritising the provision of  
aids and adaptations to help people live 
well with dementia.

•  Commissioning research to explore 
potential ways to help people living with 
dementia retain control, autonomy and 
lead healthier and happier lives.

•  Reviewing our policies and practices  
to become more dementia-friendly not 
only within Housing 21 but also in the 
wider community.

6 We want to be an 
‘employer of choice’

We need well trained, committed and motivated people in 
order to provide the best possible service. We achieved 
Investors in People Gold as a reflection of our commitment to 
developing our people to their full potential. We recognise the 
importance and potency of the diversity and flexibility in our 
workforce and will support career and personal development 
for all who work for us. 

7 We are a charitable and  
not for profit organisation 

We operate as a business and ensure we have efficient and 
effective business systems and processes, but as a not 
for profit organisation we do not pay profits and dividends 
to shareholders and our social purpose is of paramount 
importance. The surpluses we make are all re-invested in 
providing more and better quality housing, care and support  
to meet the needs of a growing older population.

8 We believe Court Managers make our 
Retirement Housing a positive choice

Resident satisfaction is our key driver and we are committed 
to ensuring our residents are happy and proud to live in our 
properties. We are investing more than £135 million, over 
£27 million per year up to 2021, to bring all of our properties 
up to a modern and energy efficient standard that meets 
resident expectations.

We are committed to retaining our dedicated Court Manager 
service as we recognise the importance of providing a trusted 
and responsive local service that our residents value. As well 
as supporting and improving services for existing residents, 
we will work to understand and respond to changing demands 
and expectations of future residents and are committed to 
building new Retirement Housing properties and communities.

Being a 
dementia-friendly 

organisation 
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£135 million
More than

investment
into improving our properties
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9 We believe Extra Care provides a more 
desirable alternative to residential care

Extra Care provides care in a housing setting that combines 
the best opportunity for retained independence whilst being 
able to access care and support when required. Whenever 
possible we will seek to provide the care services that integrate 
with the management of the housing, but if this is not possible 
we will work collaboratively with third party care providers 
to ensure they provide a responsive service of the standard 
required. We work in partnership with local authorities to 
ensure that our properties are allocated to people who need 
the help and support that Extra Care Living can provide. We 
aim for 100% of our Extra Care services to be rated as at least 
‘Good’ by the Care Quality Commission. 

It is so calm, peaceful, everyone  
seems happy and pleasant. Staff are  

kind and friendly. The whole aura of the 
place makes it feel that we are on a 

permanent holiday.

Extra Care Living Resident Survey 2018

“ ”
10 We are committed to helping  

older people of modest means

Our focus is on helping older people who need our services 
and support the most. Some three-quarters of our residents 
are in receipt of Housing Benefit and we aim to ensure that 
those people who have the greatest need, and will get the 
most benefit, are able to access high quality housing, care 
and support so they can live well and retain their dignity and 
independence as they age.
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¾   of our residents 
are in receipt of  
Housing Benefit



Our key  
priorities for  
investment

We set ourselves seven strategic priorities in April 2017 and have made progress in delivering on 
these but we can do more. These seven priorities will continue to guide our plans for strategic 
investment over the next three years and beyond.

Our strategic 
priorities

Systems and  
technology

Value for money

Providing 
more homes

Our people  
and potentialInnovation and  

influence

The quality of our 
existing properties

The quality and 
responsiveness of  

our services
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We are committed to providing a modern, forward-thinking 
21st century service. This includes updating and modernising 
our existing housing, as well as developing new and innovative 
property designs and service models for the future. We 
will challenge ourselves to think differently, embracing the 
disruptive potential of new technologies and the challenges 
and opportunities of social change.

Better

We strive for continuous improvement and innovation in 
all that we do. We will never become complacent and will 
constantly challenge ourselves to do better and achieve better 
performance, quality and value for money. We aim to be 
‘better than good’ and work hard to provide excellent services 
we are proud of and our residents deserve.

Experience

We aim to provide a consistently excellent service and a great 
experience for all the people we serve. We seek to engage and 
empower residents to make choices and exercise control over 
the services they receive and to devolve decision making to 
local staff who are closest to the residents whenever practicable 
and possible. We are committed to acting ethically and openly 
in all that we do, questioning whether we are ‘doing the 
right thing’ and being ready to acknowledge and learn from 
mistakes. Ultimately the success of Housing 21 rests on the 
satisfaction we provide to our residents.

Our three 
guiding 
principles 
are: 21, 
Better and 
Experience. 

We seek to 
apply these to 
all that we do.

Guiding 
principles
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Developing 
our values 

Apart from the guiding principles, our values are not 
encapsulated in a set of words or corporate slogans. We have 
sought to develop a culture that seeks to capture the diversity 
of personal motivations and commitments that are aligned 
with and reflect the essence of why they want to work for and 
support Housing 21. We believe in empowering individuals 
and that trusting them to do the right thing produces better 
results than telling them what to do or how to do it.

We are committed to working with our residents, staff and 
other stakeholders to help articulate and develop a broader 
understanding of Housing 21’s values and ensure that we 
create an authentic culture that is trusted and helps guide us 
to be our best.
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Investing in providing 
more homes
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Have a development pipeline to deliver:

It is clear from demographic projections, market assessments 
and resident feedback that there is a growing demand for 
more and better housing options to meet the needs of our 
ageing population. We have the experience, capability and 
commitment to address this demand by developing more 
Extra Care and Retirement Living properties. Our priority will 
remain to provide affordable housing for people of modest 
means whether for rent or shared ownership.

We have successfully established our status as a market leader 
in the development of affordable Extra Care housing. Having 
delivered 1,131 Extra Care properties in 2014/15 our aspiration 
was to deliver a further 2,100 Extra Care and 210 Retirement 
Housing properties by 2021 with 800 affordable rent or shared 
ownership properties per annum thereafter. The challenge of 
getting new developments approved and on-site coupled with 
ensuring we have the operational capacity to commission new 
services has led to the extension of this target until March 2022.

At the start of 2019 we had 126 operational Extra Care 
schemes but with a significant pipeline of new developments 
and a commitment to continue to develop to meet the strong 
demand for this type of provision.

Our origins lie in the provision of affordable Retirement Housing 
and we are also committed to the development of Retirement 
Living services. At the start of 2019 we had 62 new properties 
on three schemes on site and more in the pipeline.

From March 2022, our aspiration is to increase our 
development programme to over 1,000 properties per annum. 
We will increase the capacity within the development and other 
support teams over the next three years to help achieve this.

Although the majority of new properties will be for Extra 
Care Living, the aim is for at least 20% of new units to be for 
Retirement Living. We are committed to building high quality 
schemes and are responsive when any issues arise. We will 
consider the scope for innovation in design, delivery and 
operation of new forms of both Extra Care and Retirement 
Housing including opportunities for more off-site manufacture 
and the creation of co-housing communities. 

We will focus on meeting the needs of BAME and other groups 
whose housing needs in older age are not being adequately 
addressed. 

We will continue to work in partnership with local authorities, 
as well as developers, communities and others throughout the 
development process to unlock opportunities and achieve
our potential. 

We are also in a strong position to acquire Extra Care or 
Retirement Housing properties from other providers if they are 
of a good quality or have scope for improvement and we will 
be proactive in spotting and pursuing such opportunities.

Targets

Ensure that where possible new developments 
are targeted at particular disadvantaged 
and under recognised communities of older 
people of modest means and that at least one 
new community housing scheme has been 
established and opened by March 2022.

1,000

Deliver

2,100 
Extra Care and

210  
 

Retirement Housing 
properties 
by March 2022

At least 20% of new properties 
developed after 2022 to be 
classified as Retirement Living 
and involve consideration of new 
service models, innovative design 
and delivery arrangements.
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properties per annum
from March 2022



Seek to achieve and maintain at least 
a 95% level of resident satisfaction 
with the quality of their home.
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Investing in the  
quality of our  
existing properties
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By March 2021 we will have completed a major programme  
of reinvestment in our existing properties to ensure they 
achieve our enhanced property standards, whilst maintaining 
full statutory compliance and a robust approach to fire  
safety management. 

Our property standards set a high specification for kitchens 
and bathrooms and a commitment to ensure that these are not 
more than 20 years old. All courts will have had a design-led 
makeover of their communal areas within the past seven years. 
All properties will attain an Energy Performance Certificate (EPC) 
rating of at least a level C, which has included a considerable 
number of conversions from electric storage heaters to more 
efficient and cost effective individual gas combi-boilers for 
heating and hot water. We will continue to invest beyond 2021 
to ensure our properties maintain the standards and safety our 
residents deserve and expect. 

We have partnered with fire and security specialist, Securus 
Group in an innovative approach to combine several compliance 
maintenance contracts and fire rezoning works into one contract. 
This not only provides greater levels of transparency and 
communication, with two of their staff located in our head office 
working alongside our compliance team, but also delivers quality 
responsiveness and value for money. 

We are leading the development and installation of digital call 
systems replacing the increasingly outdated analogue systems 
with modern, linked hardware that provides almost immediate 
access to the call centre and has the capability to handle multiple 
calls at any one time. Working in partnership with Appello, we 
have developed and driven enhancements to provide this digital 
platform. An app has been developed to mirror the system onto 
a tablet or smartphone and a dementia-friendly clock has been 
adopted as the default home screen. Testing is underway to see 
how the system could serve as a wi-fi hot spot for residents, 
remote connectivity and access to the resident portal for the 
PEBBLEs devolved housing management system. We will 
continue to test and explore the potential of this system.

We are committed to investing in our existing Retirement and 
Extra Care Living properties including enhancing the external 
landscaping, developing underutilised space and embedding our 
revised code of conduct, dementia awareness and safeguarding 
amongst our key contract workforce. We will ensure we maintain 
a modern and attractive portfolio of properties that reflects the 
aspirations of current and future generations of older people, 
working closely with residents to give them choice and control 
over the works being undertaken and keeping them informed  
of the plans and options for each court. 

Targets
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Ensure that annually each court receives  
and publishes an Investment Plan that details 
the investment programme for the next five 
years, including plans for resident engagement 
in setting the scope and specification of what  
is delivered.

Achieve the property standards 
for all courts by 2021, including 
a design-led makeover with 
kitchens and bathrooms no 
more than 20 years old and 
all properties meeting energy 
efficiency rating of EPC level C.

Accelerate the digital call system 
installation programme from 2021,  
with 100% completion by 2025.

Ensure that all 
properties remain 
fully compliant 
with all statutory 
safety checks and 
requirements.

EPC: C
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Investing in the quality 
and responsiveness 
of our services

We are committed to providing quality services to our 
residents, ensuring that living in one of our properties is 
seen as a positive choice, whilst also meeting professional 
standards and business needs.

The successful launch of our new devolved housing 
management system PEBBLEs will be key to ensuring 
managers across Retirement and Extra Care Living courts can 
work more efficiently and effectively at a local level and are 
more responsive to the needs of residents. 

We are proud of our Retirement and Extra Care Living 
Managers as they are a critical component in our success, 
helping our residents to live as independently as possible, 
prioritising their safeguarding and wellbeing and achieving 
high levels of resident satisfaction. Training and support 
will be made available for all with additional emphasis on 
management development and leadership skills. 

We will engage with our residents to ensure our properties 
meet their needs and choices. Each court will produce an 
agreement with residents which identifies local issues and 
priorities and seeks consensus.

We are committed to attracting, developing and retaining a 
quality care workforce for Extra Care Living. We offer a base 
salary level at 10% above the National Living Wage and ensure 
that at least 70% of care is delivered by permanent staff 
employed on guaranteed hours contracts to a maximum of 48 
hours in any week. 

The quality of managers and the commitment of our care 
staff are critical components in providing quality care. We are 
aiming for all of our care services to be rated as at least ‘Good’ 
by the Care Quality Commission (CQC) with 5% achieving 
‘Outstanding’ by March 2021.

Leasehold

We will review the potential and effectiveness of the leasehold 
management division in light of the acquisition of Goldsborough 
Estates Limited from BUPA, alongside consideration of the costs 
and effectiveness of the outsourced management of the few 
market rent Retirement Living properties owned by Housing 21.

PFI/PPP

The operation of the Oldham and Kent Private Finance Initiative (PFI) 
contracts and Walsall Public Private Partnership (PPP) contracts 
will continue to be monitored to ensure that the contractual 
Key Performance Indicators are met, but these projects also 
benefit from the wider support and systems improvements being 
introduced throughout the rest of Housing 21.

Targets

Seek to achieve and maintain a resident 
satisfaction level of at least 95% with the quality 
and responsiveness of the services provided. 

Ensure that all 
courts have an 
agreement with 
residents in place 
that is regularly 
referenced and updated 
at resident meetings 
to provide a focus for 
local engagement and 
decision making.

Identify opportunities to review ways 
of working and devolve decisions to 
improve efficiency and effectiveness 
following the implementation of the 
devolved housing management 
system PEBBLEs.

100%  of our care services to be rated as at least 
‘Good’ by CQC and of these at least 5% to 
have achieved ‘Outstanding’ by March 2021.

Care Worker staff turnover to be 
less than 20% and satisfaction 
with their employment to be  
at least 90%.

By end of 2021 at least 90% of Retirement Living 
Court Managers will have achieved either the 
Chartered Institute of Housing Level 3 or
Level 4 qualification.
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Average annual loss of rent due to empty properties to be 
maintained at less than 1% for Retirement Living and 1.5% for 
Extra Care Living as an indication of the ongoing desirability 
and suitability of our properties and service offer
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Investing in  
our people  
and potential

We recognise that our success depends upon the combined 
skill, commitment and talents of our people. It is through our 
people that we turn our potential into performance.

We are proud to have achieved the prestigious Investors 
in People Gold, but our commitment to investing in our 
people is about more than that. It is about continuing to 
develop the overall level of staff engagement, commitment, 
capability, performance and confidence in leadership. We 
want all our people to be inspired and motivated to achieve 
results and have recognised that the quality of management 
and leadership throughout the organisation is critical to 
achieving this. We are investing in leadership engagement and 
development as well as encouraging and equipping managers 
with skills in coaching and mentoring. 

We ensure that individual and team objectives are aligned 
with the strategic priorities and guiding principles so 
everyone can see the vital part they play in our success. All 
employees receive regular and constructive feedback on their 
performance. We recognise and celebrate successes and 
achievements and ensure the reward and remuneration of staff 
is benchmarked and fair. 

We recognise how important our Care Workers are to our 
residents, along with continuity of care. We have increased 
Care Worker pay and improved their terms and conditions to 
ensure we attract, develop and retain the best possible care 
staff for our residents.

We also recognise how important our Court Managers are to 
our residents, giving them the peace of mind that support is 
available during the week. We are committed to retaining our 
Court Manager service and are continuing to invest in their 
training and development.
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We welcome diversity from minority populations, including 
LGBTQ and BAME, and encourage both staff and residents to 
celebrate differences within our communities. 

We have a significant gender pay gap, primarily because 
the vast majority of people in lower paid care, support and 
ancillary roles are female and not because of a gender bias 
in pay or recruitment for senior management roles. We 
are working to address the gender imbalance and ensure 
that gender or other differences do not become barriers to 
progression within Housing 21.

Targets

Ensure that 
all leaders 
undertake 360° 
feedback, have 
a personal 
development plan and are 
being supported to develop 
through the ‘Inspiring 
Excellence’ leadership 
programme.
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Seek to maintain staff 
engagement and 
satisfaction so that at 
least 90% of all staff say 
they are happy and proud 
to work for Housing 21. 

Utilise at least 100% of our Apprenticeship 
Levy contributions though provision of training 
programmes for operational skills development 
and professional or academic qualifications.

Retain or improve on our Investors in 
People Gold accreditation in 2021.

Achieve Disability Confident Status 
by April 2020.

Embrace our “happy to talk flexible working” 
commitment and aim to support flexible working 
requests wherever possible.

There are some lovely people living in 
the court and I really like the environment 
that Housing 21 has created. Thank you 

for providing me with a lovely home.
Extra Care Living Resident Survey 2018“ ”
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Investing in systems 
and technology

Our Information Systems (IS) support our devolved operating 
model through the provision of transformative technology. 
We are shifting from a ‘thin client’ infrastructure run from 
the central computing hub to a model based on devolved 
direct device delivery with cloud based services accessed on 
demand. This shift has the potential to open up lots of positive 
new opportunities but also presents challenges and risks 
associated with cyber security, data protection and disaster 
recovery that will need to be managed.

Rather than invest in a complex Enterprise Resource Planning 
(ERP) computer system, we have invested a relatively modest 
sum in a new devolved housing management system, 
PEBBLEs, with the added benefit of a workflow interface to 
mobile tablet devices. This enables operational staff to carry 
out processes such as lettings, reporting repairs, income 
management and compliance checks quickly and easily, 
avoiding the need for co-ordination via central teams. The 
launch of PEBBLEs in May 2019 marked the start of an 
exciting process of improvement that will transform the way we 
work and provide improved service and support to residents. 

Following the initial launch, a range of other options will be 
considered for the system including provision of a customer 
portal, a ‘purchase to pay’ system, an asset management 
planning tool, and other financial process and management 
information improvements. We will seek to simplify and 
streamline routine processes, enabling operational staff to be 
more productive, providing a better service for residents and 
achieving significant savings in central costs.

As well as working with Appello on the mirrored app, we 
will look for other means to modernise ways of working with 
technology including the use of robots and lifestyle monitoring, 
but we will also consider the merits of low tech aids and 
adaptations and simple solutions such as moving from paper 
records to accessing and updating care plans electronically.
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Targets

Complete implementation of PEBBLEs 
Phase 2 projects by March 2021.
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Complete transition 
from thin client to 
devolved devices  
by March 2022.

Trial use of software and devices 
to maintain online care records in 
Walsall in 2019/20 before deciding  
if it should be applied in other 
Housing 21 locations.

PHASE 2

With some help and guidance from the 
Court Manager I’m surprised how easy 
it is. I even use the mirrored app on my 
tablet, which I find very useful, I like how 
you can message and call other flats.”

Retirement Living Resident

“ ”
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Investing to provide 
value for money

We will challenge ourselves to make the most of our 
resources and demonstrate how we balance cost, quality and 
performance to provide the best results for residents.

We will continue to explore the potential to improve productivity 
and performance by redesigning business processes and 
devolving functions into operational routines. There are 
potential benefits to combining support functions into one 
operational support function and for equipping managers with 
the tools and resources they need to take on and manage 
activities for themselves.

We will limit the growth of central management and overhead 
costs and will benchmark our costs, productivity and 
performance across a range of indicators against other similar 
housing providers and successful organisations in other sectors. 

Value for money, however, is not just about cost cutting. 
Whilst managing costs is important, value for money is also 
about reducing waste and inefficiency and achieving quality 
service and good outcomes. We are committed to operating 
in an environmentally responsible and sustainable way. We 
aim to do what will have the most beneficial impact on the 
environment whilst still achieving our core purpose of providing 
high quality Retirement Housing and Extra Care for older 
people of modest means.
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Targets

Review business processes to identify other 
central services to move into a combined 
central support function by end of March 2020.
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Ensure that our 
corporate overhead 
costs are kept below 
10% of our turnover.

Seek to develop measures to 
demonstrate the social value that 
our services provide so we can 
monitor and improve their impact 
and effectiveness. Target to achieve 
a 10% reduction in Extra 
Care residents moving into 
residential care each year (30% 
reduction by March 2022).

Undertake an audit 
and assessment 
of our current 
environmental 
impact to identify 
actions that 
will have the 
greatest positive 
environmental 
benefit by 
September 2019. 
We will have 
taken measures 
to fully implement 
recommendations 
by March 2022.

Annually identify 
targets and areas for 
improvement relative 
to our peers within 
the sector and other 
organisations. 

It is excellent value for money. 
We personally feel that this rent  

is five star value.

Retirement Living Resident Survey 2018“ ”

2019

2022
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Investment in 
innovation and 
influence

We are committed to playing a leading role in the provision of 
housing, care and support services for older people of modest 
means. To do this we will speak up for and advocate on issues 
that are of concern and importance and ensure we are also 
challenging ourselves to think about what current and future 
generations of older people will want and expect. It is vital 
to ensure that our rhetoric and the reality of the services we 
deliver is aligned so we must become our own harshest critics 
as well as champions for service improvement and innovation.

We are committed to being a dementia-friendly organisation to 
be better able to understand and support Housing 21 residents 
living with dementia as well as their family, friends and neighbours 
and to play a wider part in creating a dementia-friendly society. 
We have made great progress in embedding dementia-friendly 
principles into the design and refurbishment of our properties. We 
ask all staff to become Dementia Friends and we have Dementia 
Champions who encourage residents to become Dementia 
Friends, in addition to providing awareness sessions in the wider 
community. We are also asking our key contractors and partners 
to demonstrate how they are becoming dementia-friendly. We are 
continuing to challenge ourselves and the assumptions we make 
about dementia and commissioned the University of Worcester 
to undertake research on how people living with dementia are 
enabled to continue ‘walking with purpose’.

We recognise that to influence we must first be heard so we 
are committed to: communicating with our stakeholders and 
wider audiences through the promotion of our key messages; 
producing marketing materials that support others to access 
our services as well as providing guidance and advice; 
using our website and social media to showcase and spark 
interest in the many positive things that we do and can offer; 
supporting engagement of staff and residents so that they are 
better connected and informed to act as our champions and 
ambassadors; and engaging directly with key partners through 
our annual conference and other events for the Friends of 
Housing 21. 
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We will actively seek out opportunities to innovate and not 
dismiss disruptive ideas and potential. Key to this will be our 
willingness to collaborate with and learn from others, but 
also recognising that ideas can come from within Housing 
21 so we will encourage suggestions for things we could do 
differently, better or should consider. 

Targets

We aim to have established at least 10,000 of 
our residents as Dementia Friends by March 
2022. We have made it a requirement for our 
main contractors, who are employed to carry 
out work on our courts, to commit to being 
dementia-friendly.
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We will continue 
to support the 
FAB Ideas initiative 
for ideas and 
suggestions and 
commit to trial or 
test at least 50% 
of the suggestions.

We will run a series of annual and rolling surveys of 
resident, staff and stakeholder views, satisfaction and 
perceptions including an annual audit of key external 
stakeholders and use the reports and feedback to 
identify areas for improvement or gaps between our 
own assessments and the reality as seen by others.

Following a refresh in early 2019 the website 
will be developed, alongside a social media 
strategy, as a showcase for the organisation 
and an access route for new and existing 
residents, and other stakeholders, wanting 
services or information.

We will continue to host 
an annual conference 
to bring together 
practitioners and 
academics to share 
and explore ideas for improving 
housing, care and support for 
older people and in addition seek 
to establish and engage with a 
network of Friends of Housing 21 
who will help guide, challenge and 
promote ideas that will help shape 
the future direction and decisions 
of the organisation. 



Governance, risk 
and resilience
Good governance is a prerequisite for a strong and successful 
organisation. When our former Chair, Lord Ben Stoneham, 
stepped down from the Board in September 2018, he left us 
with seven messages that will continue to guide our approach 
to governance and leadership:

We recognise that we are operating within an environment 
which continues to be volatile, complex and ambiguous. 
By ensuring that risk awareness is embedded throughout 
the organisation we are well positioned to respond to any 
uncertainties we face in order to avoid, manage or mitigate 
risks and realise any opportunities that may arise. The Board 
has considered our risk appetite and confirmed that it has no 
tolerance for any exposure to health and safety risks or non-
compliance with regulatory requirements and limited appetite 
for anything that could damage our reputation or result in a legal 
dispute or challenge. Notwithstanding our desire for innovation, 
we are cautious about diversification and moving away from our 
core areas of expertise in the provision of Retirement Housing 
and Extra Care for older people of modest means. We are open 
however to taking managed risks in order to secure advantages 
and opportunities offered by new ventures, devolved working 
and technological possibilities. 

Housing 21 is financially very strong. We have secured bond 
and bank funding at favourable rates and have capacity to 
raise further funds to deliver on our ambitions but this does not 
mean we can afford to become financially complacent. We set 
tight budgets and monitor performance to spot and address 
any adverse trends or variances and test the resilience of our 
financial plans and projections against a range of stresses 
and scenarios to ensure we are prepared for unexpected but 
inevitable shocks and surprises.

Having previously considered the merits of merger we have 
seen that bigger isn’t necessarily better and have no intention 
or need to merge. We are confident that we have the capacity 
and commitment to push ourselves to do more, to deliver on 
the strategic goals set out in this plan and to demonstrate our 
position and potential as leaders in the provision of Retirement 
Housing and Extra Care for older people of modest means.

1 Keep listening to our residents 
They are the people who matter most

2 Keep things simple 
Complexity causes confusion and costs

3 Avoid complacency 
Don’t be satisfied with just good enough

4 Keep innovating 
Look for new opportunities and potential

5 Build a strong leadership 
 Look for attitude as well as skills and experience

6 Be proud of our not for profit status 
Reinvesting our surpluses for positive effect

7 Always challenge 
Maintain an ambition to do and be better
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The Board of Housing 21 plays a vital part in the governance of  
the organisation, setting our strategic purpose and aims, 
defining the culture and commitment to quality and values, 
ensuring that the interests of residents are at the heart of our 
decisions, evaluating risks and opportunities and balancing 
long-term vision with short-term performance. 

We will maintain a Board that combines a diversity of 
perspectives and areas of expertise and know-how with a 
shared commitment to our values and core purpose. We aspire 
to achieve excellence in governance and not merely compliance 
with the minimum standards specified in a Code of Governance 
or regulatory requirements. We will ensure that our ambitions 
remain grounded on strong foundations of assurance and 
performance management.
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