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FOREWORD

Cynon Tâf Community Housing Group is delighted to sponsor this Good Governance Guide, designed specifically for Care and Repair Agencies.

We have been involved in providing care and repair services for some considerable time and see these as valuable options in our range of older persons’ housing services. 

As with Housing Associations, Care and Repair Agencies have reached a maturity of operations that allows them to take greater responsibility for service delivery, financial probity and strong governance. This in turn enables Care & Repair Cymru to concentrate on service development at a strategic level across Wales. This Guide will prove invaluable to all Agencies, whatever their corporate structure, to ensure that they are able both to exercise and demonstrate good governance.  

Antonia Forte

Deputy Chief Executive

Cynon Tâf Community Housing Group 
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Industrial & Provident Society with Charitable Status Reg No :27363R

Governance of a Care & Repair Agency

· What is governance?

‘the systems and processes concerned with ensuring the overall direction, effectiveness, supervision 
and accountability of an organisation.’ 

As new demands are placed on Care & Repair Agencies, the need to clarify the distinction between good robust governance and the ability of Boards to perform corporately is in ever greater focus.   At the same time as concentrating on strategic matters, Boards also need to be certain that all risks are effectively controlled and managed and that attention is focused on the core business of the Agency.

Behind good governance must lie principles and this Guide sets out those principles that have been tailored for Care & Repair Agencies.   Other sectors have done the same and are useful sources of information.

For Care & Repair, these principles are particularly relevant, given the relationship between the Board and staff team and will help to ensure excellent service delivery.   The Board will need to demonstrate how its Agency delivers its mission statement through quality service provision, its accountability to the public and stakeholders, whilst ensuring that the Board’s structure is ‘fit for purpose’.

· Who provides governance?

In voluntary organisations, governance is provided by the Board of Management or Trustees/Board Members.

Board Members are people who are elected or appointed by an organisation to sit on its governing body, the Board of Management, and make decisions on behalf of the organisation.   Board Members have and must accept ultimate responsibility for directing the affairs of an Agency and ensuring that it is solvent, well-run and delivering the services for which it has been set up.
The Board oversees the organisation, making sure it fulfils its mission, aims and objectives, lives up to its values, demonstrates scrutiny and probity and remains viable for the future.   To do this, the Board must set up and maintain a variety of systems to control, monitor and audit the organisation’s activity. The Board makes decisions, altering systems as needed.  In doing this, the Board carries out governance. 
· Why is governance important?

Good governance is key to the health and success

 of an organisation and is, therefore, high on the agenda 

in all sectors, public, private and voluntary.  

As a voluntary organisation working for public benefit, a Care & Repair Agency is increasingly held accountable for its outcomes and is expected to demonstrate how well it is governed.

Governance encompasses many aspects of organisational business.  It can be difficult for Board members to know what they need to do to govern responsibly.  How principles are carried out may change from Agency to Agency and how they are affected by external and internal factors will differ, particularly because of the diversity of organisational structures and the range of service delivered locally.  

It is hoped that this Guide will assist Board members as they seek to lead their Agency towards its goal of helping older and disabled people remain independent in their own homes.  

· Brief History of Care & Repair

A short history of Care & Repair is included in this document as it indicates how governance has progressed thus far and provides evidence of an evolving process. 

Care & Repair began with a vision over twenty years ago - that vision was to give all older people 

in Wales the choice to remain 

in their own homes, wherever possible.

The focus of Care & Repair has always been as a client-centred, problem-led service and not solely on building or repair work.  This holistic approach has been a key factor in the success of the movement. 

The emergence of Care & Repair Staying Put

Care & Repair services developed in response to the growing awareness of the housing problems faced by older homeowners and many older people were living in houses that were damp, unhealthy, unsafe and sometimes dangerous.
  

The history of Home Improvement Agencies began in the late 1970s.  Concern regarding the circumstances of older people led to the early research about housing for older people. 

Development in Wales

The next key initiative was being organised in Ferndale in the Rhondda.  In 1979 the need of older home-owners for repair and improvement work and the opportunity presented by funding through the Youth Opportunities Programme were imaginatively brought together.  Trainees were able to carry out work for older people, under the supervision of an architect and a craftsman and as part of their training within the Programme.

This pioneering work was followed by the Assisted Agency Initiative, which would provide funding for the development of eight Care & Repair/Staying Put Agencies in Wales.  In 1985, parallel to this and utilising Urban Aid, Cynon Valley Home Improvement Agency was set up as a joint initiative with Cynon Valley County Borough Council, the Building Societies’ Association and Cynon Taf Housing Association.  
Care and Repair England, through its Regional Officer for Wales, had responsibility for the development of the new Welsh projects.  The office was based with and supported by Corlan Housing Association.  In 1987, with funding from the Welsh Office, Corlan created its first Home Improvement Agency in Cardiff.

Throughout the 1990s, government funding grew substantially to enable existing Agencies to develop and new Agencies to form.  By 1993, there were ten agencies established throughout Wales, nine of which were managed by housing associations.   By the end of 1995, twenty agencies had been established.
The approved government funding framework remained in operation until 2003-04 when the Welsh Assembly Government announced it would provide ‘enhanced funding’ for Care and Repair Agencies.   Resources made available for the movement have increased to £4.5 million in 2008/09.
From small beginnings, Care & Repair has developed into the organisation that it is today with a Care & Repair Agency 
in each of the twenty two local authority areas in Wales.  

· General Standards of Good Governance

The following key standards have been used in the drawing up of this Guide and help set the context for its interpretation.  Underlying each of these standards is the principle of equality and diversity. 
This Guide has been developed for individual Board Members and seeks to explain the skills and knowledge that Board Members need to develop their work as well as explaining how good governance may be used throughout an Agency. 
Standard 1
Board Leadership 






      Every Agency should be led and controlled by an effective Board which collectively ensures delivery of its objects, sets its strategic direction and upholds its values.

Standard 2
The Board in control 






                      The Board should collectively be responsible and accountable for ensuring and monitoring that the organisation is performing well, is solvent and complies with all its obligations.

Standard 3
The high performance Board




          The Board should have clear responsibilities and functions and should compose and organise itself to discharge them effectively.

Standard 4
Board review and renewal




         The Board should periodically review its own and the Agency’s effectiveness and take any necessary steps to ensure that both continue to work well.

Standard 5
Board delegation






             The Board should set out the functions of sub-committees, officers, the Chief Officer, other staff and agents in clear delegated authorities and should monitor the performance of each of these.  

Standard 6
Board and Board Member integrity




 The Board and individual Board Members should act according to the  highest ethical standards and ensure that conflicts of interest are properly dealt with.  

Standard 7
Board openness  






         The Board should be open, responsive and accountable to its users, beneficiaries, members, partners and others with an interest in its work.   

                     
Together with the above standards the following qualities are essential for good governance.

Probity


Board Members must be committed to the principle 

                                       of probity and perform their duties with integrity.   

There should be a complete and confirmed integrity and uprightness in the context of the Board.  There also needs to be ethical, lawful, prudent, effective and transparent conduct of its business and performance.  This should be supported by a robust risk management strategy together with a strong reporting mechanism that confirms that these standards and systems are in place and are working as intended.  High ethical standards are a cornerstone of good governance and help engender trust and confidence in the local Agency.

There should be an absolute standard of honesty in dealing with the assets of an Agency and integrity should be the hallmark of all personal conduct in decisions affecting older people, staff and stakeholders.    It is also essential that any information acquired as a result of being a Board Member is treated as confidential.

Scrutiny  

One of the most important principles to consider 

is that of scrutiny and there needs to be a clear understanding                                     

of what makes scrutiny effective in good governance.   

Members will need to scrutinise Executive decisions and comment constructively on those decisions or intervene in the decision-making process.  Members should be empowered, if necessary, to challenge all assumptions underlying what may be defined under custom and practice, as the traditional Board approach. The Company Secretary, Board Chair and Executive Members have a responsibility to ensure that adequate and effective information is presented in a timely way to ensure what decisions are made.   Normally, there is a standard and protocol for Board papers to be despatched to members within a specified time framework.

Within most Boards of Management, there is a provision under rule for sub-committees to function through clear lines of delegated authority.  Decisions made by an Executive Committee are an example of these powers.  It is, therefore, incumbent on Board officers to ensure that scrutiny and approval of these decisions by full Board is provided for.  
Policy development will involve shaping the formulation of key policies before implementation.  This can take a number of different forms including proposals and comments on draft policies and examining the performance of services and policies. 

To ensure that Agency services are achieving both customer satisfaction and value for money, scrutiny is used to review these functions, monitor performance and ensure standards are being met, including the monitoring of action plans to review progress.   

Scrutiny must also develop an inclusive approach, working to engage relevant stakeholders, including partners and the public.   Boards should work in a transparent way, making it clear to all those involved how they work.  There should be an evidence-based approach to the work of scrutiny and this can involve practical matters such as ensuring that Board papers are written clearly and in an understandable format e.g. financial papers are presented with clear explanations and guidelines.  

In this respect, scrutiny will strengthen the democratic process of decision-making, through initiating and improving the quality of debate.

It is worth mentioning that scrutiny also demonstrates a non-partisan approach by placing the housing needs and aspirations of older people above the consideration of organisational politics, self or sectional interest.


Objectivity


Board Members should be able to exercise judgement, express opinions and present recommendations with impartiality

                                  and make choices on merit.  

Objectivity is an important factor in any assessment or audit e.g. of performance and in making key decisions.  Members must be able to consider the service, accounts or reports with appropriate ethical standards.  Their opinions, conclusions and recommendations should be, and seen to be, impartial.  A strong policy and procedure framework is essential in strengthening the principle of objectivity.

Financial Sustainability


Board Members have and must accept ultimate responsibility for directing the 
affairs of their local Care & Repair Agency, ensuring it is solvent, well-run and 
delivering the outcomes for which it has been set up.  It will need to ensure its 
financial strength and good performance of services.

The Board should also maintain and regularly review the Agency’s systems of financial control, internal control, performance reporting and policies and procedures.  In order that good governance may be undertaken, it is essential that financial reports, in particular, are clear and in a user-friendly format.

Board Members should always be aware that they are stewards of public money  
and special accountability is attached to the use of such funding.  This means that 
the scope of responsibility is extended to include aspects of stewardship, 
governance and performance management.
Risk Management
In all activities of the Agency, a risk management lens should be used to scrutinise its performance.   In the wider world of business, finance and politics, there is a drive to complement the necessary levels of regulation with effective localised governance so that stakeholders and partners take responsibility for ensuring that organisations are :

· Financially sustainable

· Managing their risks

· Maintaining a policy framework

· Following their objectives. 
Stakeholder interests

Each Agency should identify those with a legitimate interest in its work (stakeholders) and ensure that there is a strategy for regular and effective communication with them about the Agency’s achievements and work. 

Briefly, the Board should ensure that the Agency and its stakeholders have a clear understanding of the Board’s role and of the Agency’s objectives and values.  In this respect, the Board should be open and accountable to stakeholders about its own work and the governance of the Agency and its strategic reviews.
Corporate Responsibility  

Each Agency should be led and controlled by 

an effective Board which collectively ensures delivery 

of its objects, sets its strategic direction and upholds its values.

Members, as a Board, should collectively be responsible and constructively challenge and scrutinise how the Agency performs, its solvency and compliance with obligations.


Role of the Board


The Board should have a statement of its strategic and leadership roles and of key 
functions which cannot be delegated.   

These should include as a minimum:

· ensuring compliance with the objects, purposes and values of the organisation and with its governing document

· setting or approving policies, plans and budgets to achieve those objectives and monitoring performance against them

· ensuring the solvency, financial strength and good performance of the Agency

· ensuring that the organisation complies with all relevant laws, regulations and requirements of its regulators

· dealing with the appointment, management and support of the Agency’s Chief Officer

· setting and maintaining a framework of delegation and internal control;
· agreeing or ratifying all policies and decisions on matters which might create significant risk to the Agency, financial or otherwise

· Each and every Board Member must act personally and not as the representative of any group or organisation.  This applies regardless of how that person was nominated, elected or selected to become a Member

· Board Members must ensure that they remain independent and do not come under the control of any external organisation or individual

· Board Members are bound by an overriding duty, individually and as a 
Board, to act reasonably at all times in the interests of the Agency and of 
its present and future beneficiaries or members.


In addition, it should be noted that all Board Members are equally responsible in 
law for the Board’s actions and decisions and all have equal status as Members.

Board Skills
 Board Members should have the diverse range of skills,

experience and knowledge needed to run the Agency effectively.
Board Members should collectively provide a mix of skills, experience, qualities and knowledge appropriate to the Agency and its beneficiaries’ needs in order that the Agency can respond to the challenges and opportunities it faces.   

Those skills should be assessed in accordance with the roles and responsibilities of the Board and should be gleaned from a diverse group of Members, broadly representative of the community and membership it serves.  

Development and support

Board Members should ensure that they receive 
the necessary induction, training and ongoing support 
needed to discharge their duties.   

The Board should have a strategy for the support and personal development of all Members, so that each Member can keep up to date with the knowledge and skills he/she needs to carry out the role.

Briefly, depending on the Agency’s size and the nature of its activities, the experience of Members should cover the following areas:

· Effective strategic leadership and working as a team

· Governance, general finance, business and management

· Human resources and diversity

· The operating environment and risks that exist for the Agency 

· Other specific knowledge required, such as fundraising, health, social services, property or legal.

Strategic direction

It is the responsibility of the Chief Officer to maintain a clear division of responsibilities between the Board and the staff team.  She or he should provide an effective link between Board and staff, informing and implementing the strategic decisions of the Board.   In this respect, the Board should meet regularly and ensure that its work is focused on delivering its strategic role.  


Differences between operations and strategy

Board Members should focus on the strategic direction 

of their Agency and avoid becoming involved in day to day 

operational decisions and matters.  

Where Members do need to become involved in operational matters, they should separate their strategic and operational roles.   

Responsibilities of the Board

In summary, the responsibility of maintaining good governance means that the Board will:
· clarify the responsibilities for the provision of support services

· provide a structure through which the Agency can receive support and 
practical assistance for effective management

· agree details of the services to be provided

· be responsible for finance and compliance, including adequate insurance 
cover

· ensure that the Agency complies with Human Resources laws, including 
Health & Safety

· be responsible for all legal matters affecting the Agency

· be responsible for all matters affecting the office accommodation.

The Board will offer objective, timely and relevant support and guidance to the Agency ensuring probity in all its dealings.

The Agency will use the support provided in an appropriate and effective way, at all times seeking to ensure compliance with the policies, procedures and procurement arrangements approved by the Board.  It will also need to point out if and where these conflict with the Agency’s responsibilities to stakeholders, including Care & Repair Cymru, the Welsh Assembly Government and the Local Authority. 

Board Members must treat all information received as confidential and shall comply fully with their duties under the Data Protection Act 1998.

The Board will meet regularly, at least quarterly, and concentrate on operational issues and the management of working relationships with the key local stakeholders. 

The Executive Committee and the Board 

The Board may appoint Honorary Officers to form an Executive Committee.  These members can be the Chair, Vice Chair, Treasurer and at least one other Board Member.  The duties and responsibilities of any Executive Committee must be clearly defined, and usually include the ability to act in respect of matters delegated by the Board and/or when it would not be appropriate to wait for the matter to be considered at the next Board meeting, nor to convene a special meeting.   

Where it is not possible to arrange an Executive Committee, the Chair may be empowered to make decisions between meetings.   All decisions made by the Chair and the Executive Committee must be ratified by the Board at the next meeting.

The Board should set out the functions of its Executive Committee and its Officers in clear delegated authorities and should monitor its performance.   The Board should define the roles and responsibilities and set clear terms of reference of the Chair and other honorary officers in writing.  Any delegated authority given to the Executive must have clear limits relating to budgetary and other matters. 
Board review, renewal and recruitment
One of the most important principles of a Board should be to periodically conduct strategic reviews of its own and the Agency’s effectiveness, strengths and weaknesses and take any necessary steps to ensure that both continue to work well.

It is important that a skills assessment of Board Members should be undertaken on an annual basis to ensure that there is a diverse range of skills, experience and knowledge needed to run the Agency effectively.   

The Board should also have a strategy for its own renewal and the recruitment of new members.   Such recruitment should be open and focused on creating a diverse and effective Board.  

External factors

Some external factors will affect all Care & Repair Agencies 

whilst others may be more localised.   This section deals with those external factors that will have an impact on all Agencies.

Care & Repair Agencies have to satisfy a complex set of political, economic and social objectives and are, thus, subject to a different set of external constraints and influences.  This will include being accountable to various stakeholders and taking account of older people and funders, whilst managing the Agency’s affairs within the Care & Repair ethos.  

This ethos is based on a distinct set of values and ethical standards of probity and propriety, which particularly apply in the handling of public money.   There is a wider range of responsibilities for reporting on the activities of an Agency covering not only financial statements but also ‘value for money’ and public interest issues.  

Welsh Assembly Government 

Care & Repair Agencies and Care & Repair Cymru receive substantial funding from the Welsh Assembly Government and are accountable to the Assembly for the services they provide and for the effective and economical use of public money.   

The Welsh Assembly Government supports Care & Repair by providing funding to cover a sustainable core service to older people in Wales.  It also provides funding for the Rapid Response Adaptations Programme (RRAP), which has proved to be a vital support link for an older person leaving hospital and returning home.

It is essential that the Board ensures that the Welsh Assembly Government’s Terms and Conditions of grant are fully complied with as the Welsh Assembly Government  ‘reserves the right at any time to recover the grant, in whole or in part, to the extent that it is not used for the approved purpose or if the Agency has been mismanaged or found to be ineffective.’

To this end, evidence of high levels of governance from each Care & Repair Agency that shows effective scrutiny of public money, is essential.   

The Welsh Assembly Government has demonstrated its support for Care & Repair by its continued investment of secured funding in the movement.  It is therefore an obligation of Agency Board Members to ensure that best use is made of public resources.   

When considering recommendations aimed at improving Agency performance, the Board must also consider the practicability and potential resource implications of these recommendations.   Everything must be able to stand the test of accountability and scrutiny.
Care & Repair Cymru

Care & Repair Cymru is the national body of Care & Repair Agencies that actively works to ensure that all older people have homes that are safe, secure and appropriate to their needs.  This is achieved by listening to the needs and desires of older people throughout Wales and articulating this information to policy makers at the National Assembly for Wales.  

As the national body, Care & Repair Cymru develops, supports and evaluates the work of Care & Repair Agencies across Wales.  It advises the Welsh Assembly Government in respect of allocation of funds and on performance matters. This is undertaken through a review process on a quarterly and annual basis.  
Recommendations proposed by Care & Repair Cymru and approved by its Performance and Funding Committee are made to the Welsh Assembly Government.  Good governance, again, is essential for this process to be effective.  

A Concordat agreed between Care & Repair Cymru and each Agency relates to all services funded partly or wholly by the Welsh Assembly Government.
  Board Members, therefore, must ensure that funding applications, together with the necessary supporting information, are submitted within the agreed timescales.   

When in attendance, Care and Repair Officers have observer status on an Agency board.  They are responsible for advising in respect of the management of public money, the monitoring of performance and the ethos, vision and standard of the service provided.

Strategic Business Planning Committee

The primary role of the Strategic Business 

Planning Committee is to undertake a full review 

of the housing needs of older people in the County …
 

The members of the Strategic Business Planning Committee (SBPC) are invited to join that Committee as representatives of key strategic partners within each County.   The SBPC will liaise directly with the Agency’s corporate body to ensure effective working protocols.   It is a term and condition of funding of the enhanced funding by the Welsh Assembly Government that a SBPC is set up within each county, ensuring that there is a strong interface with governance.

The strategic expertise that each representative brings will be critical in planning the development of the Agency to ensure that it supports, supplements and complements national and local strategies.   Within the appropriate strategic framework so created, the SBPC will determine the Agency’s mission and purpose and then review this annually.   

The overall responsibility for the governance of the Agency lies with the Board of Management.  However, to be effective it must have a strong and linked relationship with the SBPC.  
· Internal factors

Internal factors that will affect governance will differ from Agency 

to Agency and will, for the most part, depend on the management 

or organisation arrangements that exist within that Agency.

Agency Structure and Management

Care & Repair Agencies are managed in a number of different ways, all of which have numerous benefits, but this means that they also face different challenges.   The way an Agency is managed and structured will influence the way in which governance of that Agency is delivered.   
It should be noted that Care & Repair Cymru does not have a preferred model for an Agency and would seek to support each county Care & Repair within its respective structure, ensuring that the governance arrangements in each Agency continues to provide an effective outcome.  
· An Agency managed and hosted by a Housing Association 
A number of Agencies are managed by Housing Associations which also provide management support, whether directly or imputed.  Where an Agency is hosted by a Housing Association, it is this organisation that is the employing organisation and has formal management responsibility.   

The governance of an Agency, therefore, will be affected by the corporate values of the housing association and, whilst that organisation provides a financial safety net, security and support, it is a challenge to the corporate Board to ensure that the effective scrutiny of finance, performance and fulfilment of the mission statement is not lost under the corporate umbrella offered by the housing association.   In some instances, an Advisory Committee, or client and community group or the SBPC provides this function. 
· An Agency set up as a subsidiary of a Housing Association 

In this environment, the Agency may be set up by a Housing Association as a department within or as a subsidiary of that organisation.   This arrangement would allow the Agency the support of the Housing Association whilst moving towards being a more independent responsive service in the community.

In these circumstances, Housing Associations that are not involved in the management of an Agency will often provide imputed benefits to an agency, sometimes in the form of office accommodation or a secondment, perhaps of technical or administrative staff.

Within this arrangement, two current variants exist :

i. An Agency which is an IPS and subsidiary of a Housing Association
ii. An Agency which is a subsidiary of a Housing Association and set up as a registered charity

As independent organisations, Agencies, which are subsidiaries of Housing Associations, have their own Board of Management, but will also have corporate responsibilities to the parent body.   
Agencies that are subsidiaries may also be registered by the Welsh Assembly Government as RSLs in their own right, which will involve a range of responsibilities to the Welsh Assembly Government that are separate from those of a Care and Repair Agency.  However, rule changes by the Welsh Assembly Government now mean that this is no longer a requirement of subsidiaries and, therefore, some Care & Repair Agencies have de-registered in order to streamline on reporting.  
Again, on-going challenges exist to adopt the very best practice in relation to exercising effective strategy and community interest on the business of the Agency to ensure that its mission statement is fulfilled.
· Specific note on registered charities
Some subsidiaries of Housing Associations have also been set up as charities and, as such, must be registered with the Charity Commission.  The Charities Act 2006 highlights how Agencies are also monitored for their compliance to charity law. 
Again, it should be noted that the staged implementation of the Charities Act 2006 is ongoing and, in particular, the review of those organisations that are currently exempt from charity regulation but may be required to become registered charities.   This will mean greater exposure to public scrutiny and all charities with an annual income over the £500,000 threshold will be affected by the Charities Statement of Recommended Practice (SORP).  
At present, IPS Agencies, even those with charitable rules, are not required to register with the Charities Commission.   However, Industrial & Provident Societies are specifically mentioned in the Charity Commission’s strategic plan and it seems likely, at this point, that charity registration will be required by Care & Repair Agencies.   The final decision regarding this matter will not be known for some time but Agencies will be advised by Care & Repair Cymru as soon as details of the plan are known.
What is important to recognise is that Governance is again a key issue for registered charities, the responsibilities made more onerous by the fact that financial accounts are published in the public domain.   Greater detail and more stringent assessment of risk are required and this is emphasised in the 2006 Act.   
· Independent Agencies

The needs of a developing service, together with 
the impact of enhanced funding from the Welsh Assembly Government, have given opportunity 
for some Agencies to become independent.  

Here, the Agency will manage its own affairs at a local level with the support of Care & Repair Cymru and direct control by the Board of Management.  In these situations, it is important that investment is made in its management structures, particularly through its Chief Officer and Board.   Again, effective scrutiny of an Agency’s services and the fulfilment of its mission statement are essential.   

All independent Agencies are registered with the Financial Services Authority as Industrial and Provident Societies (IPS) but not regulated by them.  Although some independent subsidiaries are registered with the Charities Commission and, although none exist at present, independent Agencies could set themselves up as registered charities. 


At present across Wales independent Agencies are constituted as Industrial & Provident Society (IPS) with Charitable rules and registered with Financial Services Authority.  However, it is equally possible for independent Agencies to set themselves up as registered charities.

Independent Agencies are managed by a Board of Management which has the legal responsibility for managing the Agency and employing staff.   Industrial and Provident Societies’ legislation governs the legal structure of the Agency and the Society’s rules govern who may become a shareholder and who will be entitled to vote at the Annual General Meeting and elect some or all of the Board.   

One of the challenges for an IPS Agency is to ensure that there are enhanced skills at Board level that need to be assessed, reviewed and replenished.   An independent agency will still need, for example, financial, legal, personnel and marketing skills, without the support from a larger organisation.  Any outsourcing of functions will require tendering and particular scrutiny.
The main advantage of this structure is the fact that the Board has direct control of its objectives and will help create a local identity for the Agency.  However, with independence comes specific responsibilities, particularly without the financial, HR and corporate backing from a larger organisation.

Examples of how the governance principles are affected at an individual Agency level by external and internal factors  

Some Agencies have changed their status from being managed by a Housing Association to being independent e.g. Bridgend County.   This means that they no longer have the support of a large organisation with access to, for example, its Personnel and Finance Departments.  
However, as an independent Agency, there is no risk that the strategic objectives are overshadowed by those of a corporate organisation.   

However, a fully independent Agency would require under best practice robust frameworks for scrutiny and accountability.  Thus, an audit sub-committee of Board might be developed to achieve this function.

Hosted agencies, on the other hand, enjoy imputed costs and support backroom services, along with good communication channels which are the benefits for this kind of model.  

An existing example of a registered charity which is a subsidiary of an RSL is Gofal a Thrwsio Gwynedd.  Here the organisation has the greater advantage of being able to apply for various funding streams not otherwise available and is also able to more clearly define its independence and its relationship with the Local Authority.  However, charities must only undertake activities that are within their objects and powers and Trustees must make decisions in line with their duty of care and duty to act prudently as specified in the Trustee Act 2000.
A unique situation exists in Rhondda Cynon Tâf where Cynon Tâf Community Housing Group has arranged governance of the Agency.   The new RCT model retains the separate Agency Board, meeting directly after the parent group Board and including the Group Audit Committee to satisfy internal audit requirements.    All corporate decisions will be incorporated into this arrangement.

The existing Strategic Business Planning Committee has been enhanced by Care & Repair Board members, to form a Strategy, Performance and Evaluation Committee, which combines the responsibilities required by WAG funding with the responsibilities for monitoring the Service Level Agreement between the Agency and the parent body for services received. 
Conclusion

The role and function of governance is imperative to the protection of public monies, sustaining stakeholder funding and managing the risks to a business.   Thus, whatever corporate model is adopted by a Care & Repair Agency, good and effective governance arrangements are of paramount importance. 

The impact of events in a wider society is far reaching.  If we consider the effects of the collapse of some of the banking and financial institutions in the UK, the perilous state of private and statutory organisations that have invested unwisely, and the focus on tight and secure financial arrangements, governance is a crucial determinant in corporate security. 

As this document makes clear, whatever corporate arrangements are in place, the roles, responsibilities and functions of governance are the same but quite often the challenges and vehicle for satisfying these objectives may differ.

Care & Repair services enjoy over £4.5 million core funding and £2.1 million Rapid Response Adaptations Programme funding from the Welsh Assembly Government and almost equivalent sums from local statutory partners and Housing Associations throughout Wales.   

For voluntary Board members that govern these services, the Good Governance Guide provides the possibility of a SWOT analysis to be made, to ensure that we, as a movement, can evidence that we take seriously the onerous responsibilities that come with this public investment. 

Whatever the structure of the Care & Repair Agency, good governance is of paramount importance.   
This Guide is a preliminary tool which should assist Board Members fulfil their roles and responsibilities in working towards good governance. 

For further recommended reading on governance, please refer to the Bibliography at the end of the Guide. 

Also listed are model documents available on request from Care & Repair Cymru. 

Finally, a self-assessment questionnaire is included as a tool to help Board Members recognise, firstly, as to whether they understand their role and, secondly, to identify which areas of their knowledge base would benefit from training and additional support.  

If you have any queries on governance or you would like to comment on this Guide, please contact Care & Repair Cymru.

We hope this Guide will help achieve good governance and complement the information Board Members receive from their own Agency. 

Self-assessment
After reading this Guide, it is recommended that the following self-assessment questionnaire is completed by Board Members

	What do you understand by governance?


	

	How do you exercise scrutiny?


	

	What is probity?


	

	How do you ensure that your Agency complies with its financial regulations?


	

	Are you aware of your role as employer?


	

	Does the Board have an internal audit function?


	

	Would you like training in particular aspects of the role of Board Member?


	

	Are there robust policies in place in respect of risk management and financial sustainability?


	

	Do you receive timely, clear and correct information for Board meetings?


	

	Is there a clear policy to help manage confidentiality and conflicts of interest?


	

	Is the Board in control?
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Please send/e-mail me a copy of the above numbered document(s)

……………………………………………………………………………………………………………………………………………….

……………………………………………………………………………………………………………………………………………….

Name …………………………………………………………………………………………………………………………………….

Agency ………………………………………………………………………………………………………………………………….

Address ………………………………………………………………………………………………………………………………….

……………………………………………………………………………………………………………………………………………….

……………………………………………………………………………………………………………………………………
Tel. No. ……………………………………………..  e-mail …………………………………………………………………..

Please return this form to :





Care & Repair Cymru




Norbury House, Norbury Road,





Cardiff.  CF5 3AS





Tel. No. 029 2057 6286





e-mail:  enquiries@careandrepair.org.uk 
� The Governance of Voluntary Organisations - Cornforth 2003


� The Principles of Good Governance – The Good Governance Standard for Public Services   


  and The Principles of Good Governance – The National Housing Federation Guide of  


  Governance


� 1986 House Conditions Survey


� The pre-history of Home Improvement Agencies – Nigel Appleton


�  Welsh Assembly Government Schedule of Standard Conditions of Grant Section 10


� Concordat between Care & Repair Cymru and an Agency


� Annex 1 of the Concordat between Care & Repair Cymru and an Agency  
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