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Links to the TMO Business Planning CDRom
This guide has been developed to help TMOs draw up their own business plan. A number of
exercises have been devised to help TMOs complete the analysis which is required to
complete a business plan. Some of these exercises will automatically feed into a business
plan template. As each of the key exercises is completed, your TMO business plan will take
a step closer to completion. Open up the CDRom for further guidance
Where you see this sign in the text, this indicates that an exercise is included on the TMO
Business Plan CDRom
If you would prefer to develop your business plan without using the CDRom, you will find the
exercises referred to in the guide listed in appendices 2 & 3. Appendix 1 provides a suggested list of
contents for a TMO business plan
1

Preface
TMOs like other providers of housing services, are finding the world in which they operate increasingly
complex and liable to change. But, as has been shown time and time again, TMOs are a lot more than
simply providers of housing services. Key to the success of tenant management is the active involvement of
tenants and residents in the development of running of their estate and community. So, alongside financial
management and the provision of housing services are issues of good governance.
With the addition of the new Modular Management Agreement, stock options (and for many the transfer to a
new housing association landlord) and the drive for efficiency, this complex environment requires effective
planning if TMOs are going to continue to succeed.
Running alongside the business planning guide is the In-touch Toolkit. This is a guide for TMOs in relation
to communication, consultation and involvement. It was felt from the outset of the project, given the unique
community based nature of TMOs, such a guide would complement the process of business planning.
A number of organisations and individuals have participated either as advisors or members of the project
Steering Group, including (in no particular order):
Ashraf Ahmed

Ben Beck

Godson Agomuo

John Carty

Martin Dumont,

Kim Thompson

Mike Bailey

Paul Spearman

Roy Read,

Vernon Clarke

Tony Brankin

Trevor Bell

Andrew McPherson

Jeremy Carson

Karen Royce

Michael Brennan

John Challinor

Ruth Miller

Caroline Collins

Cae Os

Kellie Tasarkan

Blasé Lambert

Anthony Collins

TMO Business Planning has been funded by the ODPM through the Innovation into Action programme of
grant funding administered by the Chartered Institute of Housing. The Housing Corporation has also
supported this project, helping to fund the redrafting of the guide to cover those TMOs operating within
housing associations.
John Frankis
Acclaim Consulting
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1.

An Overview of TMO Business Planning

In this section:
- We stress the importance of having a business plan – regardless if you are
based within a local authority or housing association.
- We provide you with an overview on developing a business plan and point you
to the parts of the guide where you can find out more.
Do I need a Business Plan?
The short answer is yes. All organisations need to plan ahead if they want to succeed. TMOs are no
different. Many TMOs are finding that the world in which they operate is changing fast. That means the
years ahead will likely contain many opportunities and quite possibly risks and threats. Developing a
business plan for your TMO will help you assess and respond to what might be around the next corner – to
make sure the TMO stays on top.
A good and well thought through business plan may even change the course of your TMO and help you
create a more secure future. It will help the TMO consider how others view the organisations and how the
TMO adds value in the services it provides.

How long will it take to develop a Business Plan?
This is for you decide, but developing a business plan is not beyond the reach
of any TMO. This guide emphasises that developing a business plan is not
hard – the time spent agreeing what you want to do as an organisation and
how to achieve your vision, will save you a lot of time and frustration in the
years ahead.
Because your business plan is such an essential management tool, we have
recommended some key exercises which will help you analyse your situation.
But, remember, this is your business plan so you can decide the level of analysis you are comfortable with
and what you want to include in your business plan. Look at the example business plan at the back of this
guide for an idea of what a plan should normally include.
The TMOs who helped develop this business planning guide have found that it is best to work on the plan
over a number of weeks and that 3-4 two hour sessions involving a small committee is a good way of
agreeing the issues facing the TMO. The plan then needs to be pulled together and agreed by your Board or
Committee. Generally then, it should take a few days of effort spread over several weeks.

You need to have a ‘Vision’ to know where you are going
Your TMO should have a clear vision of what it is trying to achieve, both in the short and long term. Out of
this vision will come your values – again, being clear about your values will help you define the way you
work together and with others. Objectives and strategies emerge from your vision and values, which in turn
will transform aspirations into reality. Your vision statement may only be a couple of paragraphs long – but it
is the cornerstone of your business plan.
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Where do we stand at the moment?
If you are going to plot your future direction, you had better know where you stand at the moment. A key
aspect of TMO business planning is the analysis which tells you where the TMO strengths and weaknesses
are and what the opportunities and threats may lay ahead.
You need to consider the appropriate standards and measurements by which you should measure your
TMO’s performance. These standards and measurements need to be robust and some may be comparable
with those applied by councils and housing associations.
The appropriate standards and performance measurements which can best identify how well the TMO is
doing will include issues such as service performance, good governance, financial management and how
you identify and manage risk.
However, you need to look at not only the services you provide in relation to the Management Agreement,
but also the wider range of services, initiatives and projects developed by the TMO. The business plan
should cover your ‘total business’. So, if an important area for the TMO is community development and
regeneration, these should be covered by the business plan.

The importance of good governance and healthy organisation
Good governance is at the very heart of running a successful TMO. This includes the way your organisation
is set up and operates, how you involve others and how decisions are made and actioned. For these
reasons alone, the business plan needs to cover areas other than the services you provide and the financial
aspects of the TMO.
You can have a great business plan, but if the organisation itself is not up to scratch, then it is unlikely to be
successful. For this reason, the TMO needs to ensure it is fit for the tasks ahead. Your business plan is a
good place to start by analysing your strengths and weaknesses in terms of governance and organisation.

Financial Management and Financial Risks
So, you have your vision and all of the strategies and targets you need to turn your vision into a reality. But
what about the cost and the impact of the changes you have planned on the TMO’s finances?
Changes in your performance, circumstances, governance or organisation can all have an impact on the
finances of the TMO. The financial plan is where you assess how the TMO’s finances may look like in the
years ahead and how you can best manage any risks you have identified.

Next Steps – Using the Guide
This guide has been split into a number of short sections. Step by step they take you through the process of
preparing a business plan. If you are using the TMO Business Planning CDRom, you will be able to access
the exercises to complete your TMO’s business plan – step by step. You can also see these exercises listed
in appendix 2 of the guide.
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What is the cost of developing a business plan?
The TMO business planning guide has been developed using funding from Innovation into Action.
Additional funding was also provided by the Housing Corporation. That means that TMOs do not have to
pay for the guide or CDRom.
For most TMOs, developing a business plan need not incur any additional costs – but this will depend on
how the TMO wants to approach the project. Time will need to be put in by members of the TMO and if
the TMO employs staff, they need to be involved.
Some of the areas where you might incur cost are as follows:
Facilitation:

If the TMO decides to engage the services of a ‘facilitator’ (see below) this may incur a
fee – but not necessarily.
Surveys:
The TMO may decide to undertake some form of survey to support its analysis of
customer and tenant satisfaction. However, this is likely to be something the TMO should
be undertaking anyway.
Consultation: The guidance stresses the importance of consulting widely when preparing a business
plan. As part of this consultation you may need to pay for the items such as publicity,
meetings and expenses. But, this will depend on the size of your TMO and the amount of
consultation you decide is necessary.
Printing:
If the TMO decides to have the business plan printed and published professionally, these
costs will have to be met. How much this will cost will depend on what the TMO’s printing
requirements are – for most TMOs the business plan can simply be printed in-house.
Consultants: Some organisations may decide to use a consultant to assist the preparation of a
business plan. The TMO will have to decide if this is necessary. This guidance has been
prepared so that TMOs can, if they so wish, prepare their own business plans, with or
without the assistance of consultants or outside help. The most important thing to
remember is that the business plan belongs to the TMO. Deciding what is included in
your business plan should be down the TMO – AND ONLY THE TMO.
Funding
If the development of your business plan is likely to incur costs, clearly you need to
decide how this will be funded. If you are an operating TMO, you may have reserves or
budgets which can meet the cost of developing a business plan.
If you are a new TMO, still in development and receipt of a Section 16 grant – you
should consider the preparation of a business plan as part and parcel of the
development process. You should discuss how and when to prepare a business plan
with your chosen Development Agent and how the cost of preparing the plan will be met.
If you are a new TMO not in receipt of Section 16 funding (i.e. Housing association
based TMOs are not eligible for Section 16 funding), you should discuss the
development and funding of a business plan with your landlord organisation. The point
should be made that a robust business plan is likely to benefit both the TMO and the
(housing association) landlord.
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2.

TMO Business Planning: Introduction

In this section:
- We go into more detail on what a TMO business plan is and why every TMO
really should have one.
What is a Business Plan?
A business plan is simply a document which sets out what the TMO are trying to achieve and how it will
make its vision a reality. The business plan should start off with an assessment of the current situation. This
assessment and analysis will likely identify issues within the TMO and others driven by external factors. The
rest of the business plan is about how you get from where you are now to where you want to be.
The most important thing to remember is “IT IS ABOUT YOUR TMO AND HOW YOU WOULD LIKE TO
SEE IT WORK AND PROGRESS IN THE YEARS AHEAD”.
That means, what is right for one TMO may not be right for another TMO. Starting with your vision (why you
set up the TMO in the first place and what you want to achieve) the business plan goes through a series of
steps to identify what needs to be done to make this vision a reality. That will involve agreeing how you work
as a group and with others (your values) and your strategies and plans for the period ahead. Business plans
can cover any number of years, here we recommend that TMOs plan three years ahead.
Clearly, what we do and what others do to us, will often have a financial impact. By analysing this financial
impact the business plan should help you identify and manage risk more effectively.
Why do I need a Business Plan?
Business plans are used by a wide range of organisations, including charities, not for profit organisations,
councils and housing associations. All organisations need to understand the world around
them and how to plan the way forward.
Here are a few things to consider when thinking about why you need a business plan:
-

To start with, if you are a new group looking to set up a TMO, you should
consider the benefits of drawing up a business plan to clearly set out the strengths and
benefits of your case (this is sometimes called the business case). This point is
likely to be especially important if you are a new or prospective TMO. Housing
association based groups need to be particularly mindful of this point.

-

If you are a new TMO undertaking a feasibility study or in the development stage of
setting up a TMO within the council sector, guidance issued as part of the Right to
Manage process requires you to prepare an outline and detailed business plan at key
stages in the development process.

-

It is often said that running a TMO can sometimes feel like plate spinning, with the pressures of running
a housing service, community development, good governance, financial management, all competing for
your time and attention. Business planning helps you identify your priorities and ensure you have the
right balance – so that no plates get dropped!
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-

Those you employ and those you work in partnership with need to understand the aims and objectives
of the TMO. The business plan should help you look beyond the day to day issues of running a TMO
and encourage a more strategic and forward looking approach.

-

All social housing providers are required to provide Decent Homes by 2010, which means the
properties managed by your TMO are included in your landlord organisations business plan. By having
your own business plan, you can help ensure you make the most of your resources and have
appropriate repairs strategies in place to complement and sustain ‘decent homes’.

-

Many TMOs are (or have been) involved in stock transfer, either through options appraisal or transfer
from a council to a housing association. A business plan will help pull the issues together and set out
how the TMO will negotiate the period ahead. For those TMOs who have transferred to a new landlord
(such as a housing association) both the TMO and the new landlord need to understand each others
priorities and ways of working. The business plan should clarify a range of issues and assure all parties
that the TMO’s future is positive and sustainable.

-

New TMOs (and those in development) need to be clear about what they want the TMO to achieve and
that they have the right strategies and plans in place to make things happen. By starting off with an
agreed vision, new TMOs can move on to outline their values and strategies once they become
operational. The financial analysis required by the business plan will help ensure the viability of the
TMO’s overall strategies and assist financial planning and risk management.

-

For those TMOs who have benchmarked, business planning offers a structured way to address any
areas of weakness. Because TMO business planning covers the services you provide, issues of
governance and financial management, it complements the approach taken by TMO benchmarking.

-

Councils and housing associations have to operate more strategically. The planning of resources and
development of longer term strategies are important factors in ensuring best value and efficiency. TMOs
are not exempt from this drive for ‘continuous improvement’ and need to demonstrate a planned and
measured approach to the opportunities and threats facing the organisation.

-

If you are negotiating (or renegotiating) your Management Agreement, a business plan will help you set
out your requirements and the approach you will take to service provision. The financial analysis
contained within your business plan will help you assess the impact of adopting various options within
the Management Agreement.

The TMO sets out it’s stall…..
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3.

Using the Guide and CDRom to Create your own Business Plan

In this section:
- We tell you about the steps needed to get your business plan underway.
- We tell you about the CDRom which accompanies this guide and the exercises
which will help you pull your business plan together.
1)

Assembling a Team

To be successful a business plan needs to be understood and supported by the whole TMO. It should never
be the case that one person within the TMO is responsible for deciding what goes in the business plan. One
way to broaden understanding within the TMO is by involving a team or sub-group of people in the
development of the business plan. You should consider having a TMO committee or board member taking
the lead by chairing the sub-group.
Setting up a small sub-group will help in the following ways:
Share the workload and give others experience of business planning
Ensure a wider understanding of the plan and improve issue identification and problem solving
Bring different expertise to the team
2)

Getting Started

We all work better when we are clear about what needs to be done and how our contribution makes a
difference. Therefore, one of the most important first steps in the business planning process is to draw up a
simple project plan. On the TMO Business Planning CDRom, we have included a typical action plan,
showing what needs to be done, how long each of the activities should take and who should be involved.
Go to the exercise on the CDRom or appendix 2 (exercise 1) if you would like to complete
your own project plan.

3)

Find a Facilitator

It is by no means essential to employ a consultant to help you develop your business plan. However, many
organisations find that having an external facilitator helps group discussion run more smoothly. TMOs
developing a business plan are strongly advised to consider the benefits of engaging a facilitator at the
outset of the business planning process – this will become especially important when undertaking any group
exercises, such as SWOT and STEP (see following sections for more details).
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A facilitator should be someone who is comfortable with the business planning process and working with
people in groups - perhaps they have written or helped to write a plan for their own business or their
organisation. Above all, they should be someone the TMO can trust – after all, if the TMO is going to
overcome its weaknesses, it needs to identify them and talk about them first.
4)

Pulling the background information together

Understanding the policy and strategic context the TMO is working in is a very important part of writing a
business plan. From the outset it identifies the issues and external factors which may affect the TMO. The
checklist included as an exercise on the CDRom illustrates the type of information which could be useful
when developing a business plan and includes strategies and policy at a national, regional, local and
landlord level.
Go to the exercise on the CDRom or Appendix 2 (exercise 2) if you would like to complete
a checklist of the information required for your business plan

The TMO Business Planning CDRom
As you can already see, alongside the business planning guide, a number of exercises have been devised
to help you undertake the analysis necessary to develop a good business plan. The CDRom which
accompanies the business planning guide contains all these exercises (they are also included in Appendix 2
of the guide).
Some key features and content included on the TMO Business Planning CDRom:
-

A version of the TMOPOLY board game, allowing you to click on whatever stage of the business
planning process you wish to explore. The board game will then give you the guidance on that area
of business planning and show you any related exercises.

-

Exercises to help you with your business planning related analysis. These exercises do not need to
be included in your published business plan, but they are critical if you are to understand the
strengths and weakness, opportunities and
threats potentially facing the TMO.
A guide to being inin-touch for TMOs

-

Exercises which capture the content of
your business plan. These exercises –
such as defining your vision and values –
are then automatically downloaded into a
TMO business planning template.

Contained on the Business Planning CDRom is the
In-touch Toolkit.

Consultation

A good business plan should show that you are intouch with the issues important to the community
the TMO serves and is a part of.

Home

TMO fails to
develop its
own tenant
compact
TMO gets bad
press – but
does not have a
PR strategy –
miss a go

TMO
organises
Focus Groups
to look at
service
standards

Leaseholders
not consulted
on
improvements
– miss a go

TMO tests
satisfaction in
estate-wide
survey
Non-members
involved in
anti-social
behaviour subgroup – get
another go

Residents
consulted on
Repairs
Satisfaction

No thought
given to the
needs of
minority
communities
TMO
undertakes
the In-touch
selfassessment
exercise
Staff
not kept

TMO fails to
develop
Communication
s Plan
Membership
levels go up –
get another
go

Start
Here

TMO fails to
report
findings of
survey to
residents

informed of
decisions –
miss a go
TMO
undertakes
stakeholder
analysis

TMO launches
newsletter –
get another go

Communication
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Involvement

The In-touch Toolkit

In-touch

This In-touch Toolkit is designed to complement TMO business planning by providing guidance and
examples of good practice in relation to the way TMOs:
-

Inform and communicate with tenants, residents and other stakeholders
Consult those using the TMO’s services
Involve tenants and residents both as members of the TMO and as service users

Being in-touch is critical to good business planning in a number of ways, including:
-

In order to fully analyse the current situation of the TMO, including understanding strengths and
weaknesses, the views of service users should be known
Stakeholders may have issues to raise concerning the future direction of the TMO – if so, the TMO
may wish to consider how it consults and communicates during the preparation of the business plan
TMO members and estate residents should be informed of the vision, values and strategies
adopted by the TMO.

When developing your TMO’s business plan, it is advised that you consider the issues raised by the Intouch Toolkit. The areas covered by the Toolkit include:
-

Who should you be involving – including a guide on how to identify and map out your
stakeholders

-

In-touch analysis – identifying strengths and weaknesses in terms of communication,
consultation and involvement

-

Involving all: Reaching out – making sure the TMO is in-touch with an appropriately diverse
range of communities and stakeholders

-

The Hard Facts: A guide to surveying and questionnaire techniques

-

Getting Behind the Facts: A guide to finding out how people feel

-

Closing the loop: Reporting your findings

-

TMO Public Relations – Top tips for TMOs including working with the press and handling the
media
Go to the In-touch Toolkit on the CDRom or download it from the NFTMO website at
www.nftmo.com
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4.

Preparing the Ground – Setting your Sights

In this section:
- We look at the structure of the business plan.
- This starts with your vision and works through to objectives, strategies and
action planning.
- We explore target setting and performance indicators so that you can monitor
the success of the business plan.
- We consider the importance of the Management Agreement in defining the
range and type of services the TMO has delegated authority to manage.
Being clear on your Vision
Writing a business plan without being clear on your vision is like setting out on a journey without deciding
where you want to go.
The most successful organisations have a clear idea of what they are trying to achieve, and they have
expressed this vision in a way that is easily understood by a wide range of people.
We have called this your ‘vision’ but it can also be called your ‘mission’ or ‘purpose’. Some TMOs may
already have a ‘vision’ or ‘mission statement’. But, as the TMO develops and local circumstances change,
the ‘vision’ is likely to need reviewing.
The TMO’s vision should be at the very
The business
centre of the business plan. It is from this
plan is made up
of a few key
vision that objectives, strategies and action
building blocks
plans are developed. The vision you have
should question the real purpose of the TMO and
paint a picture of how you see the TMO developing in the
longer term. Your vision statement may be ‘aspirational’
and show how the TMO will be doing very different
things in years to come. However, the TMO’s
Where we
Management Agreement is a critical starting point.
want to be
The business plan needs to be grounded in what is
Vision
achievable in terms of your agreement with your landlord
organisation.

What’s
important
to us
Values

What we
need to
achieve

How we
will
achieve
our
objectives

Objectives

Strategy

The
actions we
will
undertake
and how
we will
measure
success

Targets &
indicators

Successful vision statements are often relatively short in length. They often include references to the
following elements:
What your key services are
Who your customers are
Your values and beliefs
Shows concern for employees
Your social responsibilities
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How you decide to go about establishing you vision statement is down to you. Experience suggests that
done by a Committee such an exercise can become
Wait for
lengthy and time consuming. You should consider giving
me, I’ve
Where
got the
the job of drafting to a small group (2 or 3 people) and
are we
vision!
I don’t
then consulting the wider committee or even stakeholders
going?
know!
in order to get agreement on the final version.
Go to the exercise on the CDRom or Appendix
2 (exercise 3) if you would like to develop,
review or include an existing vision statement
into your business plan.
Establishing your Values
Organisational values describe how the TMO will work to achieve its intended goals. Ideally should be
developed at the same time as the vision statement.
The values describe what the TMO believes in; what it sees as important. Your values should make it clear
to all stakeholders how the TMO will deal with its residents, staff, the landlord (local authority or housing
association) and other external stakeholders.
Go to the exercise on the CDRom or Appendix 2 (exercise 4) if you would like to develop
a statement outlining the TMO’s set of values.

Celebrating your Successes
Too often, the real achievements of TMOs get lost in the day to day work of providing services and running
the organisation. But TMOs have achieved all sorts of things, ranging from excellent service delivery
through to developing and sustaining healthy communities.
A good starting point for your business plan is to stand back and think about what difference the TMO has
made. You could ask yourself “what would life be like if we hadn’t developed the TMO”? Make a list of your
accomplishments – big and small - and start your business plan by celebrating your successes.
Highlighting your achievements not only informs others how well you are doing, but it may help put the
contribution of the TMO into a broader perspective.
Go to the exercise on the CDRom or Appendix 2 (Getting Started) if you would like to
‘celebrate your successes’.
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Agreeing your Objectives
Whilst the vision statement helps set out the future direction of the TMO, objectives are statements which
broadly show what the TMO is aiming to achieve. So, if the TMO’s vision is to ‘maximise the involvement of
the community in the day to day running and development of the TMO’; its objectives could relate to setting
out the type and level of involvement the TMO is aiming for.
The point has been made above that successful TMOs need to balance service delivery, governance and
financial management. That means the TMO’s objectives need to be balanced also.
When setting out your objectives, watch out for some of the common pitfalls including:
Having too many objectives, which often means you will lose focus – and quite possibly fulfil none of
your objectives.
Concentrating your objectives in a specific aspect of the TMO, such as service delivery and nothing in
terms of governance or developing the organisation.
As a guide try and choose between 10-15 objectives and have objectives which span all aspects of the
TMO’s work.
Go to the exercise on the CDRom or Appendix 2 (exercise 5) to set out the TMO’s
objectives.
Drawing up your Strategies
Objectives alone will not bring about the change that you want to see. Once you have set your key
objectives, you then need to agree exactly what you are going to do to turn words into actions. As can be
seen from the following example, the strategy to achieve the single objective of increasing membership of
the TMO can have several sides to it.

The strategies you put in place will help you identify what needs to be done, which in turn will help you direct
your efforts and budgets.
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The Business Planning guide splits the TMO’s overall strategy into the following separate strategies:
Service Strategy:

This will set out your objectives and related strategies in those service
areas covered by your Management Agreement. Typically this will
include repairs and maintenance, rents, void management, caretaking,
etc.

Community Strategy:

This will set out how you intend to communicate, consult and involve,
and may also cover issues such as community development. The Intouch toolkit will help you consider what such a strategy should contain.

Organisational Strategy:

This sets out your objectives on issues such as staffing, health and
safety, IT, etc.

Governance Strategy

This sets out your objectives on issues such as training, Equal
Opportunities, meetings, decision making, representation, etc.

Finance Strategy:

Many of the things the TMO wants to do will have a financial impact. The
Finance Strategy will usually include how you will achieve ‘value for
money’, ensure the TMO is efficient and how risk will be managed.

Go to the exercise on the CDRom or Appendix 2 (exercise 12) to set out the TMO’s
strategies.

Formulating and Setting Targets
Just as strategies say what you will do to make your objectives a reality, by setting targets you will have
something to aim for and to measure your future achievements by. When setting targets the TMO needs to
be ‘SMART’. This means that your targets should be:
SPECIFIC

the target should be clear and precise.

MEASURABLE

you should be able to measure whatever you are trying to achieve.

ACHIEVABLE

while targets should be challenging they should also be attainable.

RELEVANT

the targets set are relevant to the TMO and achievement of the overall vision.

TIME FRAMED

all targets should have a date by which they need to be achieved.

Go to the exercise on the CDRom or Appendix 2 (exercise 13) to set out the performance
measurements and targets you will adopt to help monitor the success of the business
plan.
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5.

Assessing the TMO’s Current Situation

In this section:
- We look at how the TMO should assess its strengths, weaknesses,
opportunities and threats.
- Consider how the TMO can analyse the external factors which may have an
impact on the business plan.
- We look at the (KLOE) evaluation model used by the Audit Commission and
consider how TMOs can assess themselves against such standards.
- Consider the relation between business planning and TMO benchmarking.
In order to plan ahead the TMO needs to have a realistic understanding of where it stands at the moment.
This analysis
analysis of the current situation should cover service provision, governance, organisation and finance.
Below we illustrate two types of analysis frequently used in business planning. Such analysis will help the
TMO look at both its internal strengths and weaknesses and also at the wider world in which the TMO
operates. Any group can complete this type of analysis – because it is about tapping into the knowledge and
experience you have as a TMO member.
SWOT Analysis
SWOT can be used to help you capture the issues which are likely to be important for the TMO when
planning ahead. The starting point is to explore the TMO’s strengths and weaknesses. Then, looking ahead,
what are the opportunities available to the TMO and what threats can you identify.
SWOT is very widely used by organisations developing business plans and its stands for stands for:
Strengths
S
trengths

“What are we good at within the TMO”?

Weaknesses

“What do we need to address within the TMO”?

Opportunities

“What is happening in the world outside the TMO which could be seen as an
opportunity for our organisation”?

Threats

“What is happening in the world outside the TMO which could pose a threat to our
organisation”?

Typically, you complete a SWOT analysis as a group and this could be where a facilitator would be useful –
as often discussion on strengths and weaknesses brings about discussion and debate.
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An example of the type of issues which could emerge from a TMO SWOT analysis is shown below.
Strengths

Weaknesses

•

Knowledgeable and dedicated staff

•

•

90% of residents rating our service
excellent or very good at the last survey
Modern offices
Experienced committee
Healthy surplus
95% of repairs completed on time

•

•
•
•
•

•
•
•
•
•
•

Threats
Transfer of stock planned to a housing
association our local authority (or the
merger of one housing association with
another).
Few contractors interested in delivering the
repairs and maintenance service and
concerns over value for money.
Increasing numbers of leaseholders subletting their properties – TMO has less
control/influence.
Council/housing association may reduce
allowances – particularly due to high
surplus

•

•

•

•

No training plan or budget in place for
training staff and the TMO Committee
10% of residents rating services as average
or below average
Out of date IT system
Low levels of TMO membership
Not good at spending on improvements
No appointment system for repairs
TMO has no way of managing risks –
increasing injury claims against the TMO
Lack of knowledge on employment issues
Opportunities

•

Stock transfer to housing association could
allow renegotiation on Management
Agreement

•

To explore transferring estate to new tenant
controlled body

•

To club together with other TMOs in the
area to let contracts and get value for
money
To involve all estate residents in estate
issues – encourage broader participation

•

•

TMO is in a regeneration area – additional
funding & new initiatives could be tapped.

Try to ensure you consider all aspects of the TMO, such as housing and estate services, governance,
financial management, stock condition, etc.
Once you have identified and agreed the key issues in the SWOT analysis, you can consider how these
impact on your business plan by considering:
-

How can you capitalise, sustain and build on your strengths?
How can you remove or otherwise address your weaknesses?
How can you take advantage of your opportunities?
How can you minimise the impact of your threats or better still reverse them and turn threats into
opportunities (such as in the above example, the threat of not being able to attract repairs
contractors could open up the door to an opportunity to club together with other TMOs)?
Go to the exercise on the CDRom or Appendix 2 (exercise 6) to undertake a SWOT
analysis. Above all, don’t hold back, this is the TMO’s chance to have a good honest look
at the issues it faces and identify which issues are having the biggest impact.
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STEP Analysis
Just as the SWOT analysis helps you look at the issues which may impact on the TMO, STEP analysis
examines the external world and environment in which the TMO is operating. Again, this type of analysis is
best undertaken as a group exercise and you may benefit from having a facilitator to help move discussion
along and question the issues raised.
STEP stands for:
Social

This could include social exclusion issues and equality of opportunity, population and
mobility.

Technology

This should include issues relating to IT and communications, but could also include
new techniques and innovations in relation to repairs and maintenance, customer care,
etc.

Economic

This could be issues such as Management and Maintenance Allowances, rising costs,
increased risk and the need to prove the TMO is efficient.

Political

This includes legal issues and could relate to the national, regional or local agenda.
This could be new legislation the TMO needs to be aware of and comply with or a
change of political leadership within the Council or the creation of a new group
structure, if you are based within a housing association.

Normally, an organisation would not include the results of this type of analysis in the business plan itself, but
the results should be used to help identify issues and priorities. It will also help the TMO see the bigger
picture and make connections between various strategies. You will also need to review your findings every
year or so. The world in which the TMO operates is changing all the time – so the TMO needs to have an up
to date understanding of the issues which will impact on the business plan.
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An example of the type of issues which could emerge from a TMO STEP analysis is shown below. But,
because every TMO is different, each TMO will need to think about its own issues.
Social
Aging estate population (or more families with
kids)
Residents’ expectations are generally high –
making them hard to please.
Abandonment of property increasing.
Crime and anti-social behaviour having an
impact on the community
Increasing customer care standards within the
council.
Political/legal
Likelihood of changes to Right to Buy rules –
impact of sales
Decent Homes and fitness standards
Tenant Compact or strategy adopted by
Council/housing association has requirements
re involvement and consultation
Best Value and CPA has given housing a
higher profile
Change of political leadership

Technological
Dependency on landlord IT systems or the
council/housing association want to develop a
new IT system which includes the TMO.
All other services offered by the landlord are
channelled through a call centre.
E-government and e-commerce being
developed – TMO could be left behind
Systems development and complexity – issue
about TMO having the know-how.
Decent Homes (see below)
Economic
Interest rates could fall leading to a reduction in
interest the TMO earns.
Building trade costs rising
Unemployment and training needs within the
community
Poverty and deprivation issues
The drive for efficiency savings within
council/housing association
Decent Homes (see below)

Once you have completed the STEP exercise, look at the points you have raised and consider if they are
also potential opportunities or threats and add this to your SWOT analysis. In the above example, this TMO
has identified the fact that the population on the estate is becoming more elderly. This in turn could result in
more properties requiring aids and adaptations and the need to get younger tenants and residents involved
in the TMO.
Go to the exercise on the CDRom or Appendix 2 (exercise 9) to undertake a STEP
analysis. Remember, STEP is usually best undertaken by a group of people and may
require a facilitator. You could think of combining the SWOT and STEP analysis into one
session.
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TMO Benchmarking
Benchmarking is used by some organisations to compare themselves against others to see how well they
are doing. Benchmarking can be a powerful tool for those TMOs now undertaking business planning as it
gives a structured way for TMOs to uncover where they may need to consider improving.
The NFTMO has developed a benchmarking service for TMOs which covers service provision, governance
and financial management. The benchmarking combines facts and figures about your TMO (such as the %
of residents who are members, and % of urgent repairs completed on time) with self-assessment against a
series of standards established for TMOs.
If you have not carried out a benchmarking exercise you may want to think about doing so as part of
developing your business plan.
If you have already carried out TMO benchmarking, then you should be using the results to assess the
areas where the TMO has strengths and weaknesses and where improvements need to be focused.
By looking at the benchmarking results you can compare how well you do compared to others.
Tenant Management Organisation
Size Band
Density
Rent Collection as a % of Rent Due
Year Rent Arrears as a % of gross rent due
Average number of weeks to relet Empty Properties
% of Urgent Repairs completed within target time
Estate Cleaning self-assessment rating

A

B

C

D

E

F

G

H

I

2

4

1

2

1

1

3

4

4

High

Medium

High

Medium

Low

Medium

Medium

High

High

98.3%

n/a

98.6%

100.0%

99.5%

98.5%

99.6%

84.3%

97.9%

2.7%

11.6%

6.3%

28.0%

7.1%

13.0%

4.2%

15.8%

2.3%

14.6

2.9

5.0

8.1

9.7

3.0

3.5

4.7

10.0

83%

97%

93%

88%

99%

99%

93%

93%

91%

1.8

2.5

1.3

1.9

1.2

1.6

1.0

1.3

2.8

Go to the exercise on the CDRom or
Appendix 2 (exercise 7) to consider how
your benchmarking results should be incorporated into your business plan. If you have
not undertaken TMO benchmarking, now may be the time to consider doing so.

Housing Services and Value for Money – TMO Self-Assessment
The service provision issues explored by TMO benchmarking are general in nature. However, the Audit
Commission has developed a series of standards which it has called Key Lines of Enquiry (KLOE). These
are specific standards, based on national good practice, produced for a range of housing services. These
‘lines of enquiry’ are applicable to all providers of housing services – including TMOs.
Contained on the TMO business planning CDRom (and in Appendix 2 of the guide) are a series of selfassessment exercises based on the ‘key lines of enquiry’. Clearly, not all TMOs undertake all housing
services, and in some cases where a service is provided, the Management Agreement may allow for a case
to be handed back to the Council (such as cases of rent arrears over a certain limit). TMOs are invited to
use the self-assessment exercise in order to help identify where improvements in performance may be
required or a change of approach may be required.
As with benchmarking, TMOs can use the results of their assessment against the KLOEs to complete the
SWOT analysis and understand where strengths and weaknesses may lie.
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The services covered by the KLOEs include the following:
Value for Money (VFM)
Repairs and Maintenance (including improvements)
Rent Collection and Arrears
Resident Involvement (also included in the in-touch toolkit)
Tenancy and Estate management (including leaseholders)
Empty Properties & Lettings
Go to the exercise on the CDRom or Appendix 2 (exercise 8) to undertake the ‘key lines of
enquiry’ analysis based on the specific services the TMO is responsible for. Once
completed, the results of the analysis should be studied to help identify areas for
improvement to be incorporated into the business plan.
The Decent Homes Agenda
The requirement for local authorities and housing associations to assess their ability to care and repair for
their housing stock – and the drive to achieve the Decent Homes standard by 2010 is leading to both
improvements to existing stock and, in some cases, fundamental changes in the way housing stock is
controlled.

How could Decent Homes impact on a TMO managing council
housing?
The options facing Councils needing to ensure that it can fund the works required to achieve and sustain
the standard include:
•

Stock transfer: The Council’s housing stock is transferred to new landlord (either a new one
set-up by the Council or existing housing associations).

•

Arms Length Management: The Council continue to own the housing stock, but passes
management responsibility to an Arms Length Management Organisation (ALMO).

•

Private Sector Finance (PFI): The Council enters into a long-term partnership with a private
sector organisation which involves transferring management and other responsibilities in
exchange for stock/estate improvements.

•

Stock Retention: The Council continues to manage its stock – as long as it can show (via a
Business Plan) it can achieve the Decent Homes standard by 2010 with the existing financial
resources

How it affects your TMO will depend on issues such as: the extent of work required to bring properties up to
the decent homes standard; whether or not the TMO is responsible for major works, and so on. TMOs need
to have a clear understanding that decent homes has significant business planning implications – and the
TMO needs to plan to take on board any chances the drive for decent homes will have on its operations.
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The NFTMO has issued separate guidance on Stock Options, which should be consulted for more
information on the impact of decent homes and stock transfer on TMOs.

How could Decent Homes impact on a TMO managing housing
association housing?
Housing associations are also required to bring their homes up to the decent homes standard by 2010.
Many TMOs now based in housing associations were transferred as part of the Large Scale Voluntary
Transfer (LSVT) process.
Housing associations also are required to have business plans. These business plans set out the longer
term future of the association, including the financing and sustainability of decent homes.
The TMO may be required to show how its plans and strategies complement the business plan of the
housing association, particularly in critical areas such as the maintenance and repair of the association’s
housing stock.

It is likely that the implementation of decent homes will have an impact on the long-term and day to day
management of the TMO. An example of this could be improvements to kitchen/bathroom components
which may need repair and replacement. If the replacement of such ‘components’ mean that they require
less maintenance the TMO may see a positive impact on the repairs budget. The TMO business planning
spreadsheet contained on the CDRom allows TMOs to model the impact of decent homes on the TMO’s
finance.
TMOs responsible for major works may receive additional funding to undertake work related to decent
homes. Depending on the scale and nature of any programmes relating to decent homes, the TMO may
have to think through issues such as the recruitment of new staff, consultation with tenants and
leaseholders, and ensuring efficient procurement measures are put in place.
Go to the exercise on the CDRom or Appendix 2 (exercise 10) to capture issues in
relation to ‘Decent Homes’.
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Maximising Your Resources – Efficiency
All TMO landlord organisations are required to submit Annual Efficiency Statements (AES) each year – that
includes Councils and housing associations. The AES is in two parts:
•
•

Looking forward – efficiency targets are set out for the coming year
Looking behind – confirming the efficiency gains that have been achieved in the financial year

This guide strongly recommends that TMOs consider the implications of efficiency in their organisations and
business plans.
The main emphasis for landlord organisations and TMOs is really about improving the quality and
performance of services that you deliver. So working efficiently will enable your TMO to direct resources
where they are most needed and added most value.
What is the efficiency agenda about?
Efficiency is not about making cuts or simply reducing costs. The ODPM states that improving efficiency is
about continually developing more effective ways for customers; tenants and communities.
Here is a list of questions that you should be thinking about when developing your business plan:
9
9
9
9
9
9
9
9

Are we providing value for money?
Do our customers think so?
Are our buying methods effective?
Is our organisational structure efficient?
How can we reduce our overheads?
Can we provide our core services more efficiently?
Should we look at shared service provision?
Are there any current services that we cannot provide cost-effectively?

Value for Money
The Audit Commissions Key Lines of Enquiry KLOEs on value for money represent sets of questions and
statements around either service or judgement specific issues which provide consistent criteria for
assessing and measuring the effectiveness and efficiency of TMO services. These KLOEs are designed to
provide your landlord with a framework through which to view and assess your services.
Go to the exercise on the CD Rom or Appendix 2 (exercise 8e) if you would like to
complete the KLOEs value for money exercise.
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6.

Building Good Governance into the Business Plan

In this section:
- We explore why the TMO needs to include issues of good governance in the
business plan
- We look the importance of good governance in realising the TMO’s vision and
commitment in areas such as the empowerment and involvement of local
people
Why is Governance an important part of the TMO Business Plan?
Good governance is a critical aspect of tenant management and is seen by many as the deciding factor
between success and failure. Issues such as membership, committee control and decision making are what
make TMOs different from other types of organisation. Issues such as equalities and the need for the TMO
to be ‘in-touch’ with all of the communities it serves, form an important part of the TMO’s work. You should
look at the ‘In-touch Toolkit’ in order to explore these issues further.
The business plan should identify the governance strengths and weaknesses and what needs to be done.
What do we mean by Governance?
Membership
Which includes:
Decision Making
Which includes:

Membership policy
Membership levels
Actions and strategies relating to membership
Key decision making processes
Reporting procedures
Actions and strategies relating to decision making

Management Committee (Governing Body)
Which includes:
Appointment of officers and membership
Attendance levels
Actions and strategies relating to Management Committee
Communication & Accountability
Which includes:
Communication strategy and events
Resident Satisfaction results
Consultation undertaken
Resident Involvement Strategy
Actions and strategies relating to Communication and Accountability
Equality of Opportunity
Which includes:
Identification of stakeholder groups and communities
Issues relating to hard to reach groups
Disability Act
Equalities Action Plan
Actions and strategies relating to Equality of Opportunity
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7.

Your Organisation and People

In this section:
- We look some of the key organisational issues TMOs should consider when
developing a business plan
What do we mean by ‘Organisation’?
Ask any well performing TMO what its key strengths are and you are likely to find organisation and people
near the top of the list of answers. Because how you are organised is likely to have an important part to play
in the success of the TMOs plans, strategies and day to day operations, it is a critical area of the business
plan.
Plans and strategies alone will not bring about change – you will need to be an effective organisation to
deliver your business plan. Therefore, issues such as training, staff motivation, having efficient ways of
working and procedures that protect the health and safety of staff and customers are critical to the success
of the TMO. The IT that you use to run the business is likely to have an important part to play in the TMO’s
future.
Areas to consider under organisation include:
What do we mean by Organisation?
Human Resources
Which includes:

Role of volunteers
Staffing levels
Roles and responsibilities
Staff feedback
Recruitment, retention and succession plans
Actions and strategies relating to Human Resources
Training & Development (Staff, Committee and members)
Which includes:
Training provided
Procedures for identifying and commissioning training
Training Needs Assessment
Training Plan and priorities
Training budget
Actions and strategies relating to Training and Development
Risk Management
Which includes:
Health & Safety
Insurance
Risk Assessment
Data Protection
Actions and strategies relating to Risk Management
IT
Which includes:
IT systems used by the TMO
Development and management of TMO web site (where
applicable)
Equipment (Computers, printers, etc)
Actions and strategies relating to ICT
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Human Resources
For those TMOs that employ staff, the relationship between the TMO and its workers is often cited as one of
the keys to success. Unfortunately, there are also examples where poor ‘people management’ by the TMO
has gone on to cause irreparable damage.
You may need to consider adopting a specific HR strategy for incorporation into the business plan.
Regardless of how many staff, or the complexity of the relationship between the TMO and those it employs,
the business plan must address issues such as:
-

Training and development of staff
Performance management
Employment law and regulations
Continuity (sometimes called ‘succession’) planning (that is ensuring the TMO can continue to thrive
in the event of a key worker or committee member leaving or resigning)

Training and Development
Training and development is vital to the success of any organisation and its employees. Having an effective
training and development plan ensures that employees are adequately trained for their jobs.
Training needs are found where there is a gap between the knowledge, skills and attributes required and
those already possessed by the organisation and employees. The gap
But look at the
between the knowledge and skills you
Of course the
date!
TMO doesn’t
need and those you currently possess are
I was still at
need more
school…Junior
identified through the process of Training
training – we
school!
have
a
certificate
Needs Analysis (TNA).
of competency

you know!
Every business plan should contain an
appraisal of the training needs it has identified. So, for
example you might be implementing a new computer
system for running your finances. This is likely to lead to
staff and some committee members needing training to
operate the new system.

Clearly, new or developing TMOs need to ensure that they can demonstrate that they have the
competences required to run an effective organisation and meet the requirements of the Management
Agreement. However, established organisations need to show how it brings on and trains future generations
of TMO Committee and Board members.
Legislation and the TMO
As TMOs are well aware, a raft of legislation applies to the way services are undertaken and the
organisation is run. The process of preparing a business plan may well have started to help identify areas
where the TMO need to take action.
Go to the exercise on the CDRom or Appendix 2 (exercise 11) to help identify actions the
TMO may need to undertake to ensure it is aware and compliant with key legislation.
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Risk Management
TMOs – like any business providing services and managing finances – face a wide range of risks.
All TMOs need to think about how they go about identifying risks and the procedures they have for
containing and/or managing risks. Because it is such a critical area of organisations such as TMOs, the
business plan needs to show how risks are being managed and what the impact of such risks could be on
the TMO.
After completing an initial risk assessment it is important to maintain regular checks to ensure your business
is managing the risks it has identified. For instance, if your business plan rests on the TMO achieving a
certain level of income, what are the risks relating to this and what actions can the TMO put in place to
minimise the likelihood of the risk materialising?
Common Risks Identified by TMOs
Risk

Issue

Empty properties

Voids can be expensive to turnaround and can create a risk to the
budget if the cost of reservicing void exceeds the level agreed within
the management agreement or the number of voids increases.

Staffing

A number of risks can be identified with regard staffing, including,
sickness, claims for unfair treatment (resulting in an Industrial
Tribunal), high recruitment costs, lack of continuity management.

Fraud

All organisations are exposed to fraud and the improper use of
funds. TMOs are no different. TMOs need to ensure that appropriate
checks and balances are in place and that its affairs can be
scrutinised via a robust internal audit.

Health and Safety

A growing number of TMOs have faced claims due to issues of
health and safety. A knock-on effect of making claims against
insurance the TMO may have is likely to be higher annual premiums.

Stock loss

Business planning should address any risk with regard the loss of
stock and the effect this may have on the TMO’s finances.

Uncommitted surplus

Some TMOs have found that carrying an uncommitted surplus above
a certain level has left them exposed to claims by the landlord
organisation that perhaps allowances are too high.

Lack of a contingency fund

All businesses need to ask a series of ‘what if’ questions. Cashflow is
a significant issue for TMOs, particularly for those employing staff
and carrying contractual commitments. In the light of a dispute with
the landlord over funding – or other reasons which could slow down
payment of allowances, an appropriate level of ‘contingency funding’
– typically a surplus or reserve account - should be allowed for.
Some TMOs have aimed to maintain a ‘surplus’ equivalent of one
quarter’s management and maintenance allowances.

Further issues of risk are explored in the next section in relation to financial management.
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Risk Assessment
TMOs new to risk assessment and risk management are strongly advised to
ensure they have the appropriate level of knowledge and the systems in place
to manage risks appropriately.

The TMO business plan had
given Jeremy a real sense of
purpose. What could possibly
go wrong?

In terms of business planning, high level risks should be identified and dealt
with according to the level of threat that risks poses to the TMO (this exercises
clearly has parallels with the SWOT analysis undertaken earlier). In terms of
effective management and the preparing of action plans to deal with risks, the
TMO could consider four primary options, or a combination of options.
Depending on how the TMO intends to tackle or reduce the risks, issues may
emerge for the business plan. These could have an impact on the resource
and/or financial planning.

Your Four Options to Manage Risk

Questions

Tolerate:

Do you have any options or do you just have to put
up with the risk? (an example could be an
unfavourable clause within the Management
Agreement).

Transfer:

What would be the impact of transferring the risk
elsewhere? (such as shifting aspects of the TMO’s
responsibility to the council/housing association)

Treat:

How will you treat this risk, have you considered
another option? What makes this clause
unfavourable – would improved TMO performance
change things?

Terminate:

Is this the best method for managing the risk? This
could involve handing back a whole area of
responsibility to the council/housing association.

Go to the exercise on the CDRom or Appendix 2 (exercise 16) to help identify the options
available to the TMO with regard risks it has identified.
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