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Performance Management in Hybrid Organisations: A Study in Social Housing

Abstract

The nature and role of social housing across th®pean States is growing more diverse every
decade. From the wide range of social housing psreentage of total housing stock, the many
different housing options provided, to the vastgrof housing allocation mechanisms and differing
levels of equity delivered by such mechanisms,addwusing across Europe presents an increasingly
complex social challenge. As such a one-size-fitsedution to these challenges is unlikely to s
itself, and researchers are therefore forced tadam the specifics of a region or state—this & th

case with this study.

Within the UK, Housing Associations (HAs) have mdya fundamental role within successive
government social housing policies for at lease¢hdecades. However, through a succession of
legislative changes, welfare reform and the deegmun of their non-profit social role, HAs have hee

fundamentally challenged, and are now exposedrtgpettion from private registered providers.

This study poses the overarching research questioat role does performance management play in
the transition to a competitive hybridised sociausing sector? Exploring this question, the paper
analyses the effect of this transition throughiingbnal isomorphism and considers specificallyvho

a sample of English HAs sense uncertainty withia fiocial housing sector and respond to the

coercive, normative, and mimetic isomorphic pressat play.

This study finds the primary mechanism by which H#spear to sense and respond to external
changes within the sector is through their stratggirformance measurement systems and metrics.
Social, political, and competitive changes in tleetsr are ‘sensed’ as a misalignment within the
existing strategic performance metrics, exertingmsrphic pressures on the organisational
governance team to respond by realigning the pegoce metrics with the sensed changes. In this
way, we posit that strategic performance measureiselinked to and plays a much more pivotal

role, in the hybridisation of third-sector orgarieas than previously reported within the literatur

Examples of such realignment include the increasedof benchmarking performance as a normative
practice, and the replication of perceived besttme from the private sector to remain competitive
and sustainable. Such changes reflect on an ineghasybridised position for HAs, which now

focus on improving business-critical activitiesthex than simply producing performance data as a

means of demonstrating good governance and corapliatheir regulatory body.
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1. I ntroduction

The social and economic changes over the last te@adkes have brought increasingly greater
commercialisation of what were not-for-profit commity-managed organisations. The coming
together of several factors—the paring back of re¢éitinded public services, and the rebalancing of
public service delivery to include the public, @g and third sectors—has resulted in a blended or
hybridised social sector. The resulting tensionthisf changing position are all too clear and Hade

to improvements in operational capability, manageaunpskilling, and a refocusing of governance to
be on par with the rapidly developing sector. Iis thtudy, we focus on the role organisational
performance management has played in this transitiwhilst performance in third- sector
organisations has been a popular focus of acade®séarch for some time (Moxham 2009; Micheli
& Kennerly, 2005; Fletcher et al., 2003), the rofeperformance as a transformative mechanism,
allowing non-profit organisations to adapt to a figised competitive environment, has not been

presented.

Using examples from social housing, the relationdbhetween the external pressures for change,
viewed through the lens of institutional theory atite adoption of increasingly sophisticated

performance measurement approaches as a respdhssdahanges, is explored.

Housing associations (HAs) operate at the intei@eadf the private rental housing market and the
public social housing sector, in what can be dbsdrias a ‘mixed public-private not-for-profit
model’. Such mixed models of public service delfwvby commissioned third-sector organisations
have become increasingly popular within the UK erow (Billis, 2010; Van Bortel & Gruis, 2019;
Laffin, 2019). Blessing (2012), notes the increglircomplex intuitional reality of HAs, describing
this as a dualism of ‘state and market’. As a cqueace of legislative and funding changes (Housing
Regenerations Act, 2008), HAs now compete diresttih private social housing landlords classed as
Registered Providers (RPs) in a ‘market correctgdtie state’s competitive model’ (Blessing,
2012)—yet HAs are still obliged to act as not-foofjt entities fulfilling a social mandate to prola
housing for the vulnerable population. Under theswvnsocio-economic climate, HAs clearly fall
within the definition of hybridised organisationBréndsen et al., 2005)—they span the state and
market interface, must balance trade-offs betweamiak responsibility and commercial goals and
must manage their business to compete effectivily pvivate sector landlords (Mullins et al., 2012)

Billis articulates this as the ‘departure from fhee form of the voluntary association’ (Billis, 20)
p. 3).

Within the context of HAs, we suggest that the @enance management approach adopted has a

more fundamental role than just measuring and tegpkey performance indicators (KPIs). We



argue that the performance management system ipribhary mechanism by which HAs sense
uncertainty within the sector, and hence the ttemsto a more hybridised competitive environment,
brought about by successive and rapid legislathenges in the social housing sector as outlined

below.

The first change was the Housing Regenerationg2068), which introduced new competition in the
form of registered private social landlords (RPa) $ocial housing—RPs are different from the
private sector landlords. The second legislativenge was the Localism Act (2011), which devolved
decision-making on social housing to local autlesiind allowed them to set up flexible fixed term
renewable tenancies. The third legislative change the Welfare Reform Act (2012), which paved
the way for welfare payment cuts for unoccupiedrbenhs as well as integrating separate welfare
payments under one payment known as Universal Credaddition to the legislative change, the
regulatory body governing the institutional struetshas been reformed and renamed three times
since the Global Financial Crisis (GFC), beginnivith the Tenants Services Authority in 2010, the
Homes and Communities Agency in 2012 and Housirgjdfwl in 2018. Each subsequent reform has
resulted in an increasingly competitive environméoim reporting performance for governance
purposes to managing performance for future vigbilFurthermore, considering performance
management from this standpoint allows a conteXtoklto be established between the isomorphic
pressures sensed by organisations through suchgehaand the consequential response of

organisations through their performance managesyetéms.

In presenting this argument we focus on three ssuaf supporting evidence: (1) the changing
market and socio-economic pressures which influgheeHAs choice of performance management
systems and metrics, (2) the design, implementasiod use of HAs performance management
systems and metrics and, (3) the transformativecefif these performance measurement choices on

how, and to whom, HA performance is now reported.

The paper now considers the emergence of hybiidigpcial housing from several perspectives—the
relationship with organisational performance; poldiector influences and the resulting changes
within this sector; key differences with Europeg@p@aches, and finally the role of isomorphism in
offering an understanding of the forces at playhwibusing association governance. The research
methodology adopted for this study is then outlinEeke qualitative results and analysis are presente
and the implications then considered in detail initihe discussion. Finally, the paper concludes by

considering the implications for theory, practica dimitations of this study.



2. The relationship between performance and hybridity in Social

Housing

Using a theoretical lens of institutional theorgdahe models of social and competitive isomorphism
contained therein, DiMaggio and Powell (1983) idgnthree types of institutional isomorphism—

coercive, emanating from political influence anduiss of legitimacy with respect to compliance;
normative, the mass adoption and professionalisatio practices across a sector, and mimetic,
relating to the imitation of other organisationsstructures, such as the private sector. Institatio

theory has been extended by Ashworth et al. (2@97introducing compliance and convergence.
They define compliance as the extent to which asgdions in the field are moving in the directidn o

the isomorphic pressures, while convergence relatébe degree that organisations are similar. A
further study by Manville et al. (2016) found ewide of normative isomorphism, via the regulatory
body at that time (the Tenants Services Authobfchmarking HAs against KPIs. Further evidence
of normative behaviours within the sector have gmérthrough Housemark which now provides the
benchmarking service (Housemark, 2019). Housensaitkel sector’s largest membership organisation
and is owned jointly by the Chartered InstituteHofusing and the Housing Federation with a stated

aim of improving business performance across tbhtsand sharing best practice (Ibid).

Di Maggio and Powell, (1983) argue that mimeticermive and normative pressures exerted are
sensed by the organisation, and lead to an intemaahgerial response, often in the form of refrgmin
the strategic measures of performance to bettgn alith the sensed external pressures. This study
examines how such changes in organisational peaiocen measures are linked to the mimetic,

coercive and normative pressures, and the manbgesmonse to these pressures.

Despite the increasing popularity of performancenagement systems in public organisations, there
are notable issues related to their rationale agglgd, implementation and application, and the
delivery of dysfunctional outcomes at odds withsthantended (Gerrish, 2016). Such criticism
implies the role of performance management—at li@astrapidly changing public sector context—is
not yet fully understood (Arnaboldi, et al., 201&hd may be influenced by subtle and as yet niyt ful
described factors. Furthermore, whilst hybridityfeen cited as an outcome of the structural change
taking place between the market and the state §Blg$2012), the performance management system
requirements of such hybrid organisations are atgoyet defined or understood. Social housing is a
typical example of such hybridity, and in this pajgeused as a vehicle to explore the requirements,
drivers, and opportunities that arise from develgmnd introducing new systems and approaches to

organisational performance.

2.1Public sector hybridity



The definition of hybridity in public service dediwy relates to organisations or institutions where
there is a combination of private, public and thsegttor (civil society) engagement in public sesvic
provision (Billis, 2010). Private sector principleave been adopted in the public sector since the
early 1990s under the topic of New Public Managdngeivnod, 1995), and the Post-New Public
Management era of the late 2000s onwards (Laffd92 This began with public and private
hybridity in the UK with competitive tendering, @ourcing and other market mechanisms (Mullins,
2010). Competitive tendering often led to privaisa via out-sourcing and hybrid delivery models

were a way of public services being retained byldlkeal authority (Pawson, 2006).

Hybridity continued to develop in civil society bwias primarily the resulting outcome of structural
changes in the public and third sectors, initidbtgdthe compact agreements which gave the third
sector a greater opportunity in public servicewsly. The compact agreements made little reference
to private sector participation (Kendal, 2000) oPtb the GFC of 2008, the most radical hybridisati
was the evolution of arms-length management orgéioiss (ALMOs)—entities owned by the local
authorities but with autonomous control and incoaped as a limited company. According to Pawson
(2006) they offer compromise for concerns of teaarita stock transfer to either the private sector

to third-sector housing associations. Although AL$1@e a type of hybrid organisation, they are
limited to trade only with their own local authgritAnother form of hybrid organisation that provide
more commercial freedom is the local authority imgdcompany (LATCo), which is able to trade
with other local authorities and to a lesser extaké on private contracts (Gov.Uk 2019b). Several
factors contributed to a renewed settlement wiipeet to public service provision—the 2008 GFC
and the ensuing government cuts in public servicvigion (HM Treasury, 2015) led to the
rebalancing of the public sector under Cameron®.(22016) Conservative Coalition government’s
‘Big Society’ initiative. Although the Big Societyoncept has fallen out of favour in recent yedrs, t
reforms resulted in a more commercialised third@wewith correspondingly greater exposure to

market competition and risk (Milbourne and Cushn21,3).

One of the most adopted private sector serviceawgment philosophies by the public sector is the
implementation of lean thinking which has enjoyedesurgence following the GFC. Mimetic
improvement using the lean philosophy is partidylavell-suited for the austere conditions of a
‘Great Recession’ recovery on account of its ‘dorenwith less’ approach (van Dun, Hicks &
Wilderum, 2017, p174). In a service context, thma af lean is to improve service performance; two
comprehensive global literature studies have récérden conducted to evaluate its adoption in
public service (Rogers and Antony, 2019; Lukraf®dya and Echeveste, 2020). The Rodgers and
Antony study reviewed 120 peer reviewed studietean published in CABS-ranked journals in the
field of lean and six sigma. The Lukrafka, Silvaldecheveste study reviewed 73 case study papers

covering 100 examples of lean implementation in plublic sector. Both studies conducted a
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comprehensive review of the literature by geograpbégion and concluded that Europe was the most
studied area, and the United Kingdom was the nesstarched country by a considerable margin with
the USA trailing in second place. The study rewda@dacuna of research in the European countries,
which mainly focused on the Scandinavian countoieBenmark, Finland and Sweden each having

four studies (Lufraka, Silva and Echeveste, 2020).

2.2 Changing Hybridity within Social Housing
HAs traditionally exist to provide housing for loimcome and vulnerable members of society at
below market rates, and historically have beenfomprofit organisations that include charities and
ALMOs. During the twenty years before the GFC, deet base of HAs grew significantly as a result
of large scale transfer of public sector (counkdlusing stock to HAs (Mullins, 2010). HAs offer a
service across a wide group of tenants with diffgneeds; some focus on vulnerable tenants, and
others cater to tenants of pensionable age by girayisheltered accommodation . HAs although
ostensibly not-for-profit organisations, have beeferred to as a ‘distant uncle’ of the third secto
(civil society) (Mullins, 2010, p25); their hybrigliincludes an ability to generate an operatinglsisr
(profit that is reinvested back into the organali (Mullins, 2010). Because of their inherent
commercial nature, HAs have not suffered the lesddprdeficit when dealing with externally
imposed restructuring, which Fryer et al (2009uadywas prevalent in the public sector.
Notwithstanding, the GFC stimulated even greateglteof hybridity within public service provision
in the UK, especially within the already highly cowercialised social housing sector. A special issue
of Hybridity in Social Housing was commissionedthg UK Third Sector Research Centre, edited by
Mullins et al. (2012). Several international stedan hybridisation in social housing have defined a
number of characteristics of hybridity within thector. In Australia, five typologies were identifie
which ranged from traditional not-for-profit orgaations to privately sponsored special purpose not-
for-profits, and uncertainty was cast on the finahaability of some models (Gilmour and Milligan,
2012). Another study identified several interprietad of hybridity from a comparative study in
Australia and the Netherlands. The interpretatiamged from the ‘magical’ to the ‘monstrous’. The
‘magical’ interpretation viewed hybridised sociadamarket value housing, whereas the latter cross
subsidised the former. The ‘monstrous’ interpretativas viewed as a transgression from the binary
opposition of state and market provision (Blessi2@]?2). A study of social housing in the United
States of America also revealed cross subsidisafiomarket value and social housing (Nguyen et al.
2012). In England, Mullins et al., (2012) discussedious examples of hybridity within social
housing including mixed private and state financimgoridised governance and hybridised products
and services. A later study by Mullins and Ache&®1.4) within Northern Ireland identified business
challenges within HAs such as pressure to serviemd, generate rental income and maintain
occupancy levels. A summary of key findings of recgtudies of hybridisation within social housing

are shown in Table 1.



Insert Table 1 and Title Here:

2.3 Social Housing in Europe

The Netherlands, highlighted in the study by Bleg<2012), have the largest provision of social
housing stock. Western European countries—AustDanmark, Sweden, the UK, the Czech
Republic, France and Finland—have traditionally hadignificantly higher percentage of their
housing stock comprised of social housing (Hou&ingope Review, 2012 & 2019) as summarised in
Table 2. The diverse spread of social housing (geraentage of total housing) across Europe
indicates a growing difficulty in treating sociabising as a homogenous sector across this region
(Laffin, 2019; Housing Europe, 2019).

Insert Table 2 and Title Here:

The geographical spread of studies regarding sbciasing follows a similar pattern to the studies
regarding lean implementation in public service d&s and Antony, 2019; Lukrafka, Silva and
Echeveste, 2020) in that the UK and Scandinaviamtries are the most researched. The majority of
the literature and empirical studies in social hogiHiave been focused on UK social housing (Walker
and Jeanes, 2001; Mullins, 2002; Malpas and Vi¢taf10; Pawson, 2006; Manochin et al, 2011,
Manville and Broad, 2013) with some limited studiesThe Netherlands (Priemus and Gruis, 2011;
Neiboer and Gruis, 2012; Blessing, 2012; Blessi@if,5, Aalbers, et al., 2017; and Van Bortel &
Gruis, 2019), and one key author focusing on thsetan social housing sector (Matznetter, 2002).
None of those studies have really focused on sernwprovement and performance measurement;

instead discussions were on how social housingesating on a more commercial footing.

The Netherlands studies discussed neoliberal csamgmurring, which were relatively modest when
compared with the UK. The extent of reforms to abbiousing in the Schengen area of mainland
Europe are generally very limited—making the UK exception on account of its post-GFC
neoliberal approach of reducing public spending Isthisimultaneously introducing further

commercial reforms to both HAs and their servicersigSameni, et al., 2015).

2.4 Changesin UK Social Housing L egislation

Scott (2008) argues that institutions provide dtmecand stability and the UK social housing sector

enjoyed a long period of stability. His researcfirdgss institutions as:



Institutions are social structures that have at&dra high degree of resilience [and are] composied o
cultural-cognitive, normative, and regulative elarsethat, together with associated activities and

resources, provide stability and meaning to solifial (Scott, 2008, p. 48)

Within these structures, HAs experienced a degfbghridisation similar to experiences of mainland
Europe. The hybridity within social housing had egeel within a climate of regulatory sustainability,
which had a single regulatory body, the Housingp@aation, in place for the previous thirty years.
However, the experience of HAs changed radicalliofong the GFC and the resulting crisis of
legitimation (Habermas, 1976) of the institutiosaiuctures in place. Within the UK austerity was
used as a remedy for facing up to the global castssteering media (Habermas, 1987) in the form of
regulatory and legislative change—changes in paavet financial reforms were induced into the

sector.

Austerity measures sought innovative means of domtge with less and the Conservative and
Liberal coalition government of 2010 sought to aehi this by the rebalancing of public services
away from state provision into a more mixed serdebvery of private, public and third sector as an
ideological goal. The flagship policy was the ‘BBgciety’ (Manville and Broad, 2013), which argued
for active citizenship along the principles argusdBovaird et al (2015), but the term was viewed
with suspicion and concern about a diminished statetor (Jacobs and Manzi, 2013) and was

ultimately dropped by the government.

These reforms promoted a more commercial hybrigitgocial housing than on mainland Europe
(Laffin, 2019), and the changes brought on throtigl steering media (Habermas, 1987) were
documented in the study by Manville et al. (200\8)th respect to power, the introduction of the
Housing Regenerations Act (2008) in the UK, whi@rdhded ‘for-profit’ regulated social housing
RPs (Registered Providers, 2016). Private RPs@tréha same as private sector rental market in that
RPs have to comply with the latest regulatory bfmatysocial housing (Homes England, 2019). Since
2010, there have been more than 45 new for-préfg tat compete alongside public and third sector

social housing providers (Gov.UK, 2019a).

As a result the traditional business model, whielhnagated a surplus for reinvestment, now faced
direct competition from for-profit RPs. This credtension in HAs as they wrestled with the trilogy
of commercialisation involving competing againsivate sector RPs, competitive tendering with
other HAs and associated service providers, whiidigated to maintain their not-for-profit mission
(Manville et al, 2016). The loss or gain of contsato or from other RPs also has had regulatory
implications for the transfer of terms and conditicof employment, which could include pension,

holiday entitlement and payroll—known as the transbf undertakings for the protection of
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employment or Transfer of Undertakings (ProtectibrEmployment) (TUPE) (Mullins & Acheson,
2014). Further examples of hybridity were highligghty earlier research (Manville & Broad, 2013),
which revealed that HAs were reaching out to exepartners such as global investment banks and
recruiting senior managers with experience, andhektrecord in related parts of the private sector
(Aalbers, et al., 2017). In recent years, this essilted in further hybridity as HAs have turned to
bond markets for long-term fixed interest capitédhrf Bortel & Gruis, 2019)—such initiatives are
subject to external credit ratings and requireking of financial expertise more akin to the Finahc

City of London than a not-for-profit organisatiovéinwright & Manville, 2017).

2.5 Greater Risks of Hybridised Social Housing

Recent studies of social housing (Mullins et all20Manville et al, 2016; Wainwright & Manville,
2017) identify increased risk through several hjisgd practices including: (1) hybrid financial
dependencies—the increasing practice of mixingstatl market funding through bond issuances, (2)
hybridised governance structures—representing the af both charitable and commercial
stakeholder perspectives and (3) hybrid products services—combining the activities of social

housing and neighbourhood support services (Mudinal, 2012).

Within England, other extrinsic examples of HA risiclude the impact of government cuts in the
form of legislative changes to welfare benefit refo(Welfare Reform Act, 2012), which directly
affects rental income, i.e. housing benefit is ngaid directly to the tenant instead of the HA. \&hil
arguably more appropriate, such a change in pblas/exposed HAs to the potential risk of greater
tenant arrears—another commercial aspect of shoiaing that HAs now have to manage. Finally,
the loss of benefits for working age poor who haxeess bedrooms (bedroom tax) is affecting
occupancy for HAs as tenants struggle to live @irthurrent accommodation within the constraints of
their reduced benefit payments (Manville et al1&0Moreover, the emergence of additional RPs are

providing further mimetic and coercive isomorphigrassures (Registered Providers, 2016).

2.6 I somor phism in Social Housing
Using the work of DiMaggio and Powell (1983) ando$q2008), this study defines institutional
isomorphism as the degree of homogeneity or siityilaaf one organisation to another and can

manifest itself as either structural, cultural atput-related factors within a sector.

Successive deregulations of institutional structunesferred to as the ‘bonfire of the quangos’
(Mullins, 2010, p11) have been an important drigéhybridisation within HAs. For instance, the
current regulatory body, Homes England (Homes Enfl2019) has changed names three times

since 2008; each time the regulation has been g@seyely lighter in touch (Manville et al., 2016).
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The weakening of such institutional structures hesulted in increasing levels of competitive
isomorphism, which drives change and forces orgdioiss to become more effective (Tuttle &
Dillard, 2007; Manville et al., 2016). In the coxtteof social housing, examples include regulatory
guidance (coercive), professionalisation of newcticas adopted by the sector (normative) and
copying best practice from outside of the sectamgtic). The greater prevalence of normative and
mimetic isomorphism has effectively provided oppaoities for HAs to develop their performance
measurement systems and metrics. Traditionally HAerely reported compliance and good
governance practice, but in the light of the regulaand policy changes outlined above, HAs now
require a more strategic performance mechanisme rakin to the for-profit RPs with which they
now compete. We now consider how HAs have empl@gtbrmance measurement in the context of

a response to greater levels of hybridisation nesident within the social housing sector.

2.7 Hybridisation and Performance

Performance indicators within public services seare array of stakeholders for the continued
function and reform of welfare states (Johnsen,520Performance can take many forms such as
competitive performance monitoring through leagalgds (Jackson, 2011), which has stimulated an
interest in benchmarking best practices amongst KManville et al., 2016). The rationale of
competitive benchmarking is to promote innovatiard amprovement. However, an unintended
consequence of comparing performance with compegtisothat it may simply promote isomorphism,
i.e. the tendency for homogeneity, to be similaotber organisations. Tillema (2010) states that
benchmarking can serve three purposes: (1) to saeét management tool for improvement, (2) to
create or reinforce institutional pressure and &3) an economic factor to influence choice.
Benchmarking has been employed in social housitigiutihe sponsorship of the regulator from 2000
and latterly by Housemark, a joint venture betwdka National Housing Federation and the
Chartered Institute of Housing (Walker and JeaB@6]1; Jones and Kaluarachchi, 2008; Manville et
al., 2016).

Internal performance monitoring within HAs has biatally been of a coercive isomorphic nature,
primarily to demonstrate legitimacy to either tlegulatory body or their private lenders (Walker and
Jeanes, 2001). Despite being highly regulated ¥er thirty years by Homes England’s predecessor,
the Housing Corporation, there have been many ebesmgf hybridised mimetic practice within
social housing from the application of Total Qualfanagement (TQM) principles to optimise
organisational effectiveness, business process\geeering to redesign business processes and
benchmarking to compare performance with other (iXalker and Jeanes, 200More examples of
hybridisation include the adoption of quality maeagnt systems such as ISO 9001 for continuous

improvement (Balzarova et al, 2004) and outsouroiingoncore peripheral services (Mullins, 2002).
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These are examples of performance improvement appes developed from the private sector and

applied within a HA context with the aim of improg key operational processes.

Other studies (Arnaboldi, et al., 2015) report tbeidence of balanced scorecard (BSC)
implementation (Kaplan and Norton, 1996), motivatéd improve performance (mimetic
isomorphism) as opposed to coercive isomorphismglila, 2007; Manochin et al., 2008). A later
study by Manochin et al. (2011) identified the usfenonfinancial and qualitative traffic light
performance indicators, used to demonstrate goedrgance to the regulatory body. According to
Marr and Schiuma (2003), the BSC is the most acamdiyn cited performance measurement
framework. From a practitioner’s perspective, tharddrd Business Review has credited it as the
most important business tool in the last severny-fiears (Bourne et al., 2005). However, there have
also been critics of the BSC who question its stthjigy and its lack of cause and effect linkage
(Norreklit, 2000; Ittner et al., 2002). Neverthedlesome HAs have considered copying private sector
best practice (mimetic isomorphism) by either aohgpthe BSC (Manville, 2007) or discussing the
possible implementation (Manochin et al, 2008). édtrexamples of mimetic performance
management are HAs’ considering adopting the EFQddelience model and citing private sector

organisations of best practice, such as BMW and (Maille et al., 2016).

3. Research M ethod

A qualitative analytical approach was chosen bez#usan reveal new insights to a problem through
the rich data that qualitative research provides{&by-Smith et al., 2015). Qualitative reseamésd

not necessarily follow a standard approach. Cag2eil6) acknowledges the diversity of qualitative
research, particularly in European literature, Wwhémcompasses many philosophical lenses such as
Bourdieu (1985), Foucault (2002) and Habermas (L98his study observes the changing
institutional theory through a Habermasian lensictvltonceptualises lifeworlds being colonised by
steering media of law and money (Habermas, 19&#his study, we posit that the UK social housing
sector is being colonised into a more competitaedbcape (resulting in increased hybridity) than
mainland Europe through the steering media of taaging political narrative following the GFC and

deregulation.

From the above literature review, an overarchingeaech question emerges: what role does

performance measurement play in the transitiondonapetitive hybridised social housing sector?
This study was exploratory in nature, so a qualigatesearch perspective was adopted. Through
posing this research question, we focus on thregribations: (1) the changing market and socio-

economic pressures, which influence HAs choiceasfggmance management systems and metrics,
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(2) the consequential design, implementation arel afs performance measurement systems and
metrics and (3) the transformative effect of thpegformance measurement choices on how and to

whom HA performance is now reported.

To further explore the use of performance managerrersocial housing, a multiple case study
analysis of the application and benefits of perfonoe management was undertaken. A multiple case
study approach was chosen for primary data cotledbiecause it is considered suitable for theory
building and is empirically valid (Eisenhardt, 1988 multi-method approach was adopted using
several sources of data: (1) the annual reporting representative English HAs over a three-year
period from each case organisation, (2) policy padormance documents were obtained from each
case and (3) a series of semi-structured intervients managers from case organisations. The
interviews were conducted using an interview framdwwith nine prompting questions around topic
areas of strategic challenges, motivations for quarhnce measurement and performance
improvement. Lincoln and Guba (1985, p. 235) recemdnthat ‘a dozen or so interviews, if properly
selected, will exhaust most available informatitminclude as many as twenty will surely reach well
beyond the point of redundancy’. However, to saféedwalidity and capture rich data from nine case
studies,a total of 38 semi-structured interviews were carrgait with senior managers across nine
organisations. An interview framework was develoftethcilitate consistency between the interviews
whilst providing flexibility to capture rich datade Table 3 below). The interviews lasted betwéen 4

and 95 min.

Insert Table 3 and Title Here:

The selection of case HAs was facilitated by a dralimg method (Lincoln and Guba, 1985)
recommended by the interviewees. This providedeesentative sample of HAs (see Table 4 below),
which served a broad constituency of tenants ranffiom working age tenants on low incomes, to
vulnerable members of society and the elderly. ifberviews were digitally recorded, transcribed,
and were subsequently summarised on separate teatamary sheets as a form of data reduction to
prevent getting ‘lost in a welter of detail’ (Milesxd Huberman, 1994, p51). This facilitated manual
thematic coding to elicit themes within findingsemhink et al. (2011) recommend that further
inductive codes can be added after reading appedgign30% of verbatim transcriptions. The coding
began with descriptive coding, followed by patteoding to yield a smaller number of emergent
themes. A coding list that defined the codes atatad them to research questions was devised for
this study. The coding process followed the qualggurance guidelines identified by Hennink et al.
(2011, pp 229-230).
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Insert Table 4 and Title Here:

As well as the semi-structured interviews, orgaiosal documents such as quarterly performance
reports, minutes of meetings, reports to tenants gariodic reports to the regulators were utilised
within this research. In addition, the study alsedi external benchmarked performance data from a
third party provider called Housemark, which offersbenchmarking service to all RPs of social
housing. Each subscribing HA receives access tenahmarked report against KPIs specified by the
regulatory bodies. In addition, the benchmark ddsa include KPIs that are critical success factors
(Johnson et al., 2011), which the tenants valugoangrovide competitive advantage. KPIs are
benchmarked against the sector using a combin#at tight and quartile benchmark tracked against
the performance of participating social housingipigants. The report suite also provides a histori
benchmarking performance against HA’'s own perforreain the previous year. The combined data
sources employed in this data-gathering exercigétéded triangulation (Denzin and Lincoln, 2011),

which aims to guarantee validity and reliability.

4. Results

In an increasingly hybridised competitive enviromtehis study found that HAs needed to measure
and manage their performance to remain financiadiple. Annual reports from websites of nine HAs
were collected and analysed over a three-year gbéno this study, to ascertain their financial
performance and profitability (expressed as a ssjplThe sizes of the HAs were small to mid-size
with turnovers ranging from £3M to over £100M (Qgk;. 2019c). During a three-year period from
2011/12 to 2013/14, the majority of HAs generataglsises ranging from 3 to 5 percent of turnover.
Making a surplus may be viewed by some researchsrshe evidence of hybridity, however,

surpluses have been the norm within the socialihgsector for many years prior to the GFC.

4.1 Regulatory Reform within Social Housing

The reforms to regulation within the sector havenessed several name changes to the body from the
Housing Corporation, The Tenants Services Authplitgmes and Community Agency and since
2018 Homes England (Manville et al., 2016; Homesgl&md, 2019). The coercive isomorphism has
evolved to progressively lighter levels of regudatand less prescriptive reporting requirementss Th
has meant that HAs have developed performance measwhich aligned with their more
competitive environment. However, unlike unregulativate sector landlords, RPs still need to

report on a whole sway of KPIs that are normativmgchmarked by Housemark.

4.2 Financial Reforms and I ncreasing Competition
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Additionally, changes in the tenant’s responsipitid pay rent as a result of welfare reform, which
switched payment from the HA to the tenant, meaks Heeded to closely monitor rental income and
protect against rental arrears caused by non-paymBnmis has been achieved by working

collaboratively with the tenants to help managertfirances through financial education schemes.
As part of their governance structure, there isallgla tenant serving on the board of a Housing
Association to represent the interests of the tna@dthough the sector may not have been supmortiv
of changes in welfare reform, HAs have accepted racdgnised that they must adapt to remain

competitive in this new socio-economic landscape,ia some cases take on greater risk.

One CEO referred to his HA as a social businesswarglunequivocal that HAs should demonstrate
self-efficacy and that they are different to thetest
Well, we need to make a profit, you know, or alsistpas we call it in the third sector, same
difference. Because we need to be reinvestingntioaiey; and also, if we don’'t make a profit,
we go out of business, ‘cos there’s no one thernéngato give us loads of money, you know.
(HA1 CEO)

Another HA CEO described the relationship betweendrganisation and local authorities and who
takes the greater risk.

| think we are a deliverer of public sector contgcand Local Authorities strongly govern
and influence what we do. But we take a lot ofrtsie So in the sense of risk management
and needing to be commercially minded, we’re muohenlike the private sector than the
public sector | think. So we sit right in the nigldhere with a lot of the accountability
requirements, which is different to the privateteec

(HA2 CEO)

Another HA was established following an asset fiemfom the public sector to a separate third-
sector entity with the employees joining the orgation through TUPE. The director believed that
this hybrid form of delivery led to a more respmesservice to tenants.

It's all really about flexibilities. We were reained in terms of decision taking by the
Council process and the reporting process priogédting it up to the Committee or to the
Cabinet. It could take 8 to 9 weeks to get a stmgport that's been produced through, so
you could actually implement it. So that the famvalanning was very significant in terms
of if you wanted a particular date, you knew whgoet had to go. But the timeframe now
within (our organisation) has been reduced dowrsame instances, to a day, depending on
the delegations given to Head of Services (whim), or to the Executive Directors, which
we have three, and a Chief Exec.

(HAS5 Dir)
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4.3 Housing Associations are not a Homogenous Group

Some HAs were affected by welfare reforms more thidwers. In the 2013-2014 tranche of annual
reports, there were a couple of outlying surplgsifes ranging from 1% (HA4/14 — servicing high-
risk vulnerable tenants) to 10% (HA7/14 — servicold age pensioner tenants exempt from welfare
reforms). When asked their opinion as to why perai® were not subjected to housing benefit
reforms, one of their Directors respondé@da nutshell, they are more likely to véie government
elections]...” (HA4 Dirl). Such thinking is potential evidencetbf coercive isomorphism present
within HA senior management. Another larger HA (HB®1) made it clear that they would not
focus on vulnerable tenants requiring a packagsupported living, and added that the maximum
benefit cap on tenants may affect their decisioopterate in high rental value areas. HA2 voiced the
concerns for both tenants and the housing assomiatiating to changes to welfare reform in the

form of Universal Credit and the so-called Bedrobax.

So all the changes to Benefits, and that's goingpke two or three years to work its way

through the system. And that's going to take mang of individuals’ pockets, but it's also

going to affect their rights to housing and the eh@ft of things, and it's going to mean real

financial risks for us as well.

(HA2 CEO)

HAs provide housing and in some cases supportedylior low income and vulnerable service users
(tenants). Neither HAs nor tenants are homogeneaspg as they cover a broad spectrum. For
example, tenants may be in receipt of state sugpettare) and/or require supported living, whereas
other tenants may be working in stable jobs butoaréow incomes. Both tenant groups qualify for
social housing, and HA3 have increased their fasughe latter group as it still technically sagsfi
their mission. The rationale for HA3 making thisowe in high rental areas was because of an
increased risk for rental arrears, particularlyhigh rental geographic regions, which could have a
financial impact on the HA. Working tenants or nearking tenants living in areas where rents are
comfortably within the maximum welfare limit, offer more stable income stream for HA3. On the
other hand, a tenant in receipt of welfare paymesqsiiring supported living is a more challenging
service user and HA2 has highlighted the risk tthkibe tenant and HA in the context of benefit
reform being paid direct to the tenant rather ttenlandlord (HA).

4.5 M easuring and Managing Perfor mance
All the case HAs developed and worked to their a@mmercial business plans, which included
financial and non-financial reporting including qugaly internal accounts, reviewed by their intérna
committees. The quarterly accounts also includedeta and actual figures along with variance

analysis to manage by exception; a common prattitiee private sector. Some reports also included
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traffic light metrics, which were generated on BXcem imported management information systems
data. One of the HAs had implemented a sophisticatsscading traffic light BSC, adapted from
private sector best practice (mimetic isomorphigmdyiding a line of sight from their strategic pla
to operational levels of the organisation. A summaf their business plan was visible to their
stakeholders through their website. The motivafemimplementing the BSC was expressed by a
Director.

To have an integrated system, we were focused @il dather than business-critical stuff.

Another reason (is that) we have not been goodret setting and we lacked consistency.

Hopefully the balanced scorecard will address tfi$Al Dir2)

Another HA had an equally robust means of perfoceaneasurement but was less visual but equally
effective. HA3 explained in more granular detaihofv their scorecard was used.

Yes, we have performance indicators that starhattop of the organisation, so the board

receive overview indicators across all aspects o$itbess on the basis of a scorecard
arrangement. And that then is drilled down throdlgl committee structures, so you have a
more detailed set of indicators going to the sexsiand performance committee, and that
will be around a range of indicators, around botie tquality of the service and the speed of
the service that we are providing; how quickly we ketting homes, the levels of residents
satisfaction, with a range of the services thatdsbver, turnover within both tenancies and

staffing, the number of new homes that we've gaiitena whole range of indicators.

(HA3 Dir 2)

In another example, HA1 used visual performanceaas of their overarching business strategy by
purchasing and customising proprietary BSC softwailered to their industry and the scale of the
organisation. Their motivation for selecting the@®as to ensure they focused their effort on @itic
success factors of their business. The scorecaqlags a traffic light system of metrics across
perspectives of the scorecard, which include firrand non-financial metrics. An example of the
BSC is shown in Figure 1. The business-criticahaliacluded ‘rental arrears’, which were highlighte
as an area of focus because of the potential imufaloenefit reformHAL also conducted scenario
planning of the effect of rental arrears on theittem line. Additionally, they worked in partnerghi
with credit unions to improve the financial liteyaaf tenants including basic budgeting and ‘jam jar
saving. Another business-critical area was theeigguvoids'—untenanted properties with no rental
revenue stream. HAs envisaged the ‘bedroom tax’ldvémave an impact on tenant affordability,
particularly where children had grown up and lég tenant’s home. HAs also collectively worked
together as a network to provide a matching antamge service for tenants who required more space
and tenants that had spare rooms. Further evidehbgbridisation was identified in performance
measures—HA1 monitoring the amount of ‘new busivess’ with an annual target of £250,000 (see

Figure 1).
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Insert Figure 1 Here

HAL also recognised its public mission was to $atisbroad constituency of stakeholders including
their tenants. It was important to communicat@ésgormance to its tenants in plain English languag
in a format, which is easily assimilated by a nosibess audience. An adaptation of the scorecard,
expressed in clear language without technical jargas sent to tenants of HA1 as part of a quarterl
newsletter and identified KPIs relevant to tenargifig the traffic light approach as shown in Figure
2.

Insert Figure2 Here

4.6 Nor mative Benchmarking

This study found empirical evidence of scorecarsisduthroughout the social housing sector by HAs
subscribing to the Housemark service (normativen@phism), which benchmarks subscribing HA
performance across the sector and relate theirecdsp historical performance. Sector-wide
benchmarking was conducted anonymously among paticg HAs and produced a tailored report
on a number of metrics to participating organisetie-such metrics are measures that have become
the norm (normative isomorphism) as they were pally collated by the more tightly controlled
regulatory body (coercive isomorphism). A sampleanfanonymous adapted customised Housemark
scorecard for HA1 is shown in Figure 3. Housemadamors social landlords including HAs and
private social landlords, producing a report onuanber of agreed areas recommended by the
regulator, the Homes and Communities Agency. Théopeance report is a visual representation of
how the respective HA is performing against itsrpeexpressed through a benchmarked quartile
position, and provides traffic light indicator idéying if the target is being met. A Business
Performance Manager commented:

...we carry out bench mark exercises either inteynatlthrough Housemark, | upload data on

a quarterly basis and on an annual basis to Housg&m&o really, they do influence our choice

of key performance indicators in the organizatiGthl Mgr)

Insert Figure 3Here

5. Discussion

Performance improvement within public services nexguorganisations to do more with less and a
lean philosophy is a means of achieving this ambijvan Dun, Hicks & Wilderum, 2017). The

literature review acknowledged the extensive liiee surveys carried out in the field (Rogers &
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Antony, 2019; Lukrafka, Silva & Echeveste, 2020hjieth concluded that the overwhelming majority
of studies were conducted in the UK. A potentigblaration for this is that following the GFC, the
reform of the UK institutional structures have decated an existing hybridised public service, and
thus justified the focus on UK social housing atsdimplications for Europe. The primary research
guestion of this study is—what role does perforneanteasurement play in the transition to a
competitive hybridised social housing sector? Tdwerarching question essentially examines the
transition of HAs to a more competitive social hagsenvironment, and can be broken down into
three specific areas: (1) the changing market actsconomic pressures, which influence the HAs
choice of performance management systems and sjeticthe design, implementation and use of
HAs performance management systems and metrics(&3ndhe transformative effect of these
performance measurement choices on how, and to wHémperformance is now reported. These

areas are now discussed in greater depth.

5.1. The market and socio-economic pressures, whichanfie the choice

of performance metrics

The empirical findings revealed that in additiorHAs having a social business model that generates
a surplus for reinvestment, they manage their pedoce using a suite of KPIs, which are
strategically aligned through a process of ingtnal isomorphism (DiMaggio & Powell, 1983).
Through this approach organisations start on a&itianal path, which effectively resolves isomoiphi
tensions and allows the organisation to repositeif to operate as a hybrid organisation. Thus, w
argue that the performance management and measuramgroaches adopted by the transitioning
organisation become central to understanding tiasphism models at play at the sector level. In
the case of social housing, central to this refsitg is an organisational response to the greater
uncertainty posed by having to compete with forfipreocial entities. Once a HA understands the
new rules of competition, they will start to foctss achieve, and report on, their ability to remain
financially viable through operating more like theganisations they compete with. The first step of
this transition process appears to be initiatedudih developing the strategic performance metrics,
which align with the external pressures actinghmiA—in this case the governance board adopting

more of a for-profit mentality.

HAs were historically motivated to monitor performea for matters of compliance to the housing
regulator—an example of coercive isomorphism. Theogean literature on social housing does not
provide any evidence of how European social hougirayiders’ relatively modest commercial
activity affects or impacts on their performanceaiMand Europe has more stable institutional
structures relating to social housing than the WKich has experienced substantial change during the

last ten years. European social housing has yet gubjected to this level of reform, and it isleac
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whether this will change. Whilst this complianceds is still prevalent in mainland Europe, in récen
years following deregulation and within a much mooenpetitive landscape, UK HAs have had to
change their strategic performance measurements féauremain competitive. For instance, the
greater use of sector-wide benchmarking has bedbenorm (normative isomorphism), which

allows HAs to comparatively assess their performaaaross the sector.

From a more practical perspective, HAs appear toelsponding to the increased uncertainty and
competitive stance of this sector, by developinganiousiness-like approaches to measuring their
performance. Specifically, HAs appear to augmeeir tbuite of strategic measures to sense, or rather
make sense, of the structural shifts, which hakertaplace in the social housing sector. We theeefor
posit that isomorphic pressures in this sector ménifest themselves at the organisational level
initially through the development of new, and maligned, strategic performance measures, which
provide the organisation with an indicator of theasition in relation to the perceived changes with

that sector.

5.2 The design, implementation and use of HAs perdmce management

systems and metrics

The transition to a more competitive environmergoahppears to have affected the design and
implementation of specific KPIs. Defining businesiical KPIs, such as rental arrears, voids and
new business won were considered important to gafdga HA’'s surplus given the substantial

changes affecting benefit reform. External changeselfare payments, such as benefit paid directly
to tenants, meant HAs needed to provide more suppaulnerable tenants to help them to budget
and prioritise their rent payments. The performamoaitoring helped to identify the specific casés o

rental arrears and enabled HAs to work in partnpnsfith tenants and external organisations such as
credit unions. The so called ‘bedroom tax’ has maame working age tenants could also go into
arrears and possibly face eviction. HAs have ndteaito offer a matching service to ensure tenants
remain in affordable homes whilst simultaneouslyigating the issue of void loss where no rent is

collected. Taking such action means HAs can rigbedusiness challenge in social housing without

compromising their mission.

The increased use of BSC approaches have also bepopular, (Manville, 2007; Manochin et al.,
2008) in an attempt to emulate perceived privattosdoest practice (mimetic isomorphism) of how
UK HAs are using balanced scorecards (Kaplan andoNp 1996; Manville, 2007) to improve
organisational performance as well as their serviggovement to their tenants. It must also be éorn
in mind that UK HAs are third-sector organisati@msl have a social purpose to help vulnerable and

low income tenants. The challenges facing tenaritis k@spect to indebtedness and rental arrears
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poses a dilemma for HAs as rental arrears and vaidsKPIs, which have to be managed. The
tensions of managing a social business on a conmthéooting, with the commitment to serving the
needs of tenants could potentially lead to somiicdif decisions, which could result in missionfdri
(Morris, 2012).

In addition to the greater use of KPIs and BSGsiethvas an observable change of behaviour in how
the performance data are being used within HAsidBananagers appear to have changed their
requirements of performance data from the olderptamce and governance reporting, to one of a
more competition focus—requiring such informati@rantal arrears, voids, and defining the critical
success factors needed to compete with RPs. Thefusew business won’ targets also provides
evidence of a more commercial perspective and eacdnsidered a further example of mimetic
isomorphism. Finally, the use of benchmarking dataunderstand and identify high performing
providers (be they HAs or RPs) is symptomatic oé thearch for competitive advantage—a

perspective not considered in the traditional d#ytte Housing Corporation.

5.3 The transformative effect of these performaneasurement choices

on how, and to whom, HA performance is now reported

There is evidence that performance measurementplaged an important part in managing the
transition to a hybridised social housing sectarstF performance measures are now focused on
competitive factors, to remain financially viabkher than simply for compliance. Second, we see
the development and implementation of approacheh ag the BSC, as a means for driving the
change to a more commercially focused organisafibird, there is evidence that the availability of
such data has an effect on the behaviour of semmagement, allowing a more competitive stance to
be adopted. From these findings, it therefore agpdat the development of more improvement-
focused performance measures is one of the promumays in which a not-for-profit organisation
can stimulate the transition from a traditionallgsjtioned not-for-profit, to a more commercially

aware hybrid organisation.

We suggest that performance management and measuréas a pivotal role when organisations
transition to greater levels of hybridity, and ascts the design, implementation and use of
performance management systems and improvemenicsate a valuable and observable indicator
of the increased competitive pressures mountingimvid hybridised sector. Furthermore, we posit
that through performance management systems andcsn@n organisation can begin to balance
inherent tensions, which arise from accommodatimppange in mission, values, revenue generation
and operating processes, as found with HAs. Anotben of performance measurement change,

which arises through increased levels of hybridistede is the rationale for performance measures
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themselves. For instance, a not-for-profit orgaiosawill see the value of reporting performance

measurement very differently from an organisatighich must make a profit (or surplus) to compete.

6. Conclusion

UK Social Housing has become increasingly commkseid, driven by legislative changes and
continually hybridised competition. Within this demt, the study sought to answer the research
guestion: what role does performance measuremagtipla competitive hybridised social housing

sector?

We suggest that the performance management appeatgited has a more fundamental role than
just measuring and reporting KPIs and argue treap#rformance management system is the primary
sensing mechanism by which HAs have transitioned moore hybridised competitive environment,
brought about by successive and rapid legislathanges in the social housing sector. Furthermore,
considering performance management from this stintdpllows a contextual link to be established
between the isomorphic pressures exerted on omgams through such change, and the

consequential response of organisations throughgbegormance management systems.

From a theoretical perspective, we see three irmpbsignals emerge from this study. The first digna
indicates that HAs in this sample have transitiomed more competitive hybridised organisations.
This transition requires a change in mindset frér@ organisational governance body before an
operational response can be considered. Whilstclizange to a more competitive stance is not
necessarily surprising, the mechanisms by whick ttfiange has taken place, and mindset of

governance bodies in making this change, is wastifurther research.

The second emerging signal is that competitiontanisifying as a response to an ever lightenirtg sta
regulation (from coercive isomorphism to compegtiisomorphism through the establishment of
private sector RPs). HAs are therefore having topmte on business-critical KPIs with RPs, which
are not weighed down with the social mission impeea traditionally held by HAs. In responding to

this shift in expectations and greater uncertaihitfks have developed different measures of internal
performance to provide a sense-making mechanisnthef external change and uncertainty
experienced within the sector. We argue this graateertainty sensed within the sector is a driver
for an internal organisational response, whichialyt presents as a change in the strategic
performance measures used within the organisafiois. relationship appears to be of a proportional
nature—as the levels of perceived uncertainty semngéhin the sector (by a governance board)

increase, so the isomorphic pressures—coercivenatore and mimetic—increase driving change
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through the management of different sense-makintg.KIPalso follows therefore that as perceived
uncertainty reduces, a more stable and balancédtiopodevelops towards some state of equilibrium.
Whilst this study has not tested this relationsdpgcifically, it would certainly be worthy of fueh

research.

A third signal, resulting from the progressive lighing of regulation, has provided more latitude fo
HAs to employ and use private sector best pradfimemetic isomorphism) and benchmarking
(normative isomorphism) to make commercial decssias an appropriate response to increasingly
greater uncertainty, and exposure to market riskcampetition. This increased hybridisation enables

HAs to be more responsive to environmental and etitiyge pressures to mitigate risk.

From the perspective of the supporting literatulere are several research studies conducted in
European social housing, and within some of thent@s that have a significant percentage of social
housing stock. When comparing the English sociakhg reform, we note all European cases appear
to have much higher levels of regulation—a situatiising from the deregulation of English social
housing and consequent legislative reforms. We alst® that none of the European research
explicitly considers the role of performance mamaget in social housing providers beyond
compliance (coercive isomorphism) —likely a direcnsequence of higher regulation in Europe.
However, it does illuminate the interesting relasbip between levels of regulation and the use of
more commercial-oriented performance managementoappes. We see this as a potentially

valuable further work in this area.

This paper has several implications for practidestht provides empirical evidence of hybridisatio

in the form of sophisticated financial and non-finel performance metrics designed, developed and
used in HAs. The second contribution is that itvpes evidence of how, by using the data, HAs are
working in partnership with their tenants and ast ph a wider network of HAs to manage the
challenges of delivering public services in a clienaf increased competition and cuts to welfare

payments.

While we have presented our case that there argetinstudies in Europe on performance
improvement, the legislative and regulatory respansthe UK following the GFC has put UK HAs
on a more commercial footing than most in the erttiird sector. Nevertheless, this study has three
limitations. First the study was undertaken in the through English Housing Associations. Whilst
this research serves to illustrate growing diffeemnbetween English social housing and its European
counterparts, particularly from a policy perspeetiit is UK centric. Second, the data drawn from
English Housing Associations, which participatedthis study represents a small geographically

limited sample of the social housing sector. Ashstierther research is considered necessary

23



regarding the generalisation of these results. firfa limitation was that despite all social hougin
organisations reporting on a suite of KPIs withmative reporting through internal management
reporting and benchmarking through Housemark, thees only one example of a housing

association adopting mimetic behaviour of utilisthg BSC within the research sample.

Finally, this research has practical implications fublic service provision. Housing Associations,
referred to as the ‘benevolent uncle’ (Mullins, @DDbf the third sector, can serve as a transitional
model for other third-sector organisations, whigk &acing increased levels of competition in a

hybridised environment.
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Table 1: Key Findings from Hybridity Studies in Social Housing since the GFC

Examples of Hybridity

Country
Australia Netherlands United States of England Northern Ireland
America
Traditional Hybridity as a Need to Hybrid financial Pressure to
entrepreneurial | State of develop skill dependencies service bank loans
not-for-profit Transformation - sets similarto | (mixing state and
providers entrepreneurs in private real market funding) Maximising
the face of cut estate Rental Income
Entrepreneurial | backs developers Hybrid governance
traditional structures Ensuring
welfare agencies, | Hybrids as Links Assisting (reflecting properties are
which have Between Cultures | tenants with stakeholder mix or occupied
extended their - senior managers | upward social separating . o
service offering | from careers in the | mobility charitable and Trading criteria
around private sector through job commercial Application Of the
independent training, job activities) TUPE _regulanons
living and Hybrid Vigour preparedness in relation to staff
associated care (Magical) - private | and day care Hybrid products terms and
conditions,

State sponsored
not-for-profit
HAs

Privately
sponsored
special purpose
not-for-profit
vehicles

Not-for-profit
sector sponsored
special purpose
vehicles

Gilmour &
Milligan (2012)

sector
organizations as
registered
providers rather
than simply
private landlords,
cross subsidy of
private to social
housing

Hybridity as a
Transgression
(Monstrous) -
monstrous, wild
boar and tame pig
- incompatible
pairing of
organizations and
deregulation -

Blessing (2012)

Partnering
with other
private and
non-profit
housing
providers

Market rate
housing units
to cross
subsidized
social housing
stock

Nguyen et al.
(2012)

and services
(combining housing
with social and
neighbourhood
support services).

Mullins et al
(2012)

Private sector social
landlords regulated
by the Housing and
Communities
Agency

HAs turning to bond
markets for finance.

Manville et al.,
(2016)

pensions, €tc. in
the event of a
transfer of
contract between
state and HA

Public and Third
Sector Hybridity

Agents of public
service delivery,
loss of
independence

(Mullinsand
Acheson, 2014)




Table 2: Social housing as a percentage of total housing stock by Country

Country Social Housing as a Percentage of
Total Housing Stock

Netherlands 32%
Austria 23%
Denmark 19%
United Kingdom 18%
Sweden 18%
France 17%
Czech Republic 17%
Finland 16%

Source: (Housing Europe Review, 2012)

Table 3: Interview Framework

Interview Framework

The questions serve as prompts to facilitate a discussion and promote open dialogue. Where
appropriate additional probing questions were asked to gain a deeper insight

Strategy

Can you tell me about your organisation?

Can you explain strategic challenges to your business?

Who is involved in strategic policymaking?

Performance Measurement

Why do you think performance measurement is necessary?

Do you have any historical quality management systems in place?

Do external stakeholders influence your choice of key performance indicators?

Performance Improvement

How important is continuous improvement for your organisation?

How does your sector differ from a private sector context?

What improvements do you anticipate in the future?




Table 4: Summary of Housing Associations

Housing Association Turnover (£EM) Surplus
HAl 15-25M 750K
HA2 5-10M 500K
HA3 60-70M 12.8M
HA4 5-10M 115K
HAS 30-40M 4.5M
HA6 5-10M 300K
HA7 20-30M 4.42M
HA8 15 -25M 1.5M
HA9 20-30M 900K




Efficiency Summary for

Cost KPI Quartile

rganisation HA1

Quality KPI Quartile

Business Activity Cost KPI Organisation HAL | Organisation HAL Quality KPI Organisation HAL | Organisation HAL
(2010/2011) (2009/2010) (2010/2011) (2009/2010)
Overhead costs as % Overhead costs as % direct revenue
Overheads . ; [\ " ; M "
adjusted turnover costs
Percentage of tenants satisfied with
Major Works overall quality of home (GN) > >
) . Total CPP of Major Works a Y
& Cyclical ) . AN ™M
A & Cyclical Maintenance . -
Maintenance Percentage of dwellings failing to meet M v
the Decent Homes Standard
P t: f t 1! tisfied with th
erc?n age of Aenan s satis |eA wi e >¥ >v
repairs and maintenance service (GN)
R .
RZ;:‘;_ZSQIE Total CPP of Responsive Py ¥ Percentage of all repairs completed on PO PO
Void Works Repairs & Void Works time
Average time in days to re-let em
ge \% pty M >¥
properties
Percentage of tenants satisfied with the
) . "M M
overall services provided (GN)
Housing Total CPP of Housing ¥ ¥ Percentage of tenants satisfied that M M
Management Management views are being taken into account (GN)
Current tenant rent arrears net of a ¥
unpaid HB as % of rent due
Percentage of residents satisfied with . °
Staff involved in standard overall quality of new home
Development units developed per 100 ° °
units Standards units developed as % of
L4 M
current stock
Total CPP of Estat Percentage of tenants satisfied with
Estate Services © a' orkstate M MM their neighbourhood as a place to live >¥ >¥
Services
(GN)
Upper Quartile Middle Upper Median Middle Lower Lower Quartile N/A No Data
Valid dataset M N > >V v O °
Small dataset iRl by = =>4 4 O [ ]

Figure 3: A Sample of Normative Benchmarking of Social Housing




. Month Actual Month YTD
Reference Performance Indicator F YTD Target | YTD Actual
Target Performance | Status Status
I1B-001 Average re-let time M 11 days 17.9 days X 11 days 15 days <= X
Internal IB-002 % Jobs Completed Right First Time M 92% 96.80% v 92% 97.20% >= v
Business IB-003 Staff Turnover M 1.67% 1.98% O 5.00% 5.75% <= O
IB-004 % Working Days Lost to Sickness M 3% 1.80% v 3% 2.4% <= v
F-001 Rent Collected M 98% 81.10% X 98% 95.70% >= O
F-002 % Rent Arrears (Active) M 4% 5% X 4% 5% <= X
F-003 % Former Arrears on re-payment plan M 30% 24.20% x 30% 24.20% e x
% Former Arrears value recovered
; F-004 30% 30.30%
Finance against payment plans M / ° v 30% 30.30% >= v
F-005 Rent written off M 2.5% 0% v 2.5% 0.30% <= v
F-006 Void Loss M 1% 5.50% X 1% 5.00% <= X
F-007 Achievement of Target Surplus M 1,47,034 | £ 1,78,396 v £ 1,20,495 | £ 1,10,577 >= O
F-008 % Income Variance M 100% 98.50% O 100% 98.80% >= O
Innovation &, 409 Amount of new busi 83,888 | £  2,11,568
Learning MoUnt of new busINe QD M ‘ rids v | £ 250000 | £ 2,28568| >= O
% Complaints responded to within
CS-001 98% 91.70%
timescale M ’ ’ O 98% 90.40% >= O
Customer CS-002 Complaint handling satisfaction M 75% - - 75% 100% >= v
Satisfaction CS-003 Service User satisfaction M 92% 94.40% v 92% 96% >= v
% Service Users satisfied with last
- 0, 0,
€5-004 maintenance job M 95% 94.20% ©) 95% 94.10% >= v
% Attendance at Board and Committee
RC-001 75% 62.50%
Regulatory Meetings M ° ° x 75% 68.30% >= O
Compliance . .
RC-002 Dwellings vacant and availble tolet  |Mm 3% 5.40% X 3% 5.40% <= X

Figure 1: Cascading Scorecard Used for Improving Business Performance
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How we're doing?

We constantly aim to provide high levels of service.
Here's how we did from April to June 2012.

Performance Indicator Level Target Benchmarking
achieved being met? upper quartile
performance

How we are performing on repairs

Repairs carried out on time 97%
Jobs completed right first time 96.30%
Service users satisfied with repair job N/A
Attendance on time N/A
Quiality of service N/A
Quality of work N/A
Gas servicing works completed on time N/A

How we are performing on rent arrears and re-lets

Average re-let time 14.8 days
Rent arrears 3.20%
How satisfied resident and service users are with BCHA

Number of complaints received N/A
Complaints responded to within timescale 98.20%
Number of compliments received N/A
Service user satisfaction 89.10%

Resident and service users' qualification achievements

Number of AQA accreditations achieved N/A
by residents and service users

Key
Target being met m Performance close to target  UY[:]d Target not met: action required RED

* Benchmarking data is taken by comparing BCHA with similar sized organisations, the figure represents




Journal Pre-proof

the top 25% performance across the group being compared.

Figure 2: A Performance Dashboard Issued to Tenantsin their Quarterly Newsl etter



