
   
 

 
 

 
Part 5 b) 
SUPPORTING DOCUMENTATION FOR ADOPTION OF NEW RULES 
UNDER SPECIAL RESOLUTION 
 

Business Case Summary 

INTRODUCTION 

The business case summarised here has been agreed by the Boards of Impact Housing 

Association (Impact) and The Riverside Group Ltd (Riverside) as the basis for a partnership 

between the two organisations.  

It sets out a vision for the partnership, the plans developed to achieve it, and the mutual 

benefits of working together within The Riverside Group.   

It is based on the pledges Riverside made in its prospectus, ‘Let’s Grow Together’ and 

shows how they will be delivered and how their outcomes will be evaluated. 

The vision for the partnership 

The shared vision is: 

Working together, Impact and Riverside will form a strong partnership which will 
deliver exceptional housing and services for communities in Cumbria.  In the first 
instance, this means supporting Impact to address immediate issues and provide it 
with stability, both now and in the future.  Beyond this however, both organisations 
are committed to developing a new, bold offer for the region, building on our 
combined strengths.  The partnership will: 

• Provide the funding and expertise to improve Impact’s housing stock to high 
standards and provide homes that people are proud to live in. 

• Look to maximise opportunities for new housing in Cumbria, particularly for the 
young and old, building on Impact’s previous track record in these areas. 

• Sustain the essential services being delivered to the communities of Cumbria and 
North Lancashire for the next three years and where we can, seek to extend 
them further. 

• Ensure that tenants’ voices are heard and we will work with tenants and residents 
to shape our future plans and aspirations. 

• Initially sustain service delivery and put in place the resources necessary to 
deliver the stock investment programme. Thereafter to begin to transform service 
delivery using our combined experience to deliver innovation to customers in 
Cumbria. 

• Use our combined scale and influence in Cumbria to work with all stakeholders to 
shape a Cumbria strategy focused on properties, places and people. 

 

 

 



   
 

 
 

 

CONTEXT 

At the core of the proposed partnership is the need to secure Impact’s long term future; 
protecting the services it delivers in Cumbria and North Lancashire, and continuing the 
delivery of affordable housing in the area. 

Impact’s operations were reviewed after the organisation was downgraded to a G3:V3 non-

compliant rating by the Homes and Communities Agency, (the then regulator of social 

housing) in May 2017.  

After careful consideration, Impact’s Board concluded that the organisation’s long-term 

future would be best secured through a partnership with a financially stronger organisation. 

In exploring a future partnership, Impact sought a partner that shared the organisation’s 

values, had a strong sense of social purpose, was seeking to grow in Cumbria and had the 

financial strength to ensure Impact’s future resilience.  In particular, Impact was keen to 

work with a housing association which would secure their legacy of developing community 

focussed housing and support services for the region. 

Riverside was selected as preferred partner and the two organisations have jointly 

developed this business case.  

COMBINED ORGANISATION 

The intention is for Impact to join Riverside as an asset owning subsidiary retaining its own 

board for a minimum of 3 years during which time Impact will also keep its own brand and 

be led by its own Managing Director.  Furthermore Impact will have Board member 

representation on key Riverside operational committees and the Group Audit and Risk 

Committee.  

There will be no change to the existing shareholder structure of Impact, other than a 

change to the Rules to admit Riverside as a corporate shareholder.  

Together Impact and Riverside will own and manage just under 9,500 homes in Cumbria.  

Riverside has guaranteed that there will be no compulsory redundancies of Impact staff for 
three years following legal completion of the partnership. Impact will continue to operate 
from its current locations, Workington and Carlisle. 
 
Riverside will provide a range of central services to support Impact.   
 
MEETING OUR BUSINESS DRIVERS 

Impact and Riverside have agreed a set of ‘business drivers’ or objectives against which 
the business case should be judged. The Boards of Impact and Riverside consider that 
these have been met by the proposals set out in this business case. This section explains 
how. 
 
 
 
 



   
 

 
 

 
 

Viability and Efficiency 
 
Against the backdrop of Government imposed rent reductions, the partnership presents a 
significant opportunity to increase investment in existing homes and protect the quality of 
customer services, whilst building resilience through delivering overall cost savings.  
 
As part of Riverside, it is estimated that Impact will be more than  £58 million better off over 
30 years – money to reinvest in better services, and new and improved homes.  
 
Savings, shown in the table below, will be achieved through: lower interest rates and a 
different loan profile; lower prices through the use of greater buying power; and more cost 
effective repairs and maintenance through the use of Riverside’s in-house services. 
 
 
Impact savings Year 1 

£’000 
Year 2 
£’000 

Year 3 
£’000 

Year 4 
£’000 

Year 5 
£’000 

Total 
£’000 

Total 
£’000 

2018/19 2019/20 2020/21 2021/22 2022/23 Five 
years 

Thirty 
years 

Repairs & 
maintenance 

50 250 300 300 300 1,200 8,700 

Interest payment 
reduction 

743 732 596 464 440 2,975 18,633 

Office 
rationalisation 

100 200 200 250 300 1,050 8,550 

Procurement 
savings 

0 340 340 340 340 1,360 9,860 

Operational 
savings 

110 470 695 695 695 2,665 20,040 

Total 1,003 1,992 2,131 2,049 2,075 9,250 65,783 

 
 
As well as additional savings, the establishment of the partnership will incur a number of 
new costs, the largest being loan breakage costs to repay Impact’s loan portfolio. 
 
A new business plan has been prepared jointly by Impact and Riverside which includes: all 
the costs highlighted in the stock condition survey; repayment of Impact’s loan portfolio; the 
financing of future costs via an intra-group loan at lower interest rates; and a review of the 
likely costs and savings of Impact joining Riverside.  
 
A five year comparison summary of Impact’s original business plan with the revised 
business plan (as part of Riverside) is provided in Appendix 1. 
 
 

 

 

 

 



   
 

 
 

 

Investment in homes 

One of the priorities for the partnership will be addressing the investment needs of Impact’s 
housing stock.   
 
Impact is not able to meet the financial requirements of maintaining its stock to a 
reasonable standard as an independent organisation.   A recently completed stock 
condition survey shows a capital investment of £151m will be needed over the next thirty 
year period.  Before exploring the partnership, over the same period Impact had £116m of 
planned maintenance in their original business plan, so the partnership will have the 
capacity to increase the overall level of stock investment by nearly a third.  
 
Much of this investment is needed now, and the stock condition survey has confirmed that 
there is a backlog of £17m planned maintenance plus a further £7m over the next three 
years. The graph below shows that partnership is planning to spend around £25m over the 
next three years, compared to the £6m that Impact would be able to spend on its own.   
 
 

 
 
By repaying Impact’s loan portfolio, financed by a low interest loan to the value of £87m 
from Riverside, Impact could afford to complete all works identified as needed in the stock 
condition survey.  

 

 

 



   
 

 
 

 

Service improvements 

Initially, Impact will ensure continuity by providing local services through existing teams, 
with Riverside providing extra support, expertise and funding in the background. There will 
be no immediate changes to the way in which customers contact Impact, the way repairs 
are undertaken or how rent is collected. 

Over time, and following a comprehensive review, Impact and Riverside will work together 
to find ways to improve delivery on the ground, looking at how better, more accessible 
services can be provided to both Impact and Riverside tenants by bringing together 
resources and expertise, and making the best use of technology.  
 
Tenants will be consulted before any significant changes are made.  
 
Social value 
 

The partnership will ensure that Impact’s existing social enterprises, including The Oval 
centre in Salterbeck, are funded to allow them to maintain service delivery at current levels 
for at least the first three years of the partnership.  The partnership will also look at the 
potential to grow them further. 

Both partners will work together to promote stronger communities by, for example, 
supporting tenants to manage their finances and debts; and promoting training, 
volunteering and employment initiatives 

Impact will deliver up to £500k of required aids and adaptations to its homes during the first 
three years of the partnership, where these cannot be met through external funding. 
 

Growth and development 

Building a range of new homes is an important activity for Riverside and Impact.  

Riverside has promised to reinstate Impact’s previous development programme of 50 - 60 
units per year across Cumbria. Over time the aim will be to extend this to an annual 
programme of 150 new homes, subject to the availability of sites.  
 
Riverside has also pledged to develop the two stalled Extra Care schemes that Impact is no 
longer able to build on their own, subject to the approval of the Impact Board.  In addition 
Riverside will complete a detailed options appraisal of the Carlisle Brewery site in the 
context of Riverside’s resources, aiming to deliver a scheme with Impact to meet identified 
need. 
 
Relevance and impact 
 
Riverside and Impact believe that combined scale in Cumbria will enable the partnership to 
drive better and more productive relationships with key stakeholders; both traditional 
partners such as local authorities and developers, and increasingly those in other sectors 
such as education and health.  
 
Combined, the partnership will be better placed to access start-up funds, grants and other 
investment, than either organisation would have been able to achieve previously. 



   
 

 
 

 
 

Building resilience and enhancing risk management capability 
 
The environment in which housing associations are operating is extremely challenging. The 
risks identified by the two organisations include those related to development, pensions, 
data protection, welfare reform and, particularly in Cumbria, flooding.  
 
The combined organisation will be better placed to manage, absorb and mitigate these risks 
through greater financial capacity and the resources dedicated to risk management. 
 
People and Diversity 
 
Larger organisations can offer more opportunity for progression as a way of attracting and 
retaining staff in an increasingly competitive market. This can also reduce the dependency 
on key individuals. Cumbria is already a regional hub for Riverside, giving Impact’s 
workforce the opportunity to access both local and national roles. 
 
The partnership will build on the best of the existing culture of Riverside and Impact to 
create a positive workplace. 
 
Summary: What will success look like?  
 

Delivering stability to Impact is the partnership’s overriding priority. After that success will 
be defined by meeting the commitments set out in Riverside’s offer. These include:  

• A successful discharge of the voluntary undertaking in place with the regulator, ahead of 
schedule if this can be achieved.  

• Successful delivery of the three-year asset investment programme including identified 
catch up works of £17m.  

• The delivery of aids and adaptations to Impact’s housing stock as required, underwritten 
by £500k of investment from Riverside.  

• Reinstatement of Impact’s development programme.  

• Development of the two stalled extra care schemes which Impact has funding for 
(subject to Impact Board approval).  

• A detailed options appraisal and a meaningful outcome for Impact’s Carlisle Brewery 
site within 12 months of the partnership being formed.  

• The preservation of Impact’s innovative social value and community projects at their 
current levels, helping 50 people into training through the Impact Furniture Service.  

• A review to examine how we can deliver more if we integrate services and organisations 
in year three of our partnership.  

 

CONCLUSION 

The business case sets out the basis for the proposed partnership between Impact and 
Riverside which has been agreed by the Impact Board and is now recommended to 
shareholders. 

  



   
 

 
 

 

Appendix 1 

 

 

 

 

 

 

 

 

Statement of Comprehensive Income Year 1 Year 2 Year 3 Year 4 Year 5

£000s 2018 2019 2020 2021 2022

Income 16,734 16,675 16,950 17,356 17,809

Expenditure (11,821) (13,071) (11,489) (11,598) (13,177)

Operating Surplus 4,912 3,604 5,461 5,759 4,632

Operating Margin 29.4% 21.6% 32.2% 33.2% 26.0%

Interest & Dividends (2,766) (2,726) (2,654) (2,625) (2,590)

Land & Property Sales 0 0 0 0 0

Group Surplus 2,147 878 2,807 3,134 2,043

Statement of Financial Position Year 1 Year 2 Year 3 Year 4 Year 5

£000s 2018 2019 2020 2021 2022

Total Fixed Assets 162,333 161,899 162,529 163,241 163,438

Total Current Assets 6,574 5,077 4,340 3,978 4,043

Total Liabilities (8,024) (8,190) (8,344) (8,482) (8,627)

Net Assets 160,883 158,785 158,525 158,737 158,855

Long-term debt 67,943 65,495 62,955 60,560 59,162

Deferred capital grant 80,011 79,484 78,957 78,430 77,903

Reserves 12,929 13,806 16,613 19,747 21,790

Net Funding Capital 160,883 158,785 158,525 158,737 158,855

Statement of Cash Flows Year 1 Year 2 Year 3 Year 4 Year 5

£000s 2018 2019 2020 2021 2022

Cashflow from Operating Activities 4,976 3,828 4,673 4,858 4,255

Net Interest (2,806) (2,768) (2,698) (2,670) (2,633)

Housing Assets 0 0 0 0 0

Other Assets (205) (211) (215) (220) (224)

Cashflow from Investments (3,011) (2,979) (2,913) (2,889) (2,857)

Loan Repayments (2,366) (2,448) (2,733) (3,746) (3,480)

Loan Drawdowns 3,000 0 194 1,351 2,082

Cashflow from Financing Activities 634 (2,448) (2,540) (2,395) (1,398)

Net Cashflow 2,599 (1,599) (780) (427) 0

Opening Cash 1,706 4,305 2,707 1,927 1,500

Increase/(Decrease) in short term cash 2,599 (1,599) (780) (427) 0

Closing Cash 634 603 579 535 548

Impact (Original)



   
 

 
 

 

 

 

Statement of Comprehensive Income Year 1 Year 2 Year 3 Year 4 Year 5

£000s 2018/19 2019/20 2020/21 2021/22 2022/23

Income 12,494 16,427 16,803 17,266 17,743

Expenditure (8,907) (12,328) (10,732) (11,094) (12,722)

Operating Surplus 3,587 4,100 6,070 6,172 5,020

Operating Margin 28.7% 25.0% 36.1% 35.7% 28.3%

Interest & Dividends (8,762) (2,033) (2,132) (2,193) (2,188)

Land & Property Sales 0 0 0 0 0

Group Surplus (5,175) 2,066 3,939 3,979 2,833

Statement of Financial Position Year 1 Year 2 Year 3 Year 4 Year 5

£000s 2018/19 2019/20 2020/21 2021/22 2022/23

Total Fixed Assets 161,728 167,594 173,104 178,264 176,967

Total Current Assets 2,161 2,248 2,309 2,461 2,705

Total Liabilities (3,445) (3,548) (3,655) (3,764) (3,877)

Net Assets 160,444 166,293 171,758 176,960 175,795

Long-term debt 77,199 82,194 84,889 87,083 84,076

Deferred capital grant 77,342 76,836 76,330 75,824 75,318

Reserves 5,903 7,263 10,539 14,054 16,401

Net Funding Capital 160,444 166,293 171,758 176,960 175,795

Statement of Cash Flows Year 1 Year 2 Year 3 Year 4 Year 5

£000s 2018/19 2019/20 2020/21 2021/22 2022/23

Cashflow from Operating Activities (3,063) (2,771) (338) 288 5,579

Net Interest (8,762) (2,033) (2,132) (2,193) (2,188)

Housing Assets 0 0 0 0 0

Other Assets (150) (204) (208) (212) (217)

Cashflow from Investments (8,912) (2,237) (2,340) (2,405) (2,404)

Loan Repayments (4) (5) (5) (6) (3,007)

Loan Drawdowns 9,900 5,000 2,700 2,200 0

Cashflow from Financing Activities 9,896 4,995 2,695 2,194 (3,007)

Net Cashflow (2,079) (13) 17 77 169

Opening Cash 2,108 29 16 33 110

Increase/(Decrease) in short term cash (2,079) (13) 17 77 169

Closing Cash 8,922 841 817 788 760

Impact (Riverside Plan)


