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1 Revision / Review sheet 
 
 

 
2. Introduction & Background 

 
Adra (Tai) Cyfyngedig was established on 12th April 2010, when 6,300 homes were transferred from 

Gwynedd Council following a resounding ‘yes’ vote from tenants.  

 

Adra achieved the Welsh Housing Quality Standard in September 2015. This is a significant 

achievement and has been achieved on time and within budget.  

Whilst we have acceptable fails within this policy, all of our tenants live in safe homes that meet 

their individual needs.  

 

This policy sets out how we have met WHQS and how we will maintain it in future.  

This policy is available to our tenants, partners and regulator.  

 

Timeline for Developing our WHQS Compliance Policy; 

• Received the letter of notification from Welsh Government – 20 March 2015 

• Achieved Welsh Housing Quality Standards (WHQS) – September 2015 

• Draft Policy Presented to the Repairs Forum -19 January 2016 

• Draft Policy Presented to the Executive Leadership Team (ELT) - 25 January 2016 

• Policy Submitted to the Assets & Infrastructure Committee for Approval – 10 February 2016 

• Approved by April 2016 Deadline – 1 April 2016 

• 1st review of WHQS Compliance Policy – January 2019 

 

 

 

Issue Brief Description of Reason for Change  Date Issued  

0 
 

New Policy 01/03/2016 

1 1st Revision January 2019 

2 Policy updated to refer to Adra.  April 2020 
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3. Property Investment & Key Successes 
 
On the 12th April 2010 Adra had a total of 6,300 properties throughout the Gwynedd area. 

Although stock is mainly concentrated in the largest settlement towns of Bangor, Caernarfon, 

Pwllheli, Blaenau Ffestiniog, Dolgellau, Bala and Tywyn many properties are spread across a wide 

area of the County in villages and isolated rural locations. 

 

The need to deliver Welsh Housing Quality Standard (WHQS) improvements was the driver of 

change in Gwynedd, like many other areas in Wales, which have seen stock transfer from local 

authority to an independent association. 

 

The transfer ensured a £136 million investment in our homes over a period of 5 years, and £446 

million over 30 years.  

 

Since transfer Adra management and staff have been working towards completing the WHQS 

programme and also working to improve the services provided to our customers.  

 

The key successes have been summarised below. 

 

The Offer Document to tenants “Your Home, Your Choice” consisted of 170 promises. As at 31st 

March 2015 a total of 168 (99%) of the promises had been successfully delivered, compared to 138 

(81%) at 31 March 2014.  

 

Of the two outstanding promises, the first related to the completion of the WHQS programme 

which was completed by the end of September 2015. 

 

In terms of energy efficiency the average SAP (energy rating) for the whole stock has risen from 62 

to 70 since transfer. The standard set in the WHQS guidance is for every property to be above a 

SAP of 65. Further work will be carried out addressing fuel poverty and targeting our hard to treat 

stock. 

 

The WHQS improvement programme continued to provide local economic benefits. At the end of 

March 2015, a total of 257 staff were employed on the WHQS improvement programme across 

Service Providers, with 248 (96%) from the North Wales area, 169 (66%) from Gwynedd. The 

Targeted Recruitment & Training Unit continued to work with the contractors to ensure that 24 

trainees including 16 apprentices were engaged on the programme as at March 2015. Our Service 
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Providers’ commitment to develop and retain staff also ensured that 8 newly qualified apprentices 

were also working on the WHQS improvement programme as of March 2015.  As work streams 

and the WHQS improvement programme draws to a close, Service Providers’ staffing levels have 

decreased and as a consequence so have the apprenticeship and traineeship figures. 

 

Fire Risk Assessments (FRA’s) were undertaken on all our flats and sheltered housing units during 

2013/14 and a programme of work was then agreed to improve fire safety within them. This 

included work to move toward a “Safe to Stay” rather than a full evacuation policy in certain 

accommodation blocks.  As part of the work, bike sheds have been put in place so that tenants in 

flats have space to store items such as bikes and pushchairs, thus making communal areas safer.  

 

Adra achieved OHSAS 18001, ISO9001 and ISO14001 accreditation for our Health and Safety, 

Quality and Environment management systems, respectively. This was the culmination of 2 years 

hard work by Adra’s management team and staff and has proved to be an important step for the 

business. Adra has subsequently achieved renewed compliance with the above 3 accreditations. 

 

Adra have also received various national recognition awards for the delivery of the WHQS 

investment programme, Community Benefit and Fire Safety; 

• Association of Consultant Architects (ACA)  

• Annual Innovation and Partnering award (2013) 

• Outstanding Contribution award in the Wales National Procurement Awards (2014) 

• Community Benefit Award in the Wales National Procurement Awards (2015)   

• Community Safety Award as part of North Wales Fire and Rescue Service’s Awards as a result 

of our collaborative work in the community on fire safety.   

 

New Developments 

As well as maintaining WHQS compliance, since 2015 Adra has expanded it’s activities to include 

construction of New Build properties and acquisition of individual properties. In this regard, during 

the period from 2015 to date, Adra has added 124 properties  

 

4. Survey 
 
Working with industry leading surveyors Savills, Adra commissioned a 20% pre transfer survey back 

in 2007 followed by a 100% stock condition survey in 2010 which was used to populate our asset 

management database Keystone. 
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91% of the stock was surveyed and inputted as ‘real data’. The other 9% was extrapolated by 

neighbouring properties / similar architypes. This is a widely adopted approach. 

 

All our WHQS investment programmes were delivered using a Project Management system named 

Delcam PS Team. This enabled Adra to update Keystone direct from Delcam as work elements were 

completed. 

 

As part of a valuation exercise In March 2015 Adra Commissioned Savills again to carry out a 25% 

stock condition survey.   

 

Savills surveys have been undertaken using the industry standard methodology of collecting 

condition data on all the property main elements, specifically with WHQS in mind. 

 

In 2015 Adra reviewed the asset & investment directorate and introduced an in house surveying 

team. Since April 2015 the surveyors have been tasked to carry out stock condition surveys on 20% 

of the stock per-annum. Going forwards our aim is that each asset will receive a stock condition 

survey every 5 years. 

 

Adra have invested in mobile working technology and stock condition surveys are created on-site 

using mobile devices (tablets) that link directly to Keystone. 

 

In addition to the target of conducting stock condition surveys on 20% of Adra stock annually, the 

surveyors also carry out WHQS compliance audit on 10% of the surveyed properties to ensure that 

the information held within Keystone is correct and that our stock is maintained to WHQS. 

 

Keystone also allows us to produce WHQS results directly from the validated survey results. 

 

5. Adra’s Interpretation of WHQS  
 
The WHQS Guidance produced by Welsh Government with Housemark in 2008 is used as the basis 
for interpretation of the standard. For assessment of the property against the Health Home Rating 
System (HHRS), which is part of WHQS, we have used the enforcement guidance issued to Local 
Authorities. In conjunction with Keystone we have adopted a strict interpretation of compliance, 
non compliant and acceptable fails. 
Set out below is a summary of our position as at the 31st March 2018. 
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 Component 
Stock at 

30/09/15 

Fully compliant* 

stock for given 

component at 

30/09/15 

Compliant* 

stock for given 

component 

subject to 

acceptable fails 

at 30/09/15 

Non-

compliant* 

stock for given 

component 

Percentage fully 

compliant*/ 

compliant* with 

acceptable fails 

for given 

component 

Expected 

year of full 

compliance 

for all stock 

for given 

component 

 

No Work 

required/ 

refusals 

1 Roofs & 
components 6,292 6,292 0 0 100%   

2 Windows 6,292 6,292 0 0 100%   

3 External  
 doors 6,292 6,292 0 0 100%   

4 Kitchens 6,292 5,919 373          0 100%   

5 Bathrooms 6,292 6,071 221 0 100%   

6 Central heating 
system 6,292 6,292 0 0 100%   

7 Electrical  6,292 5,989 303 0 100%   

8 Mains smoke 
detectors 6,292 6,292          0 0 100%   

9 Gardens and 
external storage  6,292 6,292 0          0 100%   

 
*= compliant properties should include any properties where a particular element of WHQS is not applicable and hence not assessed 
 

 

Energy assessment 2017-2018 

 
 Total Stock (self-contained only, including bedsits) 

 

Average SAP Rating 2017-18 

 
General Needs 
 

 
5,978 

 
69 

 
Sheltered 
 

 
314 

 
73 

 
General Needs & Sheltered 
 

 
6,292 

 
69* 

*Note 69 is the rounded average SAP rating 
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6. Adra’s Approach to meeting WHQS 
 
At the end of 2014/15, the majority of the work to upgrade the stock to WHQS standards had been 

completed, although a small number of contracts ran over into 2015/16 and some tenants had 

refused to have the work undertaken. At this point it was opportune to review the condition of the 

stock in order to shape the investment programme of the future years. Adra commissioned Savills 

to undertake a revised stock condition survey during 2014 and the results of this survey along with 

information held on Adra’s own asset management system has shaped the investment programme 

over the next 5 years and beyond.  

 

The investment programme for the next five years is shown in Table 8 below:- 

Table 8: Planned Investment Programme 2015/16 to 2019/20 

 
 

 

 
The aim of the current 5 year investment programme is to maintain WHQS to all of Adra‘s stock 

and continue to invest in tenant’s homes.  The focus on this 5 year programme is more towards 

the external envelope of the properties and to improve energy efficiency wherever possible. 

 

Elements 
2015-16 
Actual 

2016-17 Actual 
2017-18 
Actual 

2018-19 
Planned 

2019-20 
Planned 

Total 

Windows and Doors £119,964         £119,964 

Internals and Heating £1,220,948 £1,342,976 £429,326  £1,369,684  £1,370,000 £5,732,934 

Externals £1,328,116 £4,453,001 £5,094,097  £7,273,151  £4,996,000  £23,144,365 

Maes Barcer £130,954 £169,661       £300,615 

Voids & Mop Ups £827,198 £1,092,444 £818,322      £2,737,964 

Sheltered Accommodation £1,777,141         £1,777,141 

Non-Trads (2014/15 scheme) £653,485 £0       £653,485 

Supply Chain £450,000 £0       £450,000 

Work Required to meet the 
WHQS  £6,507,806 £7,058,082 £6,341,746 £8,642,835 £6,366,000 £34,916,468 

Additional Contingency £157,023 £104,944 £7,919  £209,269 £200,000  £679,155 

Related Assets - Capital £263,622 £216,487 £145,803  £305,161  £344,000  £1,275,073 

Non-Trads  £418,457 £2,250,529 £817,739      £3,486,725 

FRA & Communal £346,468 £174,600 £344,522  £176,000 £200,000  £1,241,590 

Asbestos Management  £359,713 £159,220 £209,562  £202,000  £200,000  £1,130,495 

Aids and Adaptations £548,277 £567,052 £718,856  £730,000  £793,000  £3,357,185 

Environmental Improvements £463,335 £0 £502,020  £519,408   £291,000 £1,775,763 

Total programmed works £9,064,701 £10,530,914 £9,088,166 £10,784,673 £8,394,000 £47,862,454 
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Adra met the standard originally in September 2015 and we must maintain the stock at this level 

in future.  It will be achieved through the approach to strategic asset management which combines 

the Business Plan process with Asset planning.  Our high-quality data on condition and costs 

ensures that we maintain our homes to a high standard. 

 

7. Acceptable Fails 
 
This has been a key area of consultation within the Tenants Repairs Forum over the years.  

No property listed as an acceptable fail is a primary fail under the HHRS.  

 

We have set out below an example breakdown of the acceptable failures, noting the criteria for 

failure:- 

Type Examples 

Tenants Choice / Refusal by element Kitchens = 373 

Bathrooms = 221 

Heating = 0 

Electrical = 303 

Physical Constraints Micro Kitchens = 116 

Cost of Remedy 0 

Timing of Remedy Number of Properties in off Gas areas with a SAP of 

<65 = 1,156 

 

Adra’s example approach to interpretation, collecting and recording of ‘acceptable fails’; 

 

Tenants Choice (or refusal): Providing the home is safe and in good repair, the tenant’s choice on 

improvement work is respected. All outstanding WHQS works will be carried out at the end of the 

tenancy, or if the tenant changes their view. All properties where work has been refused are re-

surveyed by our stock condition surveyors to ensure tenant’s requirements. Adra will not permit a 

tenant’s refusal if there is a risk to health and safety for example; if a property is in need of 

electrical works or gas works on heating elements that is deemed dangerous. 

 

Physical Constraint: Adra has a varied housing stock. There is a mix of flats, maisonettes and 

houses and many different archetypes.  
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Acceptable Fail example; amongst the stock, there are a number of kitchens that are classified as 

“micro kitchens”. These can be defined as those kitchens that are so small that the existing layout 

does not permit Adra to achieve the Standard as defined in the WHQS. 

 

In some ‘micro kitchen’ cases the layout, size and design of these homes does not allow for any 

option other than a “like for like” replacement. These would fall under the ‘acceptable fail’ 

category. 

 

However, in other cases Adra have identified solutions that involve some remodelling of the 

existing layout. The extent of this work does vary from knocking down pantries or walls to adjoining 

rooms to create a bigger kitchen with the consequential loss of the adjoining room as a dedicated 

space. Clearly, this work does add further to the disruption to the tenant which may affect 

customer’s decisions to refuse the works. Resulting in an acceptable fail on the grounds of Tenants 

choice. 

This was all communicated with tenants via the WHQS Tenants Forum and approved by Adra’s 

Board in December 2011. 

 

Timing of Remedy: Investment plans are developed from the 5-year bands detailed in the Keystone 

data. From this Adra develop annual programmes targeted on geographical areas and on 

economically sensible work packages. 

 
The priorities for the 5-year investment programme are maintaining WHQS and then addressing 

specific neighbourhood or estate issues. 

 

Cost of Remedy: It is not always possible to achieve WHQS on an element due to the cost of 

remedy. 

 

Acceptable fail example; take the ‘micro kitchen’ scenario where there is no option other than a 

‘like for like’ replacement. In this case Adra could not offer an extension as there would be no 

provision within the Business Plan. 

 

Some properties are acceptable fails where the SAP rating is still below 65 due to the construction 

type, being in off mains gas areas and the physical restrictions on upgrades. Some of these 

properties have already had investment to improve their heating and insulation and the cost of 

any further investment is prohibitive. The Asset Management Strategy will be used to look at 

options for those properties.   
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8. Data Storage & Asset Management Software 
 
In 2010 Adra purchased an asset management database, Keystone. 

 

Keystone is a browser-based asset management database designed for social landlords. In addition 

to asset management solutions, Keystone also provides planned maintenance, component 

accounting, asbestos register, servicing and inspections, and risk management solutions.  

 

As noted above Adra also commissioned the practice of surveyors Savills to undertake a survey of 

100% of the stock back in 2010 and an additional validation survey of 25% of our stock in 2015.  

 

This information was collected and transferred to our Keystone asset management data base. 

 

Keystone software interprets the stock condition and applies a series of checks and calculations 

(algorithms) to assess WHQS compliance for each element and for the stock overall. The database 

is one of the market-leading software packages which allows for additional survey and investment 

data to be added to the core information and the WHQS position can be constantly refreshed and 

updated. 

 

In addition to the Keystone asset management database (KAM) Adra have invested in various ‘add 

on’ modules. 

 

Keystone Servicing & Inspections (KSI) – A generic, workflow-based tool that allows Adra to 

manage an unlimited number of appliances ensuring compliance is maintained, and corporate 

standards are followed. Adra manage all the Gas, Oil and solid fuel servicing via this module which 

automatically updates the data held in KAM. 

 

Keystone Planned Maintenance (KPM) – Covers the full contract management lifecycle from 

programme definition to final completion, allowing Adra to manage capital works programmes and 

create completed works rules that automatically update the stock condition data held in KAM. 

 

In order to ensure the robustness of information held in Keystone, Adra has employed surveyors 

to carry out stock condition surveys on 20% of the stock per annum.  
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In addition to the above stock condition surveys Adra will also carry out WHQS Verification audits 

on 10`% of the properties that receive stock condition surveys as well as regular reviews of the 

system via the in house Assets Business Support Team. 

 

9. WHQS+ standard 
 
In Energy efficiency is the key area where Adra is aiming to surpass the WHQS, due to the level of 

exposure to properties and the demographics of our tenants. The Revised Asset Management 

Strategy will set out to improve the average SAP rating of 70 and tackle Fuel Poverty. 

Our route map to achieve this is as follows:- 

• £14 million External works programme concentrating on roofs and external insulation for 
properties. 

• A further £4.5m heating scheme replacing underperforming boilers. 
• A new build and development programme. 
• A £3.5m refurbishment programme for our non-traditional homes 
• ARBED Scheme 
• Asset Investment Appraisals (AIA) for properties that cannot achieve the SAP rating. 

 
 
Active Asset Management - Adra’s Active Asset Management Group (AAMG) is responsible for 
assessing Asset Investment Appraisals (AIA) conducted on assets that cannot achieve the 
designated SAP rating 
 
 

10. Community Benefits 
 
Community benefits under WHQS: 
 
Core social clauses relating to Targeted Recruitment & Training (TR&T) were included in all WHQS 
contracts requiring all service providers to follow Welsh Government i2i guidelines of generating 
52 apprentice/trainee weeks a year, per £1million spend. Service providers were also set a Adra 
board target requiring that 15% of each contractor’s workforce be ‘new entrants into training’. 
 
The non-core social clauses encouraged service providers to engage in wider community benefits 
and to contribute and support where possible, local community initiatives and projects through in-
kind donations (materials or financial), in-kind labour or staff hours. 
  
Adra’s robust monitoring process included a Key Performance Indicator (KPI) on ‘Training and 
Employment’ within the suite of 11 KPI’s used to measure performance on all the WHQS contracts 
and measured each service providers performance in achieving the core requirement.  
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Each service provider were also subjected to monitoring via the Welsh Community Benefits 
Measurement Tool on an annual basis. 15 number of toolkits have been forwarded to Value 
Wales up to now with an average score of £1.90 
 
Community Benefits 2015-20: 
 
It is still within Adra’s aims and objectives to ‘maximise local economic opportunities from our 
activities’ and as such it is still our intention to generate community benefit opportunities in our 
contracts through a combination of core and non-core social clauses. 
 
The core social clauses relating have been included in all our Capital Investment Frameworks that 
specify that each service provider must generate 52 training weeks per £1 million expenditure. 
Through a combination of; recruitment of apprentices at level 2 or 3, paid work opportunities 
and/or retention of any apprentice/trainees. 
 
Core social clauses have also been included in three New Build contracts and Non-traditional 
Property Refurbishment programme detailing training week targets proportionate to the value and 
duration of each contract. There is also an expectancy for our service providers to engage in non-
core non-prescriptive community benefits.  
 
Adra’s monitoring process for community benefits under the Capital Investment Frameworks 
includes a KPI to measure the core requirement of generating 52 training weeks per £1 million 
expenditure. The Welsh Community Benefits Measurement Tool will be undertaken for all 
contracts and submitted to Welsh Government either at the end of each financial year or at the 
end of each contract. 
 
Community Strategy 
 
The Community Strategy was developed in 2017/18 following extensive consultation with Board, 
Staff, tenants and other stakeholders. The strategy outlines how Adra continues to invest in our 
communities and runs from 2018-2030. The five priority themes of the Strategy are Employment 
and Skills, Health and Wellbeing, Crime and Safety, Environment, and Language, Culture and 
Heritage. Significant progress was made with improving our contribution to community 
investment and measuring the social value of work in our communities. A number of 
apprenticeship and trainee posts commenced, and we work with partner organisations (Urdd, 
Prince’s Trust, OPUS and Gisda) to provide more intensive support where needed. 
 

11. Regulation and Reporting 
 
Adra submit WHQS information as part of the Welsh Government Annual Monitoring Report. 

WHQS also features in the annual Self-Evaluation.  
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The Board’s Customers & Assets Committee receive quarterly KPI updates on WHQS compliance.  

WHQS progress is discussed in the Assets & Infrastructure Group (of the Tenant Participation 

Framework) 

Any significant WHQS matters would be reported to staff via the Staff Bulletin.  

 

12. Consultation 
 
Adra is committed to ensuring that tenants remain at the heart of our work, and therefore supports 
the delivery of a tenant participation framework which enables them to have their say on issues 
that are important to them and be able to effectively influence service design and delivery.; 

 
Tenant and Resident Consultation 
 
Adra’s participation framework is in place to ensure that there are opportunities and mechanisms 
in place to enable us to consult with tenants and residents on their needs, aspirations, Adra 
performance as well as strategies, policies, procedures and proposed changes to services. This is 
done through the following channels;  
 
 

• The Adra Tenant and Resident Partnership  

• Customer & Communities Group 

• Assets & Infrastructure Group 

• Quality for Tenant Team 

• Tenant Satisfaction Questionnaires 

• Customer Panel 

• Community Events e.g. Open Days, consultation events and family fun days 

• Social Media – Facebook, Twitter and Instagram 
 

 

Tenants are supported in their role as Partnership and Forum members, with various training and 
networking opportunities to develop skills and understanding to make them more effective in their 
roles as tenant representatives. 
 
Consulting with Leaseholders 

 

Adra will continue to develop its relationship with its Leaseholders.  In the past affected 
Leaseholders have received estimates of their contributions to the costs of major works to their 
blocks.  Adra has held events and improved communication with those Leaseholders to answer 
their queries regarding the works and to explain how the cost estimates have been calculated.  
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Going forwards Adra will continue this work so that the Leaseholders’ share of the costs can be 
recovered in accordance with the terms of their leases.  
 

13. Verification 
 

The approach to Verification is as follows: - 

• Adra’s internal surveyors aim to complete a 10% WHQS verification audit of the completed 

Stock Condition Surveys per annum stock, ensuring WHQS compliance against data held within 

our Asset Management Database, Keystone. 

• Please note; the internal surveyors will be independent and free from any conflict of interest.  

• Adra will also consider working with neighbouring RSL’s to verify / audit a percentage of each 

other’s stock in a partnering approach.  

• Adra’s Stock Condition Data is subject to regular scrutiny by external auditors 

• Adra’s Business Support team aim to carry out ‘Keystone health checks’ at regular intervals to 

ensure data is recorded correctly and WHQS compliance is maintained. 

 

14. Review 
 
This policy will be reviewed by the Assets & Investments Business Support Team in January 2021, 

or in response to changes in legislation, regulatory guidance, good practice or changes in other 

relevant Adra (Tai)  Cyfyngedig Policy. 
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APPENDIX 1 – Acceptable Fails (AF) Register 
 

Item Type Element Acceptable Fail Description Approved 

by 

Date 

1 Tenants 

Choice 

All Tenant refused works and signed a 

disclaimer. Reasons; installed their own, 

don’t want the disruption or on medical 

grounds. Please note; Tenant cannot 

refuse electrical or heating works if it’s a 

potential Health & Safety issue. 

WHQS 

Forum 

 

2 Timing  All If a component is in good condition and 

within its lifecycle but falls outside WHQS 

then this component will be classed as an 

acceptable fail until its current lifecycle 

comes to an end. When renewing the 

component, it would be done to WHQS. 

For example; 

Some properties do not have the required 

number of sockets but comply with 

current regulations and are regularly 

tested. These properties will be upgraded 

to WHQS when the property is due a 

rewire (end of lifecycle).   

WHQS 

Forum 

 

3 Physical 

Constraints  

Kitchen Some kitchens are so small that the 

existing layout does not permit Adra to 

achieve WHQS “Micro Kitchens”. However, 

we do if possible offer to relocate the 

kitchen to an adjacent room. This is often 

refused.  

Board December 

2011 

4 Cost £ SAP Some properties fall below the 65 SAP 

rating due to no Mains Gas available within 

the area. 

WHQS 

Forum 

 

5 Physical 

Constraints 

Outhouse / 

Shed 

Not all properties have external storage 

due to physical space available.  

WHQS 

Forum 
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Item Type Element Acceptable Fail Description Approved 

by 

Date 

6 Cost £ & 

Physical 

Constraint 

Garden Not all properties have a ‘level area no 

smaller than 10m2 directly accessible from 

the dwelling’ because of nature of the plot 

/ area of the property. 

WHQS 

Forum 

 

7 Physical 

Constraints 

Garden Not all properties have fenced gardens as 

some estates were designed as ‘open 

plan’. 

WHQS 

Forum 

 

8 Specification Kitchen & 

Bathrooms 

Not all kitchens and bathrooms have 

extract fans because Adra decided to use a 

passive ventilation system. This was 

agreed via tenant forum following a pilot 

scheme and is dependant on the property 

floorplan i.e. kitchen and bathroom 

locations. 

WHQS 

Forum 

 

9 Timing  Properties Some properties are earmarked for 

potential disposal are not up to current 

WHQS. This is pending an options appraisal 

and classed as an acceptable fail. 

WHQS 

Forum 

 

 


