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MINUTES OF THE CAIRN STRATEGY DAY 
Held on 23 October 2025 at 9:00am
22 Hopetoun Street, Edinburgh

Present:	Angus Lamont (Chair)
	Lizzie Crawford (Vice-Chair)
	Neil Wood
	Douglas Reid
	Nigel Fortnum				 
	Andrew Clark	
	John Duncan 	

In Attendance:	Ken Tudhope, Director of Finance, IT and Risk (DFITR)
Meg Deasley, Director of Property Services (DPS)
Chris Milburn, Director of Customer Services (DCS)
Susan Wilson, Development and Regeneration Manager (DRM)
Carolyn Owens, Governance Services Manager (GSM) (Minutes) 	

	
	Item                                              
	Action

	1.
	Site Visits to Granton and Madelvic Court

Members visited Granton new development and Madelvic Court.

	

	2.




	Welcome/Purpose of the day
The Chair welcomed everyone to the meeting.  
The DPS provided an overview of the day advising that the purpose of the Session was to agree the overarching strategy for new build development with the Board and lay the groundwork for further planning of the future delivery programme.

The DPS highlighted the need for a Strategic view on our operating area to allow smart investment and growth in the right places , properties and services.  It was time to review our position and agree the guiding principles that help to focus on where we invest in new homes.  This would help with proactive decisions about new developments and these principles would also help to inform the wider approach to growth, acquisitions as well as reactive opportunities to acquire or dispose of one or more properties.

Understanding the nature of our service offer, that is in part being addressed by the ongoing review of our retirement housing, as well as explorations into increasing numbers of Mid Market Rent (MMR) properties was also required.
The DPS highlighted how the strategic position would underpin several strategy documents including the Growth and Partnerships, Development, Strategic Acquisitions & Disposal and Integrated Asset Management Strategies.

	

	3.
	Where are we now

Members discuss key highlights of the Ark Review and what had been delivered under the current strategy noting that the current strategy was approved in October 2021 and took us through the 2024-25 financial year.  Given the recent changes in leadership within the organisation it was now being reviewed.
	

	4.
	Setting the Scene

Members analysed the Scottish Government (SG) and Sector Context in relation to the SG funding position, Cabinet Secretary commentary, the  SHN VfM Report summary, house building statistics, SFHA’s Review of performance against SG goals, SG’s response to the first phase of the Housing Investment Taskforce, Local Authority Strategic Housing Investment Programmes (SHIPs)  and discussed routes to development.

Members split into groups to complete a PESTLE analysis, (outcomes attached).

	

	5. 
	Key Considerations around the SHR Key Themes

The Big Questions & Decision-making framework

The DPS highlighted that our focus has been on primarily delivering homes for social rent, with small numbers of alternative tenures, such as mid-market, full market, shared equity, and historically also shared ownership. There is support from Local Authority and Scottish Government partners to diversify the housing offer to include more mid-market rent, particularly targeting key workers, and possibly also considering leases to purchase.
 
Service Model
Although we have built some amenity bungalows (adaptable, wheelchair friendly for age 55+), we have primarily delivered general needs housing for the mainstream population.  Despite 20-25% of our stock providing housing for older people in the form of Retirement Courts, we have not built a modern version of this, and thus our offer for specialist housing for older people remains based on the 1970s-80s model. We could be looking at building modern retirement housing.

Members discussed key operating areas, current concentrations of stock, key relationships with Local Authority and SG partners and looked at live mapping of current stock, concentrations and proposed new build locations.

The DFITR lead a discussion on Risk Appetite & Capacity, key considerations, pace and funding options modelling and the Strategic Risk Register.

The DPS highlighted organisational resource capacity to deliver, and the three main phases of delivering schemes:
· business development 
· pre-contract project management 
· post-contract project management.

and highlighted:
Letting & Management
Patch sizes and accommodating additional units
Maintenance & Investment
Patch sizes and accommodating additional units, long term investment needs

	


































	
	Why develop?

Considerations:
· Performance – consideration of the product offered, some discussion, for example, about MMR or dedicated housing for older people. No definitive outcome, but interest in further exploration.
· Geographical focus
· core areas 
· key partners, focus on our building where we are well-placed to do so
· Impact on small village setting decisions to invest or replace – recognising that this can make a big difference and should consider to be continued as part of the approach
· Trusted partner 
· Reactive v pro-active
· Housing demand
· Forecast future demand
* Selection criteria to prioritise – 
· It was agreed that we would set out a simple summary of the selection criteria that allow us to determine if we wish to take a project forward or not, articulating the criteria and providing a transparent audit trail of those decisions.
· Continue to develop where we have strong relationships with the Local Authority – no need to compete where others are also in a position to develop.
· Priority areas 
· Core operating areas
· Addressing housing need and Homelessness 
· Strategic partnerships
Identify a max envelope
Primary targets/ threshold
· Depending on build costs minimum grant likely to be 60%+
· Rent must be a minimum 6% of private finance contribution, preferably 7%
· Strategic reason to ‘break’ the rules
· Governance – framework for decisions 
· Visibility of process – clear selections criteria to be set out as a ‘checklist’ to capture early evaluation
· AMDC recommendation and assessment
· Board decisions
OBJECTIVES
· Provide more affordable homes!
· We will develop what we can in order to make an impact in communities and address housing need.
(Gearing – asset value v existing use value)

Principle Development Strategy and contingency plan 
Summary of Discussion and Next Steps
Why Develop?
There was a strong view from the Board that we should be developing if we are in a position to do so, summarised in the key points below:
· We are addressing housing need and contributing to the national housing pressures;
· Making a difference for individuals and communities, even if not developing large scale;
· If affordable, we should build as much as we can.
Concerns raised:
· A query was raised whether current tenants are or should be subsidising new builds or do the finances for new build units stand alone and make a positive contribution. It was agreed that all projects need to make a positive financial contribution.
· Wanting to have clear financial parameters to ensure we are operating within agreed constraints and not overstretching our financial capacity.
Focus of our Strategy?
· Addressing housing need based on future housing demand in communities where they are needed.
· Recognising our core operating areas – but open to compelling cases if it makes sense to do so
· Recognising our key strategic partnerships – working with Local Authorities where we already have a strong relationship and building on that.  Not seeking to compete where others are already operating – spreading the impact in partnership. Those primary areas include Highland, Moray, West Lothian, and to a lesser extent, North Ayrshire, Falkirk and Glasgow.
Constraints?
· Identifying a maximum ‘envelope’ within which we can plan and develop the programme – stated at the Strategy Day that we would be aiming for 500 over 5 years.
· Financial constraints to be articulated as a target for each development.
· Allowing that we may identify the exception where we have a strategic reason or priority that would see us ‘break’ these rules.
Governance?
We discussed the decision-making framework around development projects and set out three ‘stages’ of governance:
· Initial project selection against key criteria – we will introduce a process that provides visibility with clear selection criteria to be set out as a ‘checklist’ to capture early evaluation.
· Potential projects and project proposals will continue to be discussed at AMDC for recommendation and assessment, including any concerns, fact-finding, etc.
· Decisions on taking forward projects will then continue to be put to Board for final decisions.
What next?
It is proposed that a Draft Development Strategy is now worked up based on these discussions, with the intention to bring key components to AMDC for discussion in February, and the Draft Strategy to Board for approval in March.
	












































































































Action DPS
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PESTLE Analysis 
	Political factors:
	What is the country's political situation, and how can it affect the industry and, subsequently, the business? Is the political environment changing, and what are the current trends under the specific administration?
	SG Focus on Housing
Upcoming elections
Global political uncertainty
	Policy
Holyrood Elections
Funding priorities
Funding response to English investment
New thinking – housing crisis
Local Government <-> Scottish Government relationships
our relationships and influence


	Economic factors:
	What does the economy look like currently? Is the economy growing or shrinking?
	Rising cost of building
Shrinking pool of developing RSLs
Increasing issues of affordability for tenants
	Can we incentivise downsizing
VAT position! Tax as a driver
Who is available to build?


	Social factors:
	Are there any significant shifts in consumers' preferences and buying trends? What are the latest social patterns, and how have they influenced people's behaviour?
	Higher numbers of lifetime renters – decreasing homeownership levels
Impact of remote working on wider areas?
	Pressure on making alternatives available for [people to change
Changing demand?
Remote working impact


	Technological factors:
	What are the latest technological advancements and breakthroughs?
	Internet Connectivity & Remote working
IOT
	MMC – can this offer advantages? Are there other avenues of procurement or design solutions that we should be exploring?


	Legal factors:
	What kind of regulations and legislation are put into effect? Any key changes in the legal system and compliance policies?
	Alternative funding models / routes within existing regulatory environment
	Procurement Regulations


	Environmental factors:
	What are the current environmental trends and policies?
	Need to meet energy targets
Potential Scottish PassivHoos Standards & Building Regs
	Energy and net zero – costs?!
Off-site
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