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BETRA Tenant Management Organisation (TMO) was set up in 2004. We were
part of a new scheme from the Government, whose aim was to give back some
power to residents on estates.

A TMO is created when residents, tenants and leaseholders, in a defined area of
council or housing association homes create a corporate body and, typically, elect
a management committee to run the body. This body then enters into a formal
legal contract with the landlord of the home (In our case Havering Council),
known as the management agreement.

The management agreement details precisely which services are managed by the
TMO on behalf of the landlord. The extent of the devolution in service can vary
enormously, particularly between small and large TMOs, but may typically
include day-to-day repairs, allocations and lettings, tenancy management,
cleaning and caretaking, and rent collection. The TMO’s operations are
mainly funded by the management fees payable by the landlord under the
agreement.

The TMO can take a number of legal forms. Registered TMOs may be a
co-operative, or set up under corporate law.

TMOs have a track record of delivering better resident services than councils, and
that is what we aim to do here at BETRA.

There are three TMOs in Havering:
BETRA TMO - Harold Hill
PETRA TMO - Hornchurch
DELTA TMO - Gidea Park

While all three TMOs run as separate entities, we do collaborate where
appropriate and within our remits.

Management of the Barnstaple Estate is a serious business. BETRA has some 216
properties on the estate. But these are more than just properties, these our people’s
homes, and this estate is our community. So becoming a BETRA board member
is a big deal. It’s a chance to make a contribution to the development of our
community, a chance to have your say when big decisions need to be made; a
chance, in short, to make a difference.

With opportunities come responsibilities. Board members are accountable for the
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decisions they make and the expenditure they oversee. This booklet has been
designed to give new and existing board members an overview of their role and
responsibilities. We also hope it will help residents appreciate the work that
board members do, and perhaps even inspire some to think: “I’d like to do that...
Maybe I could become a member of the board.”

Our Chair writes:
The TMO is here for residents and we have four members of staff to support the
community. Together, we look after not only the 216 flats on our estate but also
the grounds, car parks and bin areas. We like to think we have eyes and ears
everywhere on our estate through our residents - if we are informed, we can get
things done. Should you ever have any queries please do not hesitate to get in
touch with us.

Our board of committee members consists of residents of the estate. This gives
power back to the residents in their community and is the exact reason the TMO
was established back in 2004.

We meet on a regular basis discussing the pressing issues our residents face, and
while we get our budget from Havering Council we decide where the money is
spent around the estate for the benefit of the community we live in.

Later in this booklet, you can read about some of our board members’
experiences, in their role as resident representatives. If that sounds like
something you would like to be, or if you just think, “I would like to get involved
and make a difference in our community" then please contact our estate manager
- we would love to have you onboard.

I hope to see you soon, even if it’s just for a chat when we see one another
around the estate.

Jill Horsham
Chair of BETRA

BETRA was formed in April 2004, when a group of residents decided it was
time to apply for the right to manage their estate as a TMO. This was no easy
task and it took hard work and many hours of training before the group was
deemed fit and ready, by both the relevant Government department and Havering
Council, to take on the responsibilities of a TMO. Ever since, BETRA has
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managed homes and grounds maintenance on behalf of the Council for the
Barnstaple Road and Montgomery Crescent estate.

Between 800 and 900 people live on our estate, which is situated in Harold Hill in
the London Borough of Havering. The estate is made up of 13 Houses, all of
which are three stories high:

● Accrington House
● Alcester House
● Ampthill House
● Angmering House
● Cardigan House
● Devizes House
● Kirkham House
● Oundle House
● Radstock House
● Southsea House
● Stroud House
● Thornbury House
● Upton House

BETRA operates on the basis of shared values. Board members and staff are
expected to adhere to, and promote these values:

● embodying excellence in all we do through achieving continuous
improvement

● gaining the trust of our community by being passionate about what we do
● supporting those who need our help and fostering a community spirit
● shaping our services to meet the needs of local people
● valuing and rewarding our staff team as our greatest asset
● creating a sense of ownership and personal responsibility
● respecting all members of our community and valuing their diversity
● ensuring that the wellbeing of the disabled, elderly and vulnerable is a

priority on this estate.

First and foremost, BETRA aims to ensure that the estate is maintained and that
contracted services are provided to the highest level for the residents. The Board
oversees the day-to-day running of the estate, and helps come up with new ideas
for improvements. Board members attend training courses to help them with their
role on the committee.
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BETRA employs a small team to manage and undertake all operational aspects of
the business. This work includes:

● checking all common areas of the estate each day, identifying any issues,
and having an order of job priority

● removing any rubbish around the estate daily, inspecting the communal
bins daily and cleaning graffiti as soon as it is noticed/reported

● encouraging active participation by all residents and keeping them
informed of any opportunities arising in the local area

● treating all residents equally, taking everybody as an individual and
taking appropriate action when required to uphold residents rights and
protect their welfare

● holding annual surveys to keep the Board informed of residents views
and priorities

● organising community events and activities
● hosting a website and producing a regular newsletter and other

information booklets in order to keep residents informed about our work.

BETRA has a management agreement with Havering Council to deliver particular
services. At regular intervals we review and negotiate this contract with the
Council, and from time to time our powers can change in accordance with central
government policies.

A summary of BETRA’s current responsibilities:
● provide an estate-based office
● provide responsive repairs and maintenance
● provide grounds maintenance for the estate
● manage and prepare void properties for re-letting
● (where appropriate) work in partnership with the Council on major works
● comply with the management agreement on financial matters
● provide first point of call on tenancy management issues
● deal with anti-social behaviour issues, in cooperation with the Council’s

legal team
● deal with unlawful occupancies, breaches of tenancy or lease agreements,

referring back to the Council where appropriate
● provide new and perspective tenants with a meeting with our manager, to

view the flat and explain tenant rights, responsibilities and the role of the
TMO

● maintain a motivated, efficient and effective staff team
● ensure forward planning to fill vacancies
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● ensure effective management of contractors and ongoing assessment for
value for money

● provide quarterly monitoring reports to the Council including all data
required

● ensure regular – at least annual – satisfaction surveys are carried out and
results analysed and acted upon

● ensure effective governance of the TMO including Board membership
and sustainability, accountability, and an effective split between
governing and operational activities.

BETRA’s constitution allows us to have a board of up to 15 residents,
proportionate to the numbers of tenants and leaseholders on the estate.

The board is elected at the Annual General Meeting (AGM), usually held in June
each year. At the AGM, a third of the board is asked to stand down and submit
themselves for re-election. This ensures that the board maintains some continuity
of membership and skills acquired. Residents, either tenants or leaseholders, are
welcome to stand for election and new members will be made most welcome.

At the AGM, the board elects its officers: a chair, vice-chair, secretary and
treasurer. The board goes on to authorise and set up sub-committees as and when
required. Prior to an AGM, if a resident wishes to join the board they can be
co-opted and then they submit themselves for election at the next AGM. Please
note: co-opted members do not have a vote until they become a fully elected
Member.

How BETRA works

RESIDENTS / TENANTS

CHAIR MANAGEMENT
Board                                                                               Staff team
Sub Committees                                                              Estate Manager
1) Staff and Finance                                                        Office and Grounds
2) Social Activities                                                          Maintenance Staff
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Regarding lines of authority, two points should be noted:
● Board members should approach the estate manager on matters

relating to the work of BETRA staff.
● Likewise, and importantly, tenants should approach the estate

manager when wishing to discuss their own tenancy issues – not the
chairman or a board member, as they cannot be involved in the
‘operational’ side of the TMO.

It is important that all residents feel they have a stake in BETRA. To
encourage this sense of ownership we have, since 2006, signed up over 210
registered shareholder members who each hold a share to the value of ten
pence.

Yes, that’s right, just 10p! It’s a symbolic gesture that allows members to
express their support for BETRA. It also gives them the opportunity to
attend board meetings and speak at them, if they so wish. However, voting
rights at board meetings are reserved for board members only.

Ideally we would like all our residents to sign up as shareholders. So, why
not pop into the office to collect your BETRA share certificate today? And
don’t forget to bring 10p!

Please note: regardless of whether or not you are a shareholder, BETRA
strives to deliver the same level of service to all its residents.

We know it can be challenging to join a management committee, especially
if you’ve not served on a board before. The following should help you to
understand how things work. And if you are thinking about standing for the
board, but would like more information before committing yourself,
we would be delighted to meet with you. Please get in touch with our Chair
Jill Horsham or our Estate Manager Lloyd Edwards.

Ways in which we support new and prospective board members:

Mentoring: This is where one of our current established board members
shows you the ropes, talks through the small amount of paperwork involved,
and generally makes sure to be there for you to help explain the procedures.
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Observing: You are welcome to come along to any of our open meetings as an
observer, just to get a feel of things before putting your name forward to join our
board. Our meetings usually take place every couple of months, and are held on
weekdays at 4pm and 7pm alternately in the estate office.

Induction meetings: We will set up short one-to-one sessions with the chair, sec-
retary and treasurer, as well as our estate manager, to explain in more detail the
role.
Training: BETRA holds regular training sessions related to the role and
responsibilities of being a board member, led by our consultant, Liz Michael.
These sessions are often in conjunction with our sister TMOs in Havering
(PETRA and DELTA), and sometimes with other TMOs from neighbouring
boroughs. BETRA will also fund training for members which could enhance their
skills and knowledge associated with the running of an organisation such as ours.

Study visits: We will sometimes arrange visits to other TMOs in Havering and
beyond, so that you can see how they operate and get an opportunity to talk to
their committee members and staff.

Our board members have certain responsibilities. BETRA has adopted a Code of
Governance which sets out the roles of the management board, its officers and our
staff, and how they relate to each other. You will be given copies of key
documents including this one when you put your name forward as a prospective
board member.

Please read the Code of Governance and Code of Confidentiality. We can only
keep the confidence of our residents if they know that we will treat their
information with the upmost respect and in confidence. In some circumstances
our estate manager may have to report to the board details of individuals or issues
that would come under the heading of private information. You must not share
this information with anyone outside of the board – even if at some stage you
cease being a board member.

As a new board member you will also be asked to read, agree and sign the Code
of Conduct and Standing Orders. These and other documents are very important
and it is essential that you understand your responsibilities in these matters. Once
this has been achieved and your training is complete, we will ask you to sign each
policy/document. This formal approach helps to underline the importance we
place on making sure our board treats everyone who lives on the estate fairly.
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Ian Cook
“Being on the board is wonderful. It means I can have a say in the running of the
estate giving me a voice when it comes to improving where we live. I have been a
resident on the estate for almost 10 years now and joining the board was the best
thing I have done.”

Charles Atte Darkwah (Treasurer)
“After a year of being on the estate I decided to apply to join the board. I really
enjoy being involved in the community and this is no different. I enjoy attending
the quarterly meetings and hearing from the manager about any developments in
our little part of Havering.

“It's also useful as it gives us, the residents, a chance to voice any concerns in
the community as well. Not only that, we also have a councillor on the board
who can give insight into the goings on further afield around the borough, which
is always handy to know.”

Kerry Taylor
“It's the events for me that I love the most. Being on the board allows us to be
creative when trying to bring all the neighbours around us together. I have been
involved in many events and being on the board at BETRA always put ideas
forward for the next event we can run.

“Christmas is always the best. This last year (2021), we haven't been able to
celebrate together due to Covid, but hopefully this year we will get back to
running our little Christmas market and I will be helping out as always.”

Jill Horsham (Chair)
“Having recently taken over the reigns of the TMO, I consider it a huge honour
to be in the position. Being voted in by our local residents at our Annual General
Meeting, I plan to get stuck into the pressing issues we face as a community.
By working with our manager, we can always continue to improve the
community we live in. Not only that, I feel like I'm giving back to the area and I
take a huge sense of pride from that.”

We believe it is really important that board members are given the skills and
knowledge to enable them to manage what is, after all, a small business.
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We receive a committee and communications allowance from the Council and we
encourage all board members to take part in training relevant to managing
BETRA TMO.

Induction and training sessions may be formal or informal. Some training could
be as simple as visiting other TMOs to talk to their committee and learn from
their experience, whilst other training could be more formal such as learning how
the finances are controlled, data protection responsibilities, or health and safety
accountabilities.

There are a number of organisations that provide training for community groups
such as ours. We try to circulate these to board members and encourage
attendance. We also sometimes hear of training being organised by the Council
for their staff and, where appropriate, we ask to be included in this training.

We recognise that sometimes it is difficult for members to attend all-day sessions,
and to travel, so we also organise trainers to come to our offices and deliver
sessions at times that are convenient for our members. We feel it is a
responsibility of both old and new board members to keep themselves well
informed of the issues that can impact on our TMO.

BETRA is registered with the Financial Services Authority (FSA) under the
Industrial and Provident Societies Act 1965-1978. This registration brings with it
certain responsibilities. We have a set of rules registered with the FSA which we
must abide by. A summary of the FSA rules is set out below:

● All lawful residents of the Barnstaple Estate who are aged 18 years or
over are entitled to join BETRA TMO by purchasing a share.

● Each share costs ten pence and entitles the holder to lifelong membership
(providing they remain a lawful resident of the estate).

● An annual general meeting must be held every year to elect the Board,
appoint an auditor and receive the accounts and balance sheet for the
year.

● In addition, special general meetings may be called by the Board or by 10
per cent of the members of the TMO, giving all members 14 days’ notice
of such a meeting.

● The Board must have at least six elected members but not more than 15
and the quorum for any Board meeting is one third.
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● The Board can invite people who are not members of the TMO, perhaps
experts in a particular field, to attend meetings.

● The TMO must keep a register of its shareholders and a copy of that
register must be held off site.

● The TMO must ballot the estate’s residents every five years and get 50
per cent plus 1 of the vote in order to continue.

BETRA has a management agreement with Havering Council which sets out in
detail the services our TMO must provide. This includes key policies and
procedures such as our equal opportunities policy and our financial procedures.

The MMA incorporates how as a business we should be run, using Council
funding in the right areas, as well as defining repairs, grounds maintenance and
governance of the company.

There are eight chapters in the agreement, based on the TMO’s responsibilities, as
follows:

● Chapter 1 sets out the outline of the contract and how it can be changed.
● Chapter 2 deals with the responsive repairs and maintenance services that

the TMO has responsibilities for.
● Chapter 3 deals with the level of rents and service charges. (BETRA has

no involvement with this aspect of the agreement and so that is stated)
● Chapter 4 sets out how the Council calculates our allowances. It deter-

mines that our annual allowance is paid in quarterly instalments, and it
requires us to have our accounts audited. We are also required to prepare
a budget for the year and show we keep a close watch on our expenditure.
Surpluses made can be rolled over but eventually have to be spent on
improvements to the estate.

● Chapter 5 states that the Council is responsible for ending tenancies and
taking legal action against tenants who have breached their tenancy agree-
ment, and leaseholders who have breached the terms of their lease. The
TMO can ask the Council to take action provided it has made an attempt
to persuade the tenant or leaseholder to stop breaching the agreement.

● Chapter 6 says that BETRA is responsible for employing its own staff and
contractors and has its own recruitment and employment procedures and
contracts for each employee. This chapter also sets out arbitration proce-
dures should the TMO and the Council have a serious disagreement.
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● Chapter 7 includes all the performance standards that BETRA and the
Council must meet with regard to services and the way the TMO
operates. The Council holds regular monitoring and development meet-
ings with the TMO. The TMO must produce an annual report of how it
has performed and must monitor its performance in relation to its equal
opportunities policy.

● Chapter 8 includes an explanation of all the terms included in the
agreement.

In order for BETRA to provide services, we receive a management and
maintenance allowance from the Council.

The current MMA spans three years, beginning 2022. It is based on what it costs
the Council to provide the same service to its own directly managed properties.

The profits (surpluses) BETRA makes each year are closely monitored by the
board to ensure compliance with our stated business plan. Using any surplus
made, the board identifies improvements we can make to the estate over the
following three to five years.

The current business plan spans 2022-2025 and is a comprehensive report on our
specific objectives for the next three years, as well as a detailed document about
BETRA TMO.

Over time it also provides a guide to how well we are performing. Estate
improvement is the current focus of our plan, and we welcome ideas that we
could possibly implement into the next three year plan.

The Board maintains an excellent working relationship with our TMO Estate
Manager and his team, as well as the various contractors we employ for various
specialist jobs. However, if any Board member has a concern about a  staff
member they are asked to raise the issue first with the Chair.
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For full details on all aspects of the Council’s Housing Service, it is best to go to
their website at www.havering.gov.uk and follow the links to the housing
section. Their email is:homes@havering.gov.uk

BETRA often liaises in particular with the Council’s Resident Involvement
Team.

Board members should read and have copies of the following:
● The Board Members Handbook
● The BETRA Constitution
● The Code of Governance
● The Code of Confidentiality
● The Code of Conduct and Standing Orders
● BETRA’s Business Plan 2022-25
● Declaration of Interests
● Equal Opportunities Policy

What is involved in becoming a board member?
We hope that this booklet goes some way to answering that question. Board
members are ordinary residents on the estate who care about their community.
They are prepared to attend meetings (four to six per year) to hear about and dis-
cuss what happens on the estate, and make decisions relating to financial and
staffing issues.

Will I have to attend every meeting?
No, holidays, sickness and other personal reasons may prevent you from attend-
ing some meetings. When this happens, you should send your apologies in ad-
vance to the Secretary, or by phoning the office on 01708 344300. If you fail to
turn up on more than three separate
Consecutive meetings without sending apologies we will consider that you have
resigned.

What’s in it for me?
It’s a chance to exercise and develop your people and business skills, to enhance
your CV, to make friends and improve your community.
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What happens in the meeting?
There is a set agenda for each meeting allowing us to go through the
various items for discussion in a methodical way. Meetings will usually
last between an hour and 90 minutes. There may be reports to be read
and reviewed, financial documents to be circulated, and correspondence
to discuss.

There will be an opportunity for members to ask questions and make
suggestions. Sometimes there are confidential items that need to be
considered, perhaps involving personal information about staff, staff
wages, etc. These are kept separate from the main minutes. Any non-
board visitors present will be asked to leave the room while these items
are discussed, as required by our Code of Confidentiality.

Will it cost me anything?
No, and if you have to employ a babysitter, or incur other expenses in
order to attend BETRA meetings and training, you will be entitled to
out of pocket
Expenses.

And if I decide to get involved?
If this booklet has left you thinking, “I’d like to get involved with
BETRA”, then please pop into the BETRA office for a chat with estate
manager Lloyd Edwards.

Remember, a TMO is only ever as good as its residents are prepared to
make it. Putting your name forward to become a member of our board
is just one of the ways residents can get involved. To find out more, do
please get in touch.
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