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RAAF Welfare Recreational Company (RWRC)

(Trustee of the RAAF Central Welfare Trust Fund - RCWTF)

2013-2018 BUSINESS PLAN

AIM

To provide access to discounted recreational accommodation and to manage and promote RWRC owned recreational facilities for RAAF members, their families

and other eligible persons
, and to provide financial support to, and assist in 

the provision of recreational amenities and services to RAAF members.

Mission

To manage the activities of the RCWTF as a sustainable entity through a strategy of diversification and with broad long term vision in order to optimise the benefits to eligible persons in the provision of discounted recreational accommodation and 

welfare recreational amenities. 
STRATEGY HORIZON

The 2013-2018 Business Plan contains decisions and strategies to be put in place by the

Board over the life of the plan.   These decisions and strategies are subject to yearly review. 
Introduction

This Business Plan reflects the provisions of the Deed of Trust and articulates the Corporate Goals together with the Business, Operational, Investment and Performance Strategies through which the (RWRC) intends to achieve its Aim and Mission during the time horizon of the Business Plan.  The 2013-2018 Business Plan recognises the need for longer term planning and that the Trust Board must ensure that the overall value of the Trust has a fiscal growth factor.

To that end, the Trustee must ensure that the Trust continues to be a sustainable entity which meets the needs of Air Force members and that the morale and well being of those members is enhanced. Subject to the meeting of this primary requirement, provision of facilities may then be made available to other eligible persons in accordance with the Deed of Trust. The Trustee should strive to provide for future generations through the process of a continuous improvement of the standard of amenity available, and by the value of the loans and grants offered.

Annex A of the Business Plan specifies the enabling tasks and performance indicators that allow the achievement of corporate goals.

COMPANY STRATEGY

The 2013-2018 Business Plan contains decisions and strategies based on a five (5) year time horizon covering personnel demographics, RAAF disposition, predictions on property and investment markets, and the probability that RWRC Fixed Assets may change before 2018. The company strategy is based on four lines of operation and growth policies and is targeted as follows:

· RWRC Owned Holiday Accommodation Operations
· Alternate Holiday Accommodation Arrangements
· RWRC Fiscal Growth Operations 
· Welfare Loans and Grants Operations and benevolent gifting
Each entity's operational and fiscal strategy must be set so that at least the entity's current value is maintained. 

CORPORATE GOALS

Objective 1 

1.1
Recreational Facilities. To provide access to discounted high quality recreational accommodation and facilities for members of the RAAF, their families, and other eligible persons through the provision of RCWTF owned or leased holiday apartments, joint commercial ventures with other corporate bodies or promoting the use of other Service owned facilities. The recreational facilities may be owned solely by the Trust, owned by virtue of a joint venture, or by economically viable short or long term leasing arrangement.

Objective 2 
2.
Recreational Amenities and Welfare Activities. To provide financial assistance via loans and grants in the provision of recreational amenities and Service recognised welfare activities.

Objective 3

3.1.
Marketing. To promote, in accordance with the RWRC marketing plan, RCWTF holiday facilities, other affiliated recreational accommodation, and other welfare amenity benefits available to eligible persons. 

3.2
Mutual Co-operation. To foster relations with the providers of Navy, Army and other allied nations in order that RAAF Personnel and other eligible persons can access their similar amenity benefits.
Objective 4
4.1
Management. Maintain and review management documentation and practices as necessary to meet current, future and long term RCWTF operational strategies.
4.2.
Finances. Administer the financial activities of the RCWTF to ensure there is sufficient capital to meet the operational strategies of the Business Plan. Any investments must show a growth component and provide sufficient return to fund the loans and grants scheme.

4.3.
Trust Value.   Ensure that the Trust's fiscal value is maintained with provision for an investment policy with a growth component, and that an appropriate and achievable percentile balance between Fixed and Liquid Assets is set.

OPERATIONAL STRATEGY

RECREATIONAL FACILITIES (ALL ACCOMMODATION)

5.1
Access to Facilities. The Board is to facilitate access to discounted high quality recreational accommodation for all eligible persons. The accommodation may be RCWTF owned or leased holiday apartments, joint commercial ventures or the use of other Service and allied forces owned facilities. 

5.2
Property Philosophy.  The Board is to ensure that any acquisition of property, either owned or leased, is consistent with the company strategy, and that, where possible, acquisitions are diversified.
RCWTF FACILITIES (OWNED ACCOMMODATION)

6.1
Fiscal Value.   The fiscal value will be set and maintained in accordance with Board strategy.

6.2
Tariff Policy.   The Board is to review the tariff policy regularly and is to base the policy upon the 75% ATO revenue subsidy threshold, seasonal adjustments. As a minimum, tariffs are to be set in light of overall costs and the need to finance an annual scheduled works programme as determined by the Board.

6.3
Management Requirements. The Board is to provide facility managers with clear direction in respect of their management responsibilities as defined in their individual contracts.  The Board is to provide managers with regular and timely updates regarding changes to policy and procedures.
OTHER ACCOMMODATION

7.1
Alternate Accommodation. The Board will explore alternate means of providing subsidised rental accommodation in accordance with Board strategy.  This may include joint ventures, short or long term leases or the acquisition or disposal of assets.
INVESTMENT STRATEGY

8.1
Introduction.   The Board is to develop and implement an appropriate investment strategy that is capable of maintaining the value of current assets and provide for a long term growth factor.
8.2
Investment Portfolio.   The Board is to ensure that the investment portfolio delivers income and growth to ensure the long term sustainability of the company.
8.3
Returns and Benchmarks.   The Board in consultation with the engaged fund manager, will establish and maintain appropriate benchmarks on an annual basis.  However, the Board may also set broad long term goals in relation to the fund.
PERFORMANCE STRATEGY

9.1
Investments.   The Board is to annually review performance of all investments and is to adjust investments in accordance with Company strategy.
9.2
Accommodation.   The Board is to regularly gather and monitor fixed asset valuations to ensure that the long-term viability of the Trust is maintained through a positive growth factor. More specifically, Fixed Asset valuations on Trust owned property are to be staggered to better assess the changing worth of those assets.
9.3
Net Surplus.   The Board is to ensure that all operations are reviewed annually to maintain sustainability of the company.
ANNUAL REVIEW

10.
The Board is to annually review the Business Plan and is to conduct the review with due cognisance to the provisions of the Deed of Trust applicable at the time of the review.
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2013/2018
TASKS, BUSINESS RULES AND PERFORMANCE INDICATORS

Recreational Facilities

Tasks

1.
Investigate and acquire access to suitable discounted recreational accommodation.

2.
Regularly advertise and promote the RCWTF apartment complexes and other accessible 

discounted accommodation in Service newspapers and through widespread distribution of 

promotional brochures, the DPSA Web Page, and any other means available, within resource 

constraints. 

3.
Maintain specified occupancy levels of RCWTF holiday apartments at the following minimum levels:

	Facility
	Target

	Ambassador
	Breakeven

	Tuscany
	Breakeven

	Marrakai
	Breakeven


4.
Closely monitor occupancy levels through monthly analysis of occupancy statistics.

5.
Monitor the annual percentage of RAAF personnel accessing discounted holiday facilities.

6.
Monitor the annual percentage of RAAF personnel who have attempted to access discounted holiday facilities and have been unsuccessful.

7.
Survey and evaluate suggestions from tenants for improvements to RCWTF owned holiday facilities.

8.
Survey RAAF personnel and evaluate suggestions for accessing other discounted holiday accommodation.

9.
Ensure eligibility criteria for a holiday apartment is appropriate to achieve the occupancy targets set.


10.
Monitor occupancy statistics and, if necessary, investigate and implement changes to eligibility criteria.

Business Rules

· Maximise access by target groups.
Performance Indicators

· Assess what recreational property accessibility has been investigated and advise of access numbers actually achieved.

· Achievement of specified target occupancy levels.

· Identify proportions of eligible members who stay at RWRC owned facilities together with those members unable to secure an accommodation booking.

· Identify eligible member demographics by user category and home State location.

· Demonstrate percentage increases in RAAF personnel using available facilities.

Recreational Amenities and Welfare Activities

Tasks

1.
As determined by the Board from time to time, provide financial assistance for the provision of recreational amenities and welfare activities such as, deployable operational recreational welfare facilities, recognised RAAF Service sport associations, special interest clubs, and RAAF welfare bodies.
2.
Ensure that RAAF welfare and sporting organisations are aware of the RCWTF Loans and Grants Policy that provides for the possible availability of RCWTF funds to assist their activities.

3.
Promote the availability of RCWTF financial assistance to RAAF welfare and sporting organisations under the auspices of the RCWTF Loans and Grants Policy, and provide guidelines for applying for assistance at an affordable level.
4.
Set, and annually review, Loans and Grants Policy criteria, which detail the assessment processes that determine the worth of an application for funding assistance. (Annex B is the current Loans and Grants Policy.)

5.
Monitor the percentage of applications for assistance that were able to be satisfied while aiming to disburse 50% of the return generated on liquid assets during the pre-ceding financial year. 

6.
Investigate investment options so as to maximise the funds available for provision of amenities.

7.
Maintain currency of the relevant Defence Instructions.

Performance Indicators:

· Release RAAF-wide a biannual message that details the RCWTF Loans and Grants Policy together with guidelines for seeking financial assistance.
· Raise the knowledge of accessibility to RCWTF Loans and Grants
· Annually review the Loans and Grants Policy 
· Annually call for applications for assistance from RCWTF funds.
· Disburse the amount allocated by the Board.

· Align all reasonable request lodged with the total number of grants made.

Mutual Cooperation

Tasks

1.
Ensure that other Service’s recreational facilities are available to RAAF personnel and families.

2.
Maintain regular contact (at least quarterly) with Army and Navy amenity administrators to monitor the holiday facilities available and ensure that eligibility criterion accord appropriate reciprocal access for RAAF personnel and other eligible persons.

3.
Maintain contact with Allied Forces amenity administrators to establish reciprocal access arrangements.

Performance Indicators:

· Identify proportion of eligible members who stay in overseas locations.

· Identify number of eligible overseas personnel who stay at RWRC owned facilities.

Marketing

Tasks

1.
Promote, through advertising in Service newspapers and widespread distribution of promotional brochures as well as other means available within resource constraints, the levels of access to RCWTF discounted recreational accommodation and other amenity benefits available to eligible persons, including access to Navy, Army, and other nations defence forces holiday and recreation schemes.

2.
Maintain a high level of awareness of the availability of RCWTF discounted recreational accommodation and other welfare amenity benefits, including those of other services and nations.

3.
Establish an advertising budget and allocate up to $7 500 annually (funds sourced from holiday resort profits where feasible and topped up from investment interest when needed).

4.
Advertise all accessible discounted recreational accommodation in Service newspapers and other appropriate media, including ex-Service organisations, with particular emphasis on periods of lower occupancy.

5.
Periodically review discounted recreational accommodation information brochures to ensure currency and appeal.

6.
Ensure adequate distribution of promotional brochures to RAAF personnel with particular emphasis on distribution to the initial training establishments (1RTU, RAAFCOL, RAAF Base Wagga Wagga).

7.
Implement marketing initiatives as approved by the Board of Directors.

8.
Maintain liaison with other Services for joint ventures and joint marketing opportunities.

Business Rules 

· Maximise the availability of access to discounted recreational accommodation.

· Maximise access in accordance with regional needs and target groups.

Performance Indicator: 

· Achievement of set target occupancy levels, and maximise occupancy where possible.
Management

Tasks

1.
Ensure Managers provide prompt advice of forecast vacancies for promulgation in 

Service-wide Routine Instructions and Information Circulars.
2.
Maintain the effectiveness of Apartment Managers to ensure that a high level of service to RAAF families and other eligible persons is maintained.

3.
Provide Apartment Managers with a Management Manual which reflects the requirements of their contract and which is linked to the goals and objectives of the Business Plan.

4.
Provide Apartment Managers with clear directives on management performance levels and how those performance levels will be assessed against the goals and objectives of the Business Plan. 

5.
Ensure all Board members complete the Company Director Course at the earliest opportunity.

Performance Indicator: 

· Efficient performance of contract requirements by Apartment Managers, with particular regard to a high level of service to recreational facility guests and to persons making written or telephone bookings and/or accommodation availability inquiries.

Finances

Tasks

1.
Conduct the financial activities of the RCWTF, using sound financial management practices, designed to provide sufficient capital to meet the operational strategies of the Business Plan.

2.
Aim to achieve an annual nett operating surplus from recreational apartment operations, that, when combined with returns from liquid assets, achieve an overall return on fixed assets of CPI + 1. .
3.
Review tariffs rates and structures annually and with Board concurrence, implement rates which best suit an appropriate balance between annual income achieved and subsidised tariffs charged.

4.
Ensure the performance of Apartment Managers and occupancy eligibility criteria are such that occupancy is maintained at or above target levels.

5.
Review property valuations every three years and insurance policies annually.

6.
Review property valuations with a view to maintaining the value of the proprieties in the longer term against indexed commercial property benchmarks.  

7.
Maintain adequate insurance cover for all risks, including public risk and Director liability.

Performance Indicator: 

· Financial statements to indicate achievement of budget operating surpluses.

· Appropriate property valuations to be reflected in the books of account together with an assessment of the market value against current indexed benchmarks.

· Annually review and update insurance covers, as necessary.

Trust Value

Tasks

1.
Monitor leasing and purchasing opportunities for additional holiday apartments, with a further review of the feasibility of purchasing the remaining apartment at the Ambassador complex (Apartment 8 is currently leased).

Performance Indicator: 

· Periodically review the option of purchasing the non-RCWTF apartment at Ambassador.

· Periodically conduct a survey of customer preferences.

· Propose a re-investment strategy which will make provision for maximum access to RCWTF amenities.

Operational Considerations

Tasks

1.
Establish a continuous program of maintenance works and improvements at Tuscany and Ambassador apartment complexes.

2.
Prepare and provide a Works Schedule for action by Apartment Managers.

3.
Conduct regular progress reviews of works activities to ensure compliance to the 

schedule.

4.
Review RCWTF owned apartment works and maintenance requirements prior to annual Board budget approval. Ensure adequate visibility within the budget of program costing.

5.
Conduct an annual works and maintenance planning visit to each apartment complex.

6.
The Committee of Management is to regularly visit Trust owned/leased properties and potential properties, with any new Director to visit all properties at the earliest opportunity after appointment.

7.
In conjunction with Apartment Managers, prepare an effective works and maintenance 

budget submission for Board approval.

Performance Indicators: 

· Raise, implement and complete effective annual works and maintenance plans ensuring the RCWTF apartments are maintained to a high standard with approved improvements undertaken on time and within budget.

· Complete the required annual inspection visits.

· Successful completion of all works in accordance with works schedules.
Investments

Tasks

1.
Review interest rates paid on investments and reinvest, if appropriate, whilst ensuring that government guarantees are utilised where possible.

2.
Monitor the Annual Report of the Defence Force Credit Union Limited to ensure that it continues to be an appropriate option for RCWTF investments.

3.
Review interest rates paid on investments and, with Board concurrence, reinvest as appropriate. If necessary, seek appropriate Australian Prudential Regulatory Authority returns from the institution to verify its compliance to Government policy in relation to safeguarding deposits.  

4.
Research all other available interest bearing investment opportunities as required which may include the movement of moneys from RCWTF traditionally utilised financial institutions.

Business Rules
· Risk minimisation, conservative investment strategy to apply, while recognising that a managed portfolio will experience variable returns.

· Portfolio performance indicator to be 'a negative return one (1) year in six (6) only'.

· Portfolio manager to achieve a minimum rate of return of CPI + 4.0%.
· Fund manager to achieve a target return in line with INTECH survey (INTECH + 1%)
· Fixed asset to liquid asset ratio guideline of 75 : 25 to apply. 
· RWRC Board to annually review what % of liquid assets to be 'accessible' and what % is to be lodged with the portfolio fund manager.
Performance indicators: 

· Financial Statements which reflect positive results and sound investment strategies.  

· To ensure the long term viability of RCWTF properties, we require the combined effect of appreciation of properties plus the net return to grow the Trust at a sufficient rate to provide a similar replacement property in the future.


The measure to achieve this indicator is:


Property movements measured by the RESIDEX Index for the relevant post codes, and


CPI measured by the Australian Bureau of Statistics, and


Anticipated rate of return from holiday facilities to be that which is budgeted.  

· Rate of return on liquid assets to fund loans and grants should be a minimum of CPI+2.0% (where possible) in order to fund a 50 : 50 loan/grant allocation : capital growth allocation.

Trust Administration and Corporate Governance

Tasks

1.
Through the use of sound management practices, conduct the business activities of the RCWTF to meet current and future operational objectives, including maintenance and periodic review of the documentation necessary to give effect to those management practices.

2.
Ensure that the provisions of the RCWTF Deed of Trust continue to meet the welfare amenity requirements of RAAF members and other eligible persons.

3.
Periodically review the provisions of the RCWTF Deed of Trust and submit any proposed changes to the Committee of Management for endorsement.

4.
Submit any changes to the Deed of Trust endorsed by the Committee of Management to the Board of Directors for approval.

5.
Ensure all necessary legal action is carried out to effect Board of Directors’ approved changes to the Deed of Trust.

6.
Ensure that the lists of delegated powers to the Committee of Management and Apartment Managers are appropriate and current.

7.
Periodically review lists of delegated powers.

Performance Indicators: 

· A RCWTF Deed of Trust that meets the welfare and amenity needs of RAAF members and other eligible persons.

· Continually review and set appropriate delegated powers for the Committee of Management and Apartment Managers.
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RAAF CENTRAL WELFARE TRUST FUND - LOANS AND GRANTS POLICY

GENERAL

1.
The RAAF Central Welfare Trust Fund (RCWTF) through its Trustee, the RAAF Welfare Recreational Company (RWRC), provides loans and grants to RAAF and Tri-Service entities for worthwhile purposes. 

2.
Applications for assistance are assessed in accordance with the criteria outlined below.

FUNDING

3.
The Board will determine the annual allocation for ‘loans and grants’ which will be determined by returns on liquid assets as articulated in the RWRC Business Plan. The value of loans and grants for that financial year should not exceed the value of funds allocated. However, the Trustee may approve additional grants or loans should a deserving case be presented and the morale and welfare benefits to our members outweigh other factors. In these cases the value of the grant shall be treated as an operating cost for that financial year.

Allocations

4.
Subsequent to the decision of the RWRC AGM re allocations for loans and grants, the RWRC Committee of Management will release a message to all RAAF AIG’s advising the following:

a.
funds available for the provision of loans and grants;

b. the level of funding available for individual applicants (in normal circumstances the value of any single grant (or loan) shall not exceed 20% of the total allocated in any one year by the Trustee);

c.
eligibility and defining criteria (until DI(AF) ADMIN 12-1 is amended); and

d.
the closing date for applications. 

GRANTS

Eligibility Criteria

5.
The RCWTF may provide grants to RAAF and Tri-Service entities for the provision of recreational amenities to RAAF members and their dependants or for other worthwhile purposes. In normal circumstances, entities seeking grants will provide sufficient detail to satisfy the Trustee that they are a ‘viable entity’.

6.
The following eligibility criteria for RWRC grants will be adopted:

a. Grants should only be provided to entities that have no access to other avenues of funding within the ADF.

b. Grants should normally be made to entities which have ‘wide’ appeal (e.g. entities with a large participation base, RAAF areas hosting Inter service sport etc).

c. Grants will be made in preference to a loan where the recipient is able to demonstrate that loan repayments will jeopardise the financial viability of the entity or dramatically reduce the services provided to its members. 

d.
Grants to entities who, as a result of the provision of funds, provide an improved and/or new amenity to a large participation base will be preferred.

7.
All requests for grants are to be considered in the first instance by the Committee of Management. Requests for grants beyond the Committee of Managements delegation will be referred to the RWRC Board for approval.

Defining Criteria

8.
Notwithstanding the above, circumstances may arise where the Trustee considers that the morale and welfare benefits arising from the provision of a grant for a ‘special purpose’ outweighs the normal criteria. Additionally, the Trustee will consider the location and special needs of the entity in relation to RCWTF and other service amenities available in that locality. The Trustee will be cognisant of any special needs in relation to the geographical location of the entity seeking assistance.

LOANS

9.
The RCWTF may provide interest free and low interest loans to RAAF and Tri-Service entities for the provision of recreational amenities to RAAF members and their dependants or for other worthwhile purposes.

10.
Loans for any worthwhile purpose will be considered by the Trustee however, all applications will be assessed against the eligibility and defining criteria for funding assistance (see below). In broad terms, applications in the first instance should include:

a. A business case for the loan application including:

(1) the level of assistance required; 

(2) the level of financial contribution by the entity;

(3) approaches made to other funding sources (eg Base Welfare, Base Canteen Committee); and

(4) an indication of the numbers of members that will benefit from the funding assistance.

b.
An indication of the capacity of the entity to meet loan repayments.

c.
Copies of the entity’s financial statements. 

Eligibility Criteria

11.
The following eligibility criteria for RWRC loans will be adopted:

a. Loans are normally made to RAAF and Tri-Service entities, which have ‘wide’, appeal (entities with a large participation base or for works that will result in an ongoing benefit to members).

b. Loans to entities who, as a result of the provision of funds, provide an improved and/or new amenity to a large participation base will be preferred.

c.
As the RCWTF has a limited income base, entities demonstrating sound business practices and a proven ability to meet repayments are likely to be preferred.

Defining Criteria

12.
Notwithstanding the above, circumstances may arise where the Trustee considers that morale and welfare benefits arising from the provision of a loan for a ‘special purpose’ outweighs the normal criteria. Additionally, the Trustee will consider the location and special needs of the entity in relation to RCWTF and other service amenities available in the locality.

Loan Conditions

13.
All requests for loans are to be considered in the first instance by the Committee of Management. Requests for loans beyond the Committee of Managements delegation will be referred to the RWRC Board for approval.

14.
The loan, if approved, will be offered under the terms and conditions set by the Trustee, including:

a. the rate and frequency of repayments,

b. the interest rate to apply, and

c. any other condition deemed necessary by the Trustee.

Processing Applications for Loans and Grants

15.
The following timeframe for processing applications will be adopted:

a.
Initial message release advising loan and grant allocations for that FY – by 31 July each year.

b.
Applications close – 15 September each year.

c.
Applications reviewed by Committee of Management by early October.

d. Applications referred to the RWRC Board will be considered at its meeting in October.

e. Applicants formally advised and all administrative action completed by no later than 30 November

16.
Applications must be in writing and satisfy all the requirements of this instruction. Completed applications can be forwarded to:

RAAF Central Welfare Trust Fund 

C/- RWRC Committee of Management 

Department of Defence

Brindabella Park (BP29-2-164)
P.O. Box 7980

CANBERRA BC ACT 2600
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RWRC


Business Rules / Guidelines


for

Response to Requests for Company Accommodation to be Gifted

Agreement by the Board to provide three days accommodation as a raffle prize in a fund raising activity by CDSS for the George Gregan Foundation prompted the need to develop a decision process for use in responding to future similar requests

Decision check list and decision process could be as follows:

· Is the requesting organisation a Defence entity 

· Y/N – if N, refuse request

· Can the purpose of the activity (eg fund raising) be linked to the furthering of RAAF / Defence ideals and reputation 

· Y/N – if N, refuse request

· Are the proceeds from the fund raising activity worthy of support
· Y/N – if N, refuse request
· Can the potential prize winners be restricted to members who are eligible to utilise RWRC facilities 

· Y/N – if N, refuse request

· Is there capacity at RWRC facilities to allow the accommodation to be gifted 

· Y/N – if N, refuse request

· What benefit will accrue to the RWRC and RAAF by the gifting 

· Some / None – if none, refuse request

· What negative reaction will eventuate if RWRC accommodation is not gifted. 

· Some / None – if none, refuse request

· What negative reaction from other agencies / individuals will eventuate if accommodation is gifted
· Some / None – if some, refuse request

· Is any negative reaction bearable from a RAAF / Company reputational perspective

· Y/N – if N refuse request

· Has or will a precedence been/be created by gifting

· Y/N – if Y, refuse request

Other combinations of answers may not present an outcome as clear cut as demonstrated above which will then require the Board to assess the impact of each request objectively.

� An eligible person is as defined in the RWRC’s Memorandum of Association, paragraph 1a.





