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PHOENIX COMMUNITY HOUSING  

2021-2025 SUSTAINABLITY STRATEGY UPDATE FRAMEWORK  

 

Introduction 
In January 2018 Phoenix approved the Sustainability Strategy 2018-2023. The 
Sustainability Strategy Update 2021-2025 reviews progress to date and sets out a 
framework for the staged journey being planned in order that Phoenix can achieve the 
business objective of Net Zero Carbon (NZC) by 2050. 

 
The Sustainability Strategy Update framework comprises the following areas: 
 

1. Continued delivery of successful initiatives including continuous stakeholder 
communications. 
 

2. A plan illustrating the proposed staged approach to deliver Net Zero Carbon to 
all Phoenix properties by 2050. 
 

3. Improved Data quality, quantity and management of energy information 
relating to Phoenix properties. 

 
4. Independent measuring and monitoring of the carbon footprint and 

sustainability & environmental credentials of Phoenix. 
 

5. Collaborative working and learning with key partners to facilitate shared 
technological learning, pilots, risk sharing and grant applications etc.  
 

6. Option appraisal and analysis of potential routes to achieving SAP band C for 
all properties by 2030 and 2050 Net Zero Carbon targets. 

 
7. Review strategy periodically to ensure it is aligned to the business plan, targets 

and latest technology, legislative and funding environment. 

 

Background 
The Climate Change Act 2008 updated in 2019 sets a legally binding obligation for the 
UK to end its contribution to global warming and become Net Zero Carbon (NZC) by 
2050. Much of the contribution to global warming is created by the burning of fossil 
fuels such as gas, oil, & coal which generates emissions of Carbon Oxide (CO2). 
 
This means organisations must dramatically decrease the amount of carbon emissions 
and offset any amount it produces. The emissions an organisation produces is 
sometimes referred to as it’s ‘Carbon footprint’. 
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This requirement will not only influence how we must improve the energy 
efficiency of our housing stock, old & new, but has implications for many other 
activities the organisation undertakes. 

Other drivers for uplifting the energy efficiency of existing homes come from 
Government policies & strategies such as: 

• Sustainable Warmth, BEIS Fuel Poverty Strategy 2021 

• The Clean Growth Strategy 2018 

• The Committee on Climate Change, Sixth Carbon Budget 2020  

These strategies call for increasing the energy efficiency of all fuel poor & rented 
properties in the next decade to a minimum energy rating. It is a likely that the revised 
Decent Homes Standard will incorporate these energy efficiency requirements too. 
 
Financial institutions & other potential lenders are increasingly focusing on Economic 
and Social & Corporate Governance (ESG) credentials of organisations like Phoenix 
when choosing who to lend to. The credibility of the Phoenix’s sustainability strategy 
and the reporting of the broader sustainability outcomes feed into the ESG reporting 
and can influence potential funding decisions and advantageous lending rates etc. 
 
As a resident-led organisation the involvement of Phoenix residents delivering the 
sustainability objectives is vital. The scale of the works and the interventions into 
resident’s homes requires the building of understanding and support.  The narrative 
of the benefits to retrofitting homes needs to be developed in a manner that will be 
easy to disseminate and understand. Resident leadership, from Board level, across 
other governance groups, and individual ‘champions’ supporting the sustainability 
goals towards 2050 needs to be developed as part of the strategy 
 
For these and for reasons of social responsibility, Sustainability and Net Zero Carbon 
by 2050 is one of Phoenix’s priorities in the corporate plan: 
 
“Set a new sustainability strategy and start piloting new ways of building and 
maintaining our homes and delivering all our services to meet Net Zero Carbon 
targets”. 

 
 

1. Continued delivery of successful initiatives including 
continuous stakeholder communications. 

 
1.1 Phoenix is committed to operate in an environmental and sustainable way as 
defined in the sustainability strategy launched in 2018.  Continuation of positive and 
sustainable activities such as tree planting, enhancing our green spaces, piloting 
electric vehicles, reducing energy and waste in The Green Man, the offering of  
seasonal energy advice to residents and many others activities all help towards 
Phoenix being a sustainable and environmentally conscious organisation.   
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The value of these outputs will be collated by the proposed assessment 
and accreditation scheme. These outcomes will be an important aspect in recognising 
Phoenix’s sustainability and environmental credentials on the route to deliver our 
2050 NZC goals. 
 

 
Table 1: overview of existing Sustainability Strategy 

 
1.2 Every member of Phoenix’s board, staff and residents have a role in working 
together to achieve the commitments in the existing sustainability strategy and those 
proposed in this review. To support this, a communications plan will be developed 
with Phoenix’s communications team to help ensure the sustainability & 
environmental outcomes include our requirements for 2030 and 2050 and our wider 
sustainability and environmental activities are better understood and supported. 
 
1.3  Prior to the strategy being taken to Board, wide scale stakeholder consultation 

has been undertaken with the following stakeholders groups: 
 

• Procurement Group 

• Heads of services  

• Resident Board Member 

• Phoenix Repair Service 

• Development team 

• #BeIn Phoenix Youth Panel 

• Planned Maintenance team 

• Housing Management team  

• Health, Safety and Compliance team 

• Phoenix Gateway Committee 
 
1.4. In summary, feedback from the consultation recognised the challenges of 
delivering 2050 NZC goals. Several comments reflected that the investment 
requirement may not match resident’s priorities for other areas of the business. There 
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is a need for further engagement to develop understanding of 
sustainability in general and retrofit for residents and staff. As well as the scale of the 
investment, the adoption of new technologies, and the skills to install, service & repair 
them along with integrating retrofit programmes into existing work was also seen as 
a challenge for the organisation.  
 
From a resident perspective, the understanding & behavioural changes required to 
use new heating technologies was seen as potentially challenging.  A more detailed 
summary of the consultation feedback is included as an addendum to this document. 
 

 
Picture 1: Word cloud from consultation feedback 
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2. A plan illustrating the proposed staged approach 
to deliver Net Zero Carbon to all Phoenix properties by 2050 

 
Table 2: Pathway to achieving NZC by 2050 in existing properties. 

 
2.1 At this time the government’s roadmap to deliver 2050 NZC via retrofitting existing 
homes is still under development and uncertainties regarding the route to delivery, 
the technologies used to decarbonise heat in homes and the form off offsetting is still 
in development   

 
2.2 The staged approach set out in this plan reflects these uncertainties by illustrating 
a logical and lower risk  approach to deliver the NZC goals in overlapping phases. The 
initial steps of stage 1 will concentrate initially on data management and investment 
planning moving through shared research and learning with peer organisations and 
consultants to gain a wider understanding of the technologies and process needed to 
be implemented for Phoenix to achieve the challenging net zero carbon targets 

 
2.3 The first stage of the plan addressing the physical building fabric is to increase the 
insulation of existing Phoenix homes where practicable. Doing this means they need 
less energy to keep warm, will stay warmer for longer and can help to make the 
properties cheaper for residents to heat. As well as improving the insulation, these 
improvements help to limit uncontrolled air draughts. Enhanced controlled ventilation 
will be needed to keep the air quality in the home good and prevent issues such as 
condensation & mould growth which can cause resident dissatisfaction and disrepair 
claims.  
 
Within the timeframe of this first stage it is anticipated that most of Phoenix’s homes 
will achieve a minimum SAP band C by 2030 through works to void and other homes. 
 

Stage   (2020 20 5) Fabric First

Stage 2 (2025 20 0) 
 ecarbonisa on of  eat

Stage   
(20 5 2050) NZC 

The road to 2050
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2.4  With the home’s energy requirements lowered to SAP C minimum 
the second stage will be to replace fossil fuel powered heating appliances with 
alternative low carbon heating systems or networks. There is still uncertainty as to 
what technology these systems will be in Phoenix homes, but it could be in the form 
of electrically power heat pumps.  These run in a similar way to air conditioning units 
or refrigerators in reverse; taking heat from the air or ground outside and using that 
to heat the radiators and provide hot water in the home. It is also possible the gas 
network could be converted to deliver bio or hydrogen gas.  
 
2.5  The third stage of the plan will involve putting micro generation systems onto 
homes that can generate and store electricity and/or heat for when it is needed.   
 
It may be that not all Phoenix homes can achieve NZC by this method so further offsite 
carbon offsetting may be required.   
 
The definition of this form of offsetting still requires clarification by the UK 
government. It is likely that some offsetting can be achieved by enhancing our  green 
spaces to sequester carbon in the form of trees and plants, but as this space is  limited, 
it may involve other measures such as investment in low carbon power generation at 
a different location to the home, either locally or further afield.  
 
2.6  It should be noted that in the absence of a definitive government roadmap, the 
situation remains dynamic and our response should therefore continue to be flexible 
while gathering robust data and considering options for Phoenix stock; also the 3 
stages above are likely to overlap and some approaches for retrofitting properties to 
2050 NZC may require actions to be undertaken simultaneously. 

3.  Improved Data Quality and Management of energy 
information relating to Phoenix properties. 
 
3.1  Energy data for Phoenix homes is collected by making a document called an 
Energy Performance Certificate (EPC). To create this document the home is assessed 
by a surveyor who calculates a score to reflect the energy efficiency of the home. The 
score is called a SAP score. (SAP stands for Standard Assessment Procedure) The SAP 
score ranges from 0 to 100+. The lower the SAP score the less energy efficient a home 
is likely to be and the more it is likely to cost the resident to heat. For convenience 
these scores are divided into bands with Band G holding the lowest scores & Band A+ 
the highest.  
 
3.2  Currently there is energy data for around 25% of Phoenix homes. The majority of 
these have been created when the home is available to be rented, as it is a legal 
requirement.  An EPC has a 10-year life before a further survey is required.   
 
The average SAP score for Phoenix homes is currently SAP 70, which is in Band C. 
However, all Phoenix homes need to achieve at least a minimum SAP band C rating as 
a first step towards NZC by around 2030.  
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It is estimated that 1500 Phoenix homes are currently below this rating. 
These properties will need to be treated to improve their energy efficiency 
 
3.3 To ensure Phoenix makes the right energy efficiency investment decisions in 
undertaking the stages illustrated in the plan to achieve its 2030 & 2050 targets the 
quantity of energy data needs to be increased. 
 
3.4 It is proposed from FY 21/22 EPCs will also be undertaken whenever there is a 
significant intervention in occupied homes that do not have a current EPC. This may 
be during internal & external works undertaken by the Planned Maintenance and Void 
teams and whenever a boiler replacement occurs via Phoenix Repair service.  
 
3.5  A business case will be made to support a standalone programme of undertaking 
EPCs commencing FY22/23. Other opportunities to collect energy data will be 
explored such as alignment with electrical or asbestos surveys. (see table 3)  
 
3.6  Existing energy data will be checked for accuracy and ensured it is up to date and 
located centrally in Keystone, the asset management software. Energy data will be 
reported by archetype breakdown as well as overall average and percentage of 
Phoenix housing stock with energy data will be reported as a KPI. 
 

4.  Independent measuring & monitoring of the carbon 
footprint and sustainability & environmental credentials of 
Phoenix 
 
4.1 In order to meet the 2050 Net Zero Carbon targets across the organisation, 
Phoenix must define and baseline its own carbon footprint by understanding the 
entirety of the greenhouse gas emissions for which it is responsible and then target 
and  track the reduction  of  emissions  towards the 2050 NZC goals. Greenhouse gas 
emissions are categorised into three groups or 'Scopes': 
 

• Scope 1 covers direct emissions from owned or controlled sources, such as 
Phoenix’s company vehicles.  

• Scope 2 covers indirect emissions from the generation of purchased 
electricity & gas, such as in The Green Man, community halls and communal 
lighting areas. 

• Scope   includes all other indirect emissions that occur in a company’s value 
chain, such as the emissions from our housing stock and supporting activities. 

 
4.3  The annual assessment will also baseline and monitor the other sustainability and 
environmental activities and outcomes as listed in the current sustainability strategy.  
Analysis by independent audit will better allow Phoenix to make realistic and 
achievable targets for improvement on an annual basis. 
 
4.4 The use of an independent audit will inform and give credibility to Phoenix’s 
Economic and Social & Corporate Governance (ESG) credentials, as well as helping to 
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highlight and drive the behavioral changes required by staff, residents 
and the organisation’s operations and outputs.  

5. Collaborative working & learning with key partners 
 
5.1  The scale of the investment needed to deliver the works to achieve the 2050 NZC 
goals means that Phoenix must work collaboratively and develop partnerships with 
national, regional & local organisations. Current partnership working organisations 
include the Greater South Eastern Energy Hub, the Greater London Authority, London 
Borough of Lewisham, local housing associations and other interest groups concerned 
with sustainability, environmental issues and NZC targets.  
 
5.2 Collaboration in retrofit goals will help increase the economies of scale for  
potential works, which in turn can attract more advantageous funding, allow Phoenix 
to spread and thus lower the risk and allows for better dissemination of understanding 
and learning in the techniques and technologies needed for retrofit.  
 
5.3  Working in collaboration with the London Borough of Lewisham will help to 
ensure that Phoenix’s sustainability strategy is closely aligned with the local 
authorities’ policies, goals and plans, which in turn will be influenced by regional and 
nation strategies.   
 
5.4  As part of the learning process Phoenix is proposing to undertake a deep retrofit 
pilot on a void home to test and understand the processes & methods required to 
improve energy efficiency and install the low carbon technologies.  This property could 
also serve as a demonstrator show home for a limited time before letting. This will 
provide both Phoenix residents, staff and other stakeholders the opportunity to learn 
and understand the processes, requirements, technologies and the finished quality 
and experience of delivering retrofit works to 2050 NZC standards. 
 

Picture3: Key outcomes of learning & collaboration 
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5.5 PAS 2035 methodology is the process through which future retrofit programmes 
receiving public funding will be delivered. PAS2035 was a Publicly Available 
Specification developed to ensure a holistic, ‘whole house’ approach is taken with 
retrofit works.  
 
Using PAS 2035, any proposed retrofit works for a property are considered, risk 
assessed, designed, and installed as a coordinated approach. The methodology 
assures that residents are consulted and advised of the benefits before and during the 
works and are informed on the best ways to use different technologies and 
behavioural changes associate with different forms of heating a home. Post works 
monitoring and evaluation are also undertaken.  
 
5.6  This methodology will help better ensure quality, accountability and value in any 
retrofit work investment and subsequently help to lower the risk to Phoenix. Use of 
the methodology helps to lower the risk for retrofit works and can help to attract 
investment from 3rd parties in such projects. 
 
5.7  It will be necessary for Phoenix and PRS staff to better understand the PAS2035 
model of delivering retrofit works and a training programme will be developed. 
 
  

 
 

Table 3. PAS2035 Methodology through which future retrofit funding will be 
delivered 

 
 
 
 

 . Assessment & advice

2. Risk assessment

 .  hole dwelling 

assessment

 .  esign & coordina on

5.  nstalla on

 .  onitoring & Evalua on 

                                 

The methodology through which government grant funding will be delivered
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6.  Option appraisal and analysis of potential routes to 
achieving SAP band C for all properties by 2030 & 2050 Net 
Zero Carbon targets. 
 
6.1  As described in section 1.2 the proposed first step towards the achieving the 2050 
NZC target is to improve the energy efficiency of Phoenix homes. The average SAP 
score for Phoenix homes is currently SAP 70, which is in Band C. (SAP 69-80) All 
Phoenix homes will need to achieve at least a minimum SAP band C rating by 2030.  
 
6.2  In addition to increasing the number of properties with energy data as described 
in paragraph 3.4-3.5 other strategic changes and workstreams will need to be begin 
to deliver the SAP C target by 2030. Table 4 illustrates all the proposed activities 
required to achieving this goal within that timeframe. 
 
6.3  Replacing operational equipment will no longer be based on age information. 
Instead, Phoenix will provide a resource for the Phoenix gas contractors to replace 
central heating boilers - based on efficiency and repair history. This responsive boiler 
replacement programme will commence in FY2021/22. 
 
6.4  When a home becomes vacant Phoenix will undertake works to ensure that it is 
in a suitable condition for the new resident and achieves the Decent Homes Standard. 
This is also an ideal time to undertake energy efficency works as required. Currently 
approximately 20% of these properties do not reach EPC Band C (SAP 69 or higher) 
scores. it is proposed that all empty properties are treated to ensure that they can 
reach the EPC Band C scores when re-let. This will have implications for the turnaround 
time as the additional measures may take longer to install in the homes. It is 
anticipated this programme will be implemented by Phoenix Repair Service at the start 
of FY 2021/22. 
 
6.5  Phoenix is potentially about to increase the number of homes it manages by a 
stock transfer of 1200 homes, these will need to be surveyed and assessed to 
understand what they will require to bring them to SAP Band C by 2030 and onwards 
to the 2050 NZC goals. 
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Table 4: Potential route to achieve SAP C minimum(stage 1 of 2050 roadmap) for 
existing Phoenix stock by 2030 

 
6.6 In January 2021 Phoenix was successful in gaining over £30,000 worth of 
consultancy support from the Greater South East Energy Hub, (GSEEH) an initiative 
funded by the Department of Business Energy and Industrial Strategy (BEIS) as part of 
government policy to deliver clean growth. To support the development of any future 
retrofit funding GSEEH are piloting a technical assistance facility for social housing 
providers, such as Phoenix. The outcome of this will help inform the sustainability 
strategy, the investment required to 2050 and better position Phoenix to access future 
funding. 
 
6.7  The outcome of participation in this pilot includes: 
 

• Creation of a detailed assessment of the current energy performance of the 
housing stock of the social housing provider. 

• Creation of a plan to raise the energy performance rating of the social housing 
analysed to a minimum of EPC C by 2030, and to set housing on a path to net-
zero carbon.  

• Understanding where energy performance improvements can be sequenced 
and aligned with wider stock improvement/remediation works to reduce 
costs and disruption.  

• Engagement with tenants/tenants’ representatives to ensure buy-in.  

• Identifying possible suppliers and funding streams available. Any plans and 
outputs from the pilot would be of sufficient detail to enable access to future 
funding streams. 
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6.8  Within this support our energy data has already been subject to 
analysis and has produced a draft profile as described in table 5. 

Table 5: Current Phoenix SAP profile 
 

6.9  Currently £2.5 m has been allocated for the first 5 years of this strategy’s scope as 
described in table 6. A further £3.5m has been allocated from FY26/27 to enable 
Phoenix to achieve its SAP C targets by 2030. The outcome of the work from the 
technical assistance pilot and further energy data collection will help to establish a more 
accurate costing. 
 

 
Table 6: Estimated cost profile to achieve SAP C by 2030 

                    

                                             

 500k

 250k

 500k  500k

   5k

 500k

   5k    5k    5k
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6.10 A number of Phoenix homes do not have gas boilers providing space heating 
although of these some have gas boilers providing water heating. The residents of 
these homes have declined previous offers from Phoenix to install gas fired space 
heating systems. These properties score poorly in terms of energy efficiency. 50 
properties were identified in this category in 2016. To date 9 of these properties have 
become voids and have been upgrade to gas fired space heating.  Phoenix is actively 
engaging with 4 of these properties to help the resident deal with other issues in the 
home, and a further 3 are considering, or have agreed, to have gas fired space heating 
installed in future programmes. The reasons for resident’s refusal are varied and 
complex. There will be continued engagement with these residents and, as low carbon 
heating technology develops, and is rolled out into Phoenix homes, consideration if 
they can be installed to make these homes be efficiently & affordably heated. 
 

7. Review strategy periodically to ensure it is aligned to the 
 business plan, targets and latest technology, legislative 
 and funding environment 
  
7.1  This strategy sets out the proposed route to achieve NZC by 2050 but due to the 
long-term nature of the plan and the likelyhood that many things can change over this 
period; technologies, funding streams, legislation etc, as well as internal Phoenix 
business plans. 

 
7.2  The strategy be reviewed annually to ensure it is correctly aligned and Phoenix 
is always in the best postion make the investment decisions required.It is proposed 
that an annual report to Board is made at the start of each financial year to describe 
progress made in implimenting the sustainablity strategy in the following areas: 

 

• Report findings of independent audit 

• Progression in collecting energy data 

• Progression of properties reaching SAP C minimum 

• Changes in government legislation, policies & stratagies 

• Changes in fund/investment oppurtunitties 
 

Glossary of terms 
 

BEIS Department of Business, Enterprise & Industrial 
Strategy. 

Carbon Footprint  The amount of CO2 gas emitted over a period of 
time. 

CO2 Carbon Dioxide The main greenhouse gas that contributes to 
global warming. Created when burning fossil fuels. 

Carbon Emission Scopes  The classification of source of carbon emissions 
created by an organisation. 
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Decarbonisation of 
energy/Heat 

Energy from sources that don’t emit C 2 

Decent Homes Standard The minimum standard for a home to be rentable. 
Likely to be updated  

Economic and Social & 
Corporate Governance (ESG) 

Three factors measuring the sustainability and 
societal impact of an investment in a company or 
business 
 

Energy Performance 
Certificate (EPC) 

The document that shows the energy efficiency of 
homes 

Fabric First A method of lowering the energy demand of a 
building by improving the insulation and lowering 
the heat loss 

Fossil fuels  Fuels which burn hydrocarbons & emit CO2 such as 
Natural Gas, Oil, Coal  

GSEEH Greater South Eastern Energy Hub 

Greenhouse gases Gases which cause global warming/climate change 
often emitted from fossil fuels 

Heat Pumps A low carbon electrical technology for collecting 
heat from air, ground or water & using it to make 
heat for homes 

Net Zero Carbon (NZC) An entity that is fully powered by on- or off-site 
renewable energy sources 

Microgeneration Generation of low carbon energy typically on the 
roofs of homes etc. 

Offsetting The reduction/ removal in emissions of CO2 or 
other greenhouse gases made in order to 
compensate for emissions made elsewhere 

PAS 2035 The government approved methodology of 
retrofitting homes  

Renewable Energy/Low 
Carbon energy 

Energy that is created from non CO2 emitting 
sources  

SAP Bands The grouping of SAP scores into bands to allow 
homes to be ranked in terms of efficiency from 
Band A (Highest) to Band G (lowest) 

SAP scores A score between 0 to 100 that shows the energy 
efficiency of homes. The higher the score the 
better the energy efficiency 
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