
Land-led scheme risks prompt list
Location

If we don’t visit and 
check the feel of  
the neighbourhood  
of the site 

We may develop in  
an unpopular location

High voids and/or  
slow sales 

Have to let/sell at lower 
figures than expected

If we don’t visit and 
check the feel of  
the neighbourhood  
of the site 

We may develop in  
an unpopular location

High voids and/or  
slow sales 

Have to let/sell at lower 
figures than expected

If we don’t check  
the availability of  
local services

We may develop in an 
unpopular location

High voids and/or  
slow sales 

Have to let/sell at lower 
figures than expected

 Cause Uncertainty Effect 1 Effect 2

If we have little 
information about the 
ground conditions

The site topography  
may make parts of it  
hard to develop 

We may require more 
expensive foundations 
than currently assumed

The bearing capacity may 
be less than assumed

We may require more 
expensive foundations 
than currently assumed

We may have higher 
running costs (pumping 
station?) than assumed

It may have some/ 
many slopes

We may require more 
expensive levelling/
retaining walls etc  
than assumed

The developable area 
(site capacity) may be 
less than assumed

There may be voids 
in/under the ground 
(basements, mineshafts 
etc)

Requiring filling  
(extra costs)

Or a reduction in 
developable area  
(site capacity)

There may be 
contaminants in the 
ground that will need to 
be removed/contained

Extra costs for 
remediation

Or a reduction in 
developable area  
(site capacity)

There may be 
underground 
watercourses that will 
need to be diverted

Extra costs for  
diversion/extra  
drainage

Or a reduction in 
developable area  
(site capacity)

Purchase negotiations
 Cause Uncertainty Effect 1 Effect 2

The adopted drains  
may be uphill from  
the dwelling

We may require a more 
expensive drainage 
system than currently 
assumed

We may have higher 
running costs (pumping 
station?) than assumed



Land-led scheme risks prompt list

The existing services  
may have insufficient 
capacity to accommodate 
our project

We have to pay for an 
upgrade to existing 
services (capital costs)

If we have no/little 
information about 
statutory services in 
the area

The site may have services 
running under/over it, i.e. 
sterilised areas

A reduction in 
developable area  
(site capacity)

The adjoining owner(s) 
may claim encroachment 
in the future

So causing delay  
to the project

And legal costs  
to be incurred

Beneficiaries may try  
to stop the project

So causing delay  
to the project

And legal costs  
to be incurred

We may not obtain a 
registration of fee simple 
absolute

There is a future dispute 
over our ownership

Blemished title reduces 
the security value of the 
property

We may receive a  
chancel repair bill

Extra cost, not allowed 
for in the financial 
appraisal

Neighbours may claim 
established private rights 
of way/grazing etc

Reducing the developable 
area (capacity) of the site

Or delaying the project 
whilst the claim is 
rebutted

A neighbour may claim 
that we are infringing 
their right of light

Redesigning for a lower 
building – i.e. a loss of 
site capacity

And/or extra costs  
for bridging over  
or diverting

If there are restrictive 
covenants that  
are relevant to  
our proposed use  
of the land 

If title is currently 
unregistered

If there is an obligation 
to pay for chancel 
repair

If there are back gates 
opening onto the site/
sheep tracks across 
the site/an old horse 
tethered on the site

If we are planning 
on developing a tall 
building

Delays to the project

It may be very hard to 
negotiate the purchase 
price down sufficiently

We pay more than the 
property is worth

If site investigation 
information isn’t 
available early enough 
in the negotiation

The project budget 
approved at purchase 
stage is blown by 
project completion

If one/some of the 
site boundaries are 
unclear/ambiguous

 Cause Uncertainty Effect 1 Effect 2
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We may not realise that 
the designer is unfamiliar 
with the site context

We do not challenge the 
designer early enough, 
leading to unnecessary 
re-work, causing delay

The designer may 
propose designs that  
we think are unsuitable

Re-work is needed, 
causing delay

We may omit to include 
recent ‘lessons learned’ 
when briefing the 
designer

Re-work is needed, 
causing delay

Or mistakes are built 
out and repeated

We may fail to notice poor 
design at the right time

Re-work is needed at the 
wrong time, leading to 
significant delay

The designs may not be 
properly co-ordinated

Re-work, leading to delay Over-costly designs

If the designer is 
unfamiliar with the 
site’s surrounding 
streets/area

Because the design 
brief is only updated 
occasionally 

Because it can be 
hard for operational 
colleagues to find the 
time to think carefully 
about proposed designs

If the scheme is of 
complex design with 
many design disciplines 
being undertaken by 
different people 

We may appoint a 
designer whose skillset 
isn’t a good fit with 
the project e.g. good 
at concept, but poor 
attention to detailing/poor 
negotiation skills with 
planners/disinterested 
in comments from client, 
planners, consultees etc

Poor quality designs and 
built product

If our internal feedback 
systems aren’t agile 
enough to provide up 
to date reports on 
performance

Delays to the project

If we are unfamiliar with 
the site’s surrounding 
streets/area

Or extra cost, if the 
problem is first 
identified when on-site

Design development up to full planning
 Cause Uncertainty Effect 1 Effect 2
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S/he may prepare designs 
and a Design and Access 
Statement that are harder 
to “sell” to the planners 
than expected

A longer time to get 
planning than scheduled

The designer may 
propose designs that  
the neighbours think  
is unsuitable

Planning permission 
takes longer to obtain 
than assumed

The designer may 
propose designs that 
the planners think is 
unsuitable

Planning permission 
takes longer to obtain 
than assumed

The designer may 
propose designs that 
the statutory consultees 
think is unsuitable

Planning permission 
takes longer to obtain 
than assumed

There may be 
amendments to the 
building regulations,  
planning policies, 
funder’s requirements, 
freeholder’s 
requirements that are 
about to be applicable 

Our designs are 
unacceptable and need 
re-work, causing delay

If the designer is 
unfamiliar with the 
site’s surrounding 
streets/area (context)

If we haven’t checked 
recently

The Design and Access 
Statement may be of poor 
quality resulting in:

Planning approval taking 
longer than expected 
or with more onerous 
design requirements

If the designer sees 
the Design and Access 
Statement as a chore 
not an opportunity

If we didn’t clearly 
require the designer 
to research the 
current planning policy 
environment

Extra costs arising from 
unsympathetic planners 
being more demanding

Planning permission  
is refused

Planning permission  
is refused

Planning permission  
is refused

And/or extra costs 
beyond the (prematurely 
set) budget

Planning is refused

Local politicians may  
try to kill it (in planning  
or by direct lobbying)

The scheme abortsIf our project is  
locally contentious

Obtaining planning 
takes longer and costs 
more than assumed

External approvals (planning, building control etc.)
 Cause Uncertainty Effect 1 Effect 2
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We may fail to notice poor 
design or weaknesses 
in the technical 
requirements before 
entering into contract

Re-work is needed at  
the wrong time, leading 
to significant delay

We may fail to notice poor 
design at the right time, 
and only identify it later 
(the “wrong” time)

Re-work is needed at the 
wrong time, leading to 
significant delay

We may fail to 
incorporate recent 
lessons learned in 
the current project’s 
contract and technical 
requirements 

Repeated errors/lower 
quality scheme

The contractor may  
be able to provide us 
with systems, materials 
etc that we consider 
unacceptable

Argument, delay and/or 
extra costs on site

Because it can be 
hard for operational 
colleagues to find the 
time to think carefully 
about proposed 
designs and technical 
requirements

If the employer’s 
requirements technical 
requirements do not 
cover some aspect of 
performance that is 
important to us

The contractor may  
be able to provide us 
with systems, materials 
etc that we consider 
unacceptable 

Argument, delay and/or 
extra costs on site

If the employer’s 
requirements and 
technical requirements 
are ambiguous

If operational 
colleagues are not give 
enough time to review 
designs and technical 
requirements 

Or extra cost, if the 
problem is first 
identified when on-site

Or extra cost, if the 
problem is first 
identified when on-site

Housing associations 
paying for rectification 
post-completion (wasted 
money and goodwill 
from residents)

Housing association 
paying for rectification 
post-completion (wasted 
money and goodwill 
from residents)

If the standard 
employer’s 
requirements  
are several months/
years old

Post-planning design development
 Cause Uncertainty Effect 1 Effect 2
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Contractor selection

Problems on a different 
job may make them 
insolvent

We have to terminate 
their employment, 
leading to delay

We may enter into a 
contract with a different 
organisation that the  
one that has been 
financially checked

We don’t have 
performance  
bond etc cover

We may enter into a 
contract with a different 
organisation that the one 
that has been financially 
checked

There are concerns  
over the probity of 
the contract award 
(reputational damage)

The contractor may try 
to deny / inhibit housing 
association access to  
the site 

Quality control 
inspections are reduced, 
leading to lower quality 
scheme

If we don’t check  
the name in the 
building contract,  
prior to signing

Without an amendment 
to the published JCT 
contract 

We may not be confident 
that we are getting the 
best price

We pay more than 
necessary for the works

If the employer’s 
requirements’ report 
on tender/negotiated 
contract sum does 
not draw from several 
good comparables to 
support the value for 
money opinion

Because contractors’ 
financial position is very 
sensitive to cashflow

And extra cost

Incurring extra costs 
if the contractor goes 
bust whilst on site

Sales/lettings  
are delayed

Our probity may be 
called into question

There may be a suspicion 
that the process is being 
“fixed” resulting in

Loss of reputationBecause value-based 
selection processes  
are more subjective 
than those based just 
on price

Investigations by 
regulator/police

We may fail to notice 
discrepancies, poor 
design or weaknesses 
in the technical 
requirements before 
entering into contract

Re-work is needed at  
the wrong time, leading 
to significant delay

If we don’t review the 
contractor’s proposals 

•  Or extra cost,  
if the problem  
is first identified  
when on-site or

•  Lower quality  
product accepted

 Cause Uncertainty Effect 1 Effect 2
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On-site management

The contractor’s designs 
will be focused on low-
cost buildability and so 
may not provide lowest 
whole life completion

If noticed on-site will  
lead to change, extra 
costs and delays

The contractor’s design 
detailing may be poor

Growing disappointment 
with the scheme by the 
residents over the first 
few months of occupation

The contractor may use 
components or systems 
that are uncommon

They are expensive  
to maintain

Maintenance response 
times may be extended

The contractor may 
build out non-compliant 
designs

More extensive re-work 
when discovered on site 
(greater delay) 

If we don’t review the 
contractor’s designs 
in time for any non-
compliance amendments 
to be incorporated

If we don’t review the 
contractor’s designs 
during the construction 
phase

We accept lower-quality 
(higher whole life 
completion) works

Loss of reputation for 
housing association

We accept non-
compliant works

We may lose the 
opportunity to obtain 
improvements in a 
painless manner

Those same 
improvements cost  
more if requested when 
being constructed 

Greater delay

We may provide 
information too late

Delay in the projectIf we do not know the 
dates by when the 
contractor has to  
have decisions

If many people give 
instructions/comments 
to the contractor

Many/all may be treated 
as instructions/changes

Extra costs Delays

If it is not clear who has 
authority to approve/
require a change

The teams may spend 
time arguing/lobbying

Instructions are issued, but 
too late, leading to higher 
costs than necessary

And greater delay

If site inspections  
don’t cover all work 
where workmanship 
affects quality

The quality of 
workmanship  
on-site may slip

Delays of completion Lower built quality  
i.e. higher whole  
life completion over  
the long term

If the contractor does 
not know how long we 
need to make client-
choice decisions

They may not allow  
us enough time

The wrong decisions 
are made within the 
timescale required

The right decisions are 
made, but with delays  
to the works

 Cause Uncertainty Effect 1 Effect 2
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Handover

Lettings/sales may  
be delayed

Housing association 
income is reduced

Purchasers may 
successfully claim 
compensation

Financial loss to  
housing association

They may report 
problems as defects that 
really usability issues 

Contractor frustration 
(and charging) for false 
defect call-outs

If information needed 
by sales is inaccurate

If operation/residents 
aren’t coached in how 
to use their dwellings 
systems

We may not grant 
practical completion 
when the contractor 
offers the scheme  
as ready

If residents were lined 
up to move in) housing 
association incurring 
temporary housing costs 
and loss of reputation

If the contractor’s 
understanding about 
what level of defects 
and completedness  
is required for  
practical completion  
to be granted

If information needed 
by operations/sales is 
given to them late 

Site security costs  
are increased

Reputational loss for 
housing association

Resident frustration 
with housing association

Contractor frustration 
and more likelihood  
of a claim

We may have to take  
the scheme even though 
we don’t want it (to move 
people in)

Loss of reputation 
with residents (lots of 
rectification/completion 
work needed, disrupting 
their lives)

We may have to take  
the scheme even though 
we don’t want it (to move 
people in)

Loss of reputation 
with residents (lots of 
rectification/completion 
work needed, disrupting 
their lives)

If the funder’s practical 
completion milestone 
prediction was 
optimistic

Defects and incomplete 
items of work may be 
overlooked

The contractor may 
subsequently refuse to 
rectify/complete them, 
causing delay for the 
resident (poor service 
delivery)

If practical completion 
inspection is rushed

Loss of reputation for 
housing association

 Cause Uncertainty Effect 1 Effect 2
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Sales and lettings

Sales rates may be  
slower than predicted

Poorer cashflow than 
predicted i.e. extra  
debt costs

Sales rates may be 
slower than predicted

Poorer cashflow than 
predicted i.e. extra  
debt costs

It may be hard to achieve 
predicted sales prices

Reduced sales income

If the show home has a 
poor-quality finish

If a show home 
isn’t available when 
scheduled 

Site security  
costs extended

Site security  
costs extended 

We may take on 
obligations that are  
costly to meet

Housing association 
unable to fully recharge 
to residents i.e. loss 
of income to housing 
association

If any obligations that 
go with the land are not 
highlighted to service 
charge team during the 
purchase negotiations

 Cause Uncertainty Effect 1 Effect 2

Management
 Cause Uncertainty Effect 1 Effect 2


