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Abstract

Dutch housing associations have an important role in the energy transition of the built
environment. The housing associations in the Netherlands own a large share of the housing
stock and have to meet European, national and regional climate targets, including removing
poor energy labels and achieving energy neutrality by 2050. At the same time, their primary task
remains social: providing affordable housing for vulnerable citizens. This creates a difficult
balancing act. Renovation is urgently needed, but financial capacity is limited, with renovation
and maintenance costs rising. Housing associations operate in the same institutional context
but do not translate it into renovation quality in the same way. This research examines how
organisational goals shape how Dutch housing associations define and use renovation quality
indicators, and explores what is needed to align these indicators when housing associations
collaborate on renovation projects.

The research employs a qualitative comparative multiple-case study design. Four housing
associations from the same regional context were studied. The findings show that renovation
quality is shaped through the translation of organisational goals from strategy to project
execution. At the strategic level, the housing associations all refer to affordability, availability,
sustainability, quality and liveability, and they all respond to national ambitions such as
eliminating EFG labels and preparing the housing stock for 2050. The differences become visible
when these ambitions are translated into tactical renovation choices. Based on the results, this
research develops a shared quality framework for collaborative renovation. The framework is
meant as a decision-making tool to help housing associations align the quality of a renovation
project. The organisational goals that shape renovation quality are defined by translating
strategic ambitions into project requirements. Housing associations operate within the same
institutional context and share comparable strategic objectives, but they operationalise
renovation quality differently. To enable collaboration, alignment is needed at the tactical layer,
where renovation triggers and ambition levels are negotiated.

Keywords: Housing associations — renovation quality indicators — organisational goals —
organisational levels — shared quality framework
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H1Introduction

1.1. Background

Housing associations provide affordable housing for vulnerable citizens, making them a crucial
part of our society. In the Netherlands, housing associations own around 2.3 million properties,
making them a vital part of efforts to upgrade the housing stock (Centraal Bureau voor de
Statistiek, 2025) . In the Nationale Prestatie Afspraken (NPA), housing associations set partial
goals to achieve energy neutrality by 2050 (Ministerie van Volkshuisvesting en Ruimtelijke
Ordening, 2025). One of the first goals is to eliminate the EFG labels by 2029. However, they still
have 97.350 properties with a lower label (Aedes, 2025b). After the 2029 goal, the housing
associations must reduce their heat demand to 94 kWh/m2 in 2030 and 87 kWh/m2 in 2034,
down from 106 kWh/m2 (Ministerie van Volkshuisvesting en Ruimtelijke Ordening, 2025).
Housing associations can improve their stock by renovating it. However, renovation is very
capital-intensive, and housing associations face severe financial constraints. Recent figures
from Aedes indicate that housing associations lose 48 euros per property each month, making it
difficult for them to invest in renovations (Aedes, 2025a). On top of that, renovation and
maintenance costs are rising significantly; over the past 7 years, they have increased by 60%,
while building costs have risen by only 30%, indicating inefficiency (Autoriteit woningcorporaties
& Inspectie Leefomgeving en Transport, 2026). The combination of limited financial capacity and
ambitious policy climate targets makes accelerating the renovation process urgent and
complex.

Despite significant efforts, housing associations are still not renovating to meet the goal of
achieving energy neutrality by 2050. Although the Dutch government introduced several policy
programs to stimulate large-scale property renovation, implementation has remained
challenging to realise in practice (Straub et al., 2022). Housing associations have reported that
renovating their housing stock is difficult because a project-based approach is time-consuming,
the properties to be renovated are not clustered, and there is no capacity to make alterations to
exceptional properties (Aedes, 2023). These factors increase transaction costs and slow down
renovation processes. In response, the sector is increasingly exploring collaborative renovation
approaches. Recently, Aedes published the Renovatietreintjes, which analyses several projects
in which the renovation process was optimised (Aedes et al., 2025). Renovatietreintjes aims to
accelerate renovation by bundling similar projects. The evaluation of these projects shows that
collaboration between housing associations and the use of standardisation can reduce
transaction costs and improve process efficiency. However, these approaches are mostly
focused on procedural alignment rather than on integrating renovation projects.

The initiatives show that housing associations are willing to collaborate on renovation projects,
thereby addressing the capacity, time, and location challenges identified by Aedes (2023a).
However, collaboration in renovation projects still remains difficult. As organisational goals are
defined individually by housing associations, they differ even though they all share the same
objective of providing affordable housing. The different definitions of organisational goals lead
housing associations to set different priorities. In renovation projects, the different
organisational goals come together. Straub (2024) emphasises that a renovation is not just
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about improving the energy performance of the properties; it also enhances liveability. In
renovation projects, there is always a trade-off between sustainability, social value, and cost to
ensure that housing associations make informed decisions. As Straub & Meijer (2025) have
identified, creating cultural, organisational and procedural alignment is difficult. The lack of a
shared standard for renovation quality becomes a structural constraint on collaboration.
Housing associations create organisation-specific standards, which makes it difficult to
conduct joint tenders with other housing associations or to collaborate on Renovatietreintjes
(Piekhaar et al., 2021). This means that achieving a shared-renovation quality is not just a
technical problem; it is embedded in the organisational structure and decision-making
processes of housing associations.

In practice, there is a clear need for a shared standard for renovation quality to make
collaboration easier (Autoriteit woningcorporaties & Inspectie Leefomgeving en Transport,
2025). Housing associations lack capacity, the renovation task is becoming increasingly
difficult, and building costs keep rising (Verbouwstromen, 2026). In the Netherlands, the
baseline for quality is set through the Besluit bouwwerken leefomgeving. However, the
agreements such as the Nationale Prestatie Afspraken work towards much higher goals. The
road to those goals is unclear, as the standards guiding the housing associations to 2050 are too
ambitious to realise (Autoriteit woningcorporaties & Inspectie Leefomgeving en Transport, 2025).
This causes housing associations to create their own 2050 guides in which they define
renovation quality, even though this leads to inefficiencies and inconsistencies across housing
associations. As renovation projects involve trade-offs among all organisational goals, the
definition of renovation quality differs across housing associations. There is no clear
understanding of how housing associations develop their own quality standards for renovation,
or how different organisational goals shape the definitions.

1.2. Problem statement

Housing associations have to comply with high policy ambitions for sustainability, availability,
affordability, liveability and quality (Ministerie van Volkshuisvesting en Ruimtelijke Ordening,
2025). This is becoming increasingly difficult to realise as costs rise and housing associations
lack the financial capacity to meet the current level of ambition (Autoriteit woningcorporaties &
Inspectie Leefomgeving en Transport, 2026). Under these circumstances, project-based
renovation becomes increasingly difficult to sustain; bundling projects across housing
associations could reduce inefficiencies. However, housing associations face difficulties scaling
up their renovation projects and achieving efficiency through bundling, despite policy
commitments and sector-wide efforts. The challenges are not purely technical or financial but
also stem from organisational dynamics. While housing associations seem to share the same
objectives derived from the Housing Act. They operationalise them differently, leading to
misalignment in the prioritisation of housing associations' organisational goals. This resultsin a
different understanding of renovation quality and the use of quality indicators. The difference
makes it difficult to achieve alignment among housing associations in collaborative renovation
projects.
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EU policy literature (Hwang et al., 2025) suggests that harmonised renovation quality is essential
for scaling renovations, while Dutch organisational research (Straub & Meijer, 2025) shows that
such harmonisation is precisely what collaborative renovation initiatives struggle with. Given the
urgency to accelerate renovations, the sector is moving toward program-based renovation
models. However, the absence of a shared, organisationally derived renovation quality creates
high transaction costs and inhibits the scalability of collaboration (Peters, 2025). Understanding
how renovation quality indicators are used and adapted from an organisational perspective of
housing associations is essential to enabling joint renovation initiatives.

1.3. Research Objective

This research aims to provide insight into how Dutch housing associations define renovation
quality from an organisational perspective. Renovation quality is chosen as a focus of this
research because it is a multidimensional concept in which technical, functional, and
organisational dimensions converge (Garufi, 2015). The goal is to facilitate collaboration
between housing associations by understanding how they define and operationalise renovation
quality from an organisational perspective. The translation of housing associations'
organisational goals into quality indicators will be used to understand similarities and
differences among housing associations. The different interpretations will be analysed to assess
whether there is potential to align the housing associations.

1.4. Main research question and sub-questions

This research investigates how Dutch housing associations translate broad institutional
ambitions into renovation quality into operational project-level indicators, and how these
differences affect collaboration among housing associations.

Renovation quality is chosen as the central concept of this research because renovation
decisions in social housing are not solely defined by sustainability performance. Renovation is
understood as a significant upgrade through changes to the building shell, installations,
Bathroom Kitchen Toilet (BKT), or built-in elements (Verhulst et al., 2024). The quality of such a
renovation is multidimensional because it encompasses functional, technical, and
organisational dimensions (Garufi, 2015). Renovation decisions are not solely defined by
sustainability quality. Therefore, the organisational translation strongly influences how
organisational goals are translated into project requirements.

Main research question:

How do organisational goals shape the operationalisation of renovation quality indicators
across Dutch housing associations, and what conditions enable alignment for inter-
organisational collaboration?

To answer this question, five sub-questions are formulated. Together, they move from a broad
institutional context to the organisational translation of organisational goals. Then the practical
operationalisation of the quality indicators of four different housing associations. By examining
the differences and similarities among those housing associations, the conditions for alignment
for inter-organisational collaboration are examined through a shared quality framework.
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RQ1. What institutional and regulatory factors shape renovation quality in Dutch housing
associations?

The first question establishes the broad external context in which housing associations operate.
It defines the institutional and regulatory factors that define renovation ambitions and quality
requirements.

RQ2. How do organisational goals and decision-making processes influence the interpretation of
renovation quality?

The second question shifts the focus from external context to internal organisational influences.
The first two research questions establish the knowledge from the literature needed to execute
the subsequent research questions.

RQ3. How are renovation quality indicators operationalised across organisational levels?

This question analyses how strategic ambitions are translated into project requirements across
four housing associations. From the first two research questions, the institutional context and
organisational translation establish the different organisational levels through which renovation
quality indicators are operationalised.

RQ4. What similarities and differences in the operationalisation of renovation quality indicators
exist between housing associations?

This question compares the different cases examined in question three.

RQ5. What elements support alignment in renovation quality indicators in a shared quality
framework for inter-organisational collaboration?

This question summarises the research into a shared quality framework.
1.5. Scientific Relevance

From a scientific perspective, this research contributes to efforts to accelerate the renovation
process. Current studies emphasise the importance of quality alignment for accelerating the
renovation process; however, there is limited understanding of how quality indicators are
interpreted and adopted within housing associations from an organisational perspective. This
research builds on the study by Aedes and TU Delft. Research shows that program-based
renovations can reduce transaction costs and increase renovation speeds (Straub et al., 2022;
Straub & Meijer, 2025). At the same time, studies show that housing associations struggle to
align their internal goals with policy quality indicators because these indicators are too far
removed from their current practices. So, the literature clearly indicates a need for a harmonised
quality framework. Still, there is little insight into how housing associations' organisational goals
influence the implementation of such indicators.

1.6. Societal relevance

Housing associations provide homes for vulnerable citizens; their current housing stock plays a
significant role in accelerating the energy transition. This research aims to help accelerate
renovation processes for housing associations, enabling them to work together more easily.
Through renovating their current stock, they provide better homes for their vulnerable target
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group. This is needed because two-thirds of their tenants are experiencing energy poverty,
meaning households are unable to heat or cool their homes due to high prices (Cairo, 2023). At
the same time, housing associations are struggling financially due to the rising renovation and
maintenance costs and must balance their internal goals, resulting in varying renovation quality.
The lack of shared understanding of renovation quality hinders collaboration among housing
associations and slows large-scale renovation initiatives. This research contributes to societal
relevance by identifying how renovation quality is defined from an organisational perspective
and by creating a shared quality framework through a bottom-up approach that enables housing
associations to collaborate more easily.

1.7. Scope and Delimitations

This research focuses on Dutch housing associations and examines renovation quality from an
organisational perspective. The study is situated within the Dutch social housing sector and
focuses on how housing associations define and operationalise renovation quality indicators in
relation to their organisational goals. The research focuses on translation within the real estate
management function of the housing association and the actors involved in decision-making.
The research aims to provide analytical insights into how renovation quality indicators are
operationalised differently across housing associations.
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H2 Research methods

2.1. Research Design

How do organisational goals shape the operationalisation of renovation quality indicators across Dutch

RQ housing assaciations, and what conditions enable alignment for inter-organisational collaboration?
Theorectical framework

Institutional context RQ1

Organisational Goals
RQ2

Decision-making process
Case study
Operationalisation of quality RQ3 Docutﬁenr
indicators analysis and

interviews

RQ4 Expert interviews

Cross-Case i : Alignment for shared quality T
analysis Similarities and differences ) validation of the framework

RQS

Figure 1: Research Design by Author
2.1.1. Research design and overall approach

This research adopts a qualitative comparative strategy, employing a multiple-case study design
(Bryman, 2021). The goal of this study is to understand how Dutch housing associations define
and operationalise renovation quality indicators and under what conditions these different
interpretations can be aligned to support inter-organisational collaboration. A qualitative
approach is most appropriate because renovation quality is not studied as a fixed technical
outcome but as an organisational construct shaped through decision-making processes. The
emphasis on processes and the importance of context require a qualitative approach, as this
cannot be explained through a quantitative strategy (Bryman, 2021). The multiple case study
design allows the elements that support alighment across different housing associations to be
properly assessed, as the multiple case studies show different circumstances (Yin, 2014).

This research is grounded in an abductive research logic. Timmermans & Tavory (2012) describe
abduction as a creative inferential process aimed at producing new hypotheses and theories
based on surprising research evidence. The starting point is a practical and theoretical puzzle
about Dutch housing associations that operate within the same institutional context yet define
and operationalise quality in different ways. These differences become especially relevant when
housing associations want to collaborate, because collaboration requires a level of alignment
between quality requirements. The abductive logic is reflected in the iterative movement
between the theoretical framework and the multiple-case study. The theoretical framework first
provides the concepts that answer the first two research questions about the institutional
context, organisational goals, and decision-making processes. These concepts also include the
transaction costs which is used to interpret where alignment problems may occur within and
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between housing associations. The concepts guide the initial structure of the research and help
formulate the topics for document analysis and interviews. Then the case study analysis shows
the different ways housing associations operationalise quality indicators. The cross-case
analysis compares the cases to identify recurring similarities, differences and alignment
problems. The patterns are grounded in the theoretical framework to explain under which
conditions shared quality requirements can support collaboration. The final research output of
this process is the shared quality framework, which remains the central deliverable of the
research. Figure 2 shows the research design as a phased but iterative process.

A A2 A3

Phase 2 -Qualitative Case Study Phase 3 - Synthesis and conclusion

3. How are renovation quality indicators
operationalised across organisational levels?

Research Questions

4.What similarities and differences in
operationalisation of quality indicators
exist between housing associations?

5.What elements support
alignment in quality indicators
in a shared quality frameworkZzg

Qualitative
Expert interviews §

Semi-structered interviews and document analysis

Data collection technique Method

Validation JE

Cross-Case
analysis

Individual Case analysis
COECH

Output

2 4

Shared Quality framework

Figure 2: Research Methods by Author



Phase 1: Theoretical study

This phase includes the basis of this research, in which the theoretical background is
researched through desk research. In this part, the first two research questions will be
addressed regarding the institutional context, organisational goals and decision-making
processes. The theoretical study also positions transaction costs as a lens for understanding
why differences in quality definitions may hinder collaboration. The phase results in the
theoretical framework, which provides the initial analytical concepts for the qualitative case
study.

Phase 2: Qualitative case study

The empirical research focuses on the third research question: how housing associations use
and operationalise renovation quality indicators. For this part, housing associations are used as
a case study. The case study includes a document analysis and semi-structured interviews with
housing association employees. The findings from the case study are used to refine the
theoretical understanding of how the organisational goals shape the operationalisation of
quality indicators.

Phase 3: Synthesis and conclusion

In the last part, the cross-case analysis identifies the differences and similarities between
housing associations and translates these patterns into elements that support alignment. The
shared quality framework is developed through this abductive movement between theory and
empirical findings. The framework is then validated through expert interviews.

2.1.2. Literature review

The literature review is used to develop the theoretical foundation of this research and to define
the initial analytical concepts for the multiple case study. The aim of the literature review is to
structure the concepts needed to understand how renovation quality indicators are adopted and
operationalised within Dutch housing associations. The literature review therefore supports the
first phase of the research and contributes to the first two research questions.

The literature review combines the institutional context, hybrid organisations, real estate
management for housing associations, and transaction costs. The institutional context is used
to understand the shared pressure that housing associations experience. The hybrid
organisations theory is used to explain why housing associations balance their objectives
differently. The transaction cost theory is used as a supporting lens to understand why
differences in quality definitions and decision-making routines may hinder collaboration. In this
research, the transaction costs are not operationalised as measurable costs. Instead, they are
used as a theoretical lens to interpret alignment problems.

The literature review results in a conceptual model that guides the case study analysis.
Concepts from the literature are used to synthesise the document analysis and the interviews
and to guide the initial structure of the analysis.

2.1.3. Case Study Design
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The empirical part of this research is designed as a multiple-case study. In this study, the
individual housing association functions as the unit of analysis. This is appropriate because the
research aims to understand how renovation quality indicators are defined and operationalised
within specific organisational contexts. A case study design allows these processes to be
studied in relation to organisational goals and decision-making structures (Yin, 2014).

The case study builds on the theoretical framework developed through the literature review. The
literature review identifies the main concepts relevant to the analysis of the operationalisation of
renovation quality, including organisational goals, quality indicators, management layers, trade-
offs, and transaction costs. Multiple housing associations are included to enable comparison
across cases. This makes it possible to identify both case-specific interpretations of renovation
quality and recurring patterns across organisations. The cases are used to develop a deeper
understanding of how similar organisations respond differently to comparable institutional
pressures (Yin, 2014).

The case study consists of document analysis and semi-structured interviews. The document
analysis provides insight into the formal translation of organisational goals and quality
indicators, while the interviews explain how these indicators are interpreted and operationalised
in practice. The findings from the individual cases are first analysed separately and then
compared in the cross-case analysis. This structure supports the abductive logic of the
research, as the empirical findings are used to refine the theoretical understanding and to
develop the shared quality framework.

— —

Figure 3: Case study logic (Author)
2.1.4. Expert Interviews for validation

Expert interviews are used in the final phase of the research to validate the shared quality
framework. The purpose of these interviews is to assess whether the framework is recognisable
and practically relevant for the Dutch housing association sector. The expert interviews take
place after the case, and cross-case analyses have been completed, and afirst version of the
shared quality framework has been developed. Experts are selected based on their knowledge
of renovation processes, housing associations, and inter-organisational collaboration. The
interviews are semi-structured. The experts are asked to reflect on the structure, content and
usability of the framework. The main topics include whether the identified quality indicators are
complete, whether the distinction between shared and context-dependent indicators is useful,
and whether the framework can support alignment between housing associations in practice.
The feedback from the expert interviews is used to refine the final framework. If experts identify
missing elements, unclear terminology or unrealistic assumptions, these points are
incorporated into the final version of the framework.
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2.2. Data collection

This research combines a literature review and a multiple-case study, including a document
analysis and semi-structured interviews. Through the literature review, the concepts for the case
study are identified: the institutional context and organisational goals, renovation quality
indicators, management layers, and transaction costs. The outcomes guide the case study. The
literature review therefore provides the basis for selecting the relevant documents and
formulating interview topics. The case study then examines how these literature-based
concepts are translated into practise within different housing associations.

2.2.1. Literature review

The data collection process begins with an extensive literature review. The aim of the literature is
to develop the theoretical foundation for the case study. It defines which concepts are relevant
for understanding how housing associations operationalise quality indicators. The literature
review focuses on five main themes: renovation quality, quality indicators, organisational goals,
real estate management layers and transaction costs.

For the literature review, sources include academic journals, policy documents, and other
relevant, reputable online sources. These documents are searched in the TU Delft repository,
Google Scholar, and the general Google engine. The general Google engine is only used for
official policy documents, institutional reports and sectoral publications from organisations
such as Aedes, Rijksoverheid and the European Commission. During this search, the following
keywords will be used: Housing associations, Renovation, Quality indicators, Organisational
goals, Collaboration, Real estate management, and Transaction costs.

2.2.2, Case study

The case study data collection is guided by the outcomes of the literature review. The literature
review determines which organisational documents are relevant, who should be interviewed
and which topics should guide the interview guide. The purpose of the case study is to examine
how the concepts identified in the literature are translated into organisational practise. For each
housing association, the organisational documents are collected. Not every housing association
is expected to have the same documents; this will be further highlighted after the literature
review. The semi-structured interviews are also guided by the literature review. The respondents
are selected based on the management layers and decision-making roles defined in the
literature.

2.3. Data analysis

The data analysis follows the abductive logic of the research design (Timmermans & Tavory,
2012). Where the research moves between the existing theory and the empirical data. The
concepts from the literature review provide the initial structure for the case study. Where the
case study findings are used to refine the understanding of how these concepts are
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operationalised in practice. The analysis consists of four steps: literature review, case analysis,
cross-case synthesis and framework development.

2.3.1. Literature review

The literature review is analysed to identify the main theoretical concepts relevant to the
research. These include the institutional context, organisational goals, decision-making
processes, management layers, renovation quality indicators and transaction costs. They
provide an initial framework for understanding the empirical material. Where the empirical
findings can refine the theoretical understanding.

2.3.2. Case analysis

The case study analysis consists of a document analysis and semi-structured interviews. For the
document analysis, Atlas.ti was used to code the different strategic documents to identify
recurring concepts and compare the strategic orientation of the housing associations. The
documents formed the basis of the empirical data and allowed for the housing associations to
be compared systematically. The semi-structured interviews were conducted to clarify how
formal goals and indicators are understood and operationalised in practice.

Organisational Goals Example Quote

Meer betaalbare huurwoningen door DAEB voorraad te
Affordability vergroten en niet-DAEB voorraad te verkleinen.

We realiseren een groei van het aantal woningen (sociale
huur en middenhuur) in onze kerngemeenten en hebben
Availability een goed gevulde ontwikkelportefeuille.

Voor het sturen op de kwaliteit van ons vastgoed maken
we onderscheid in technische kwaliteit en functionele
kwaliteit. Technische kwaliteit gaat meer over de
conditie van onze woningen. Functionele kwaliteit gaat
meer over kwalitatieve kenmerken als oppervlakte,
Quality energielabel en toegankelijkheid van de woningen.

Woningen met een EFG energielabel zijn verleden tijd en

steeds meer van onze woningen zijn comfortabel door

goede isolatie of kunnen in de toekomst worden
Sustainability aangesloten op een alternatieve warmtebron.

We benutten de kracht van stille huurders door hen te
stimuleren en te faciliteren om hun talenten in te zetten
in hun wooncomplex of buurt: de ‘wijkcodperatie light’.

Liveability
Hybrid organisation

objective Example Quote
Een glimlach op het gezichtvan onze huurders. Daar is
Social het ons allemaal om te doen.

We realiseren een groei van het aantal woningen (sociale
huur en middenhuur) in onze kerngemeenten en hebben
Commercial een goed gevulde ontwikkelportefeuille.

Quality indicators Example Quote

Onze woningen zijn in 2050 aardgasvrij, energiezuinig en
Quality indicator klimaatneutraal
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Table 1: Codes for document analysis
2.3.3. Research quality

This research adopts a multi-case study design, which means the research process must be
valid, reliable, and replicable (Yin, 2014). In this research, a phenomenon encountered in theory
that housing associations define renovation quality differently, even though they share the same
objectives and institutional context, is studied within the organisational context of Dutch
housing associations.

The validity of this research is strengthened through triangulation. The literature review provides
the theoretical concepts, the document analysis shows how these concepts are embedded in
organisational strategies, and the interviews explain how they are interpreted and
operationalised in practice. Internal validity is supported through abductive reasoning, in which
the research moves between theory and findings. The similarities and differences among
housing associations are interpreted through the theoretical concepts from the literature review
to explain why these differences exist and how they create alignment problems. After the cross-
case analysis, the first version of the shared quality framework will be developed. The expert
interviews will assess whether the framework is complete and recognisable. This strengthens
the validity of the final framework as it is tested by sector knowledge.

The reliability of the research concerns the consistency and transparency of the process. To
ensure this, Yin's (2014) case study logic is used, which is linked to the processes of preparation,
data collection and analysis. By coding the document analysis and using a structured interview
guide, a strong foundation for the case study is ensured. The documentation of the method and
literature study ensures that another researcher can follow the literature review, case selection
criteria, and interview guide to conduct a similar cross-case analysis, making the research
replicable.

2.3.4. Research ethics

This research includes human participation, which entails ethical obligations. This section
reflects on how the participants of this research will be protected from harm. Minimising any
potential ethical risks for participants will be the priority. The collected data will be safely stored
at TU Delft OneDrive, and access will be restricted to the research team only. The HREC data
security protocols will be followed to guarantee confidentiality, and the HREC application at the
TU Delft has been approved. Participants in this research will be fully informed before they
participate. They will be informed through an informed consent form and an interview protocol
(Appendix 1 and 3). Participants will also be informed about the study goals, the voluntary nature
of their participation, their rights, and potential risks.

This study contains information on the formulation of organisational strategies. Anonymity will
be maintained to preserve any sensitivities that this may entail. If direct quotes or statements
are used, they will not be traceable to the individuals. After the interview, the interviewees will
have the opportunity to review their transcripts. Once the transcripts are approved, the audio
recordings will be deleted, leaving only the anonymised transcripts.

2.3.5. Data management
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This research will only collect the required data, ensuring no excessive data collection. The data
will be stored on TU Delft OneDrive and will be accessible only by the research team. All
collected data will be processed and stored in accordance with TU Delft’s Research Data
Management Policy and the General Data Protection Regulation (GDPR). All processed data will
comply with the participants' signed consent. This ensures that it is legal and ethical. As
mentioned before, only the anonymised interview transcripts will remain. The final research
report will be stored in the TU Delft repository. Appendix 2 contains the Data Management Plan
for further elaboration and the Data Management Checklist.
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H3 Institutional context

This chapter presents a literature review to provide initial insights into the first research
question: What institutional and regulatory factors shape renovation quality in Dutch housing
associations?. The aim of this chapter is to examine the institutional factors that shape the
context in which housing associations operate. Housing associations are highly influenced by
political priorities and changing regulations. The chapter first highlights the nature of the
institutional context through history, the influence of the Housing Act, and the compliance
requirements that housing associations must meet. Then, the regulatory environment guiding
renovation ambitions at the European, national, and regional levels is explained together with
the accompanying quality indicators and frameworks. Together, these institutional and
regulatory factors create the context in which housing associations have to make trade-offs.

3.1. Institutional governance and financial
regulation

Housing associations have changed over the years as their institutional context has changed.
Most housing associations emerged during the late 19" and early 20" centuries. Housing
associations started as private initiatives to provide good housing for the workers. After the war,
it was essential to build many houses, so the Dutch government initiated further development of
social housing. Then, in 1995, the relationship with the government changed (Elsinga &
Wassenberg, 2007). At first, the housing associations were supported through subsidies and
loans. In 1995, the government decided that housing associations are individual businesses that
should take care of themselves, creating the opportunity for them to pursue more commercial
objectives. However, in 2010, the housing associations were losing their main social objective.
The Dutch government decided to take back control. Housing associations are strongly
influenced by the institutional context and directly by politics. Institutional theory explains that
organisations react to institutional pressures in similar ways. The theory suggests that
organisations seek to comply with norms and processes to increase their chances of survival,
even when this does not improve efficiency (Cloudt, 2015). The concept is also referred to as
institutional isomorphism, in which organisations in the same field become similar over time
(DiMaggio & Powell, 1983).

3.1.1. Housing Act

In 1901, the Housing Act was enacted, which laid down the duties of housing associations. The
most recent version of the act is the 2015 version, which was a response to the
commercialisation of housing associations. With the Housing Act of 2015, the Dutch
government took back control (Gruis, 2018). The aim of the renewed act was to compel housing
associations to focus on their primary objective: providing affordable housing for vulnerable
citizens. The distinction between what qualifies as Service of General Economic Interest (SGEI)
and what does not was made more explicit. Housing associations also had to enter into an
agreement (Prestatie Afspraken) with the municipalities and tenant associations regarding their
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plans to provide good affordable housing in the area (Ministerie van Binnenlandse Zaken en
Koninklijke relaties, 2015). The agreements needed to be periodically updated to ensure that
housing associations continued to comply with the objectives. With the Housing Act 2015, the
Autoriteit Woningcorporaties (AW) also came into effect.

3.1.2. Compliance

Housing associations must report to the AW and WSW to demonstrate financial responsibility
and the ability to perform their tasks efficiently (Ministerie van Binnenlandse Zaken en
Koninkrijksrelaties, 2025). As SGEI organisations, housing associations are secured by the state
on their loans through the WSW (Kuipers, 2026). Because they are secured by the state, they can
access more favourable loans (WSW, 2026). In exchange, they must comply with the WSW and
AW evaluation framework (Autoriteit woningcorporaties & Waarborgfonds Sociale Woningbouw,
2024). In this framework, the WSW and AW assess financial continuity, the business model, and
governance. To ensure financial continuity, the housing association's financial position is
assessed using ratios.

The ratios are:

e The Interest Coverage Ratio (ICR), which shows if the operational cash flow is enough to
pay the interest

e The Loan-to-Value (LTV), which states whether the housing associations will create
enough value

o the Solvency, which gives insight into the equity capital

The ratios determine the housing association's investment capacity and are influenced by
external factors, including changing regulations and rising costs. Housing associations are
under financial pressure, which limits their ability to invest in renovation projects and forces
them to continually make trade-offs between core organisational goals and financial continuity.
The way renovation projects are financed further influences these trade-offs. Within the
evaluation framework, a distinction is drawn between maintenance and investment. For a
renovation to become an investment rather than maintenance, it must meet three of four
criteria. The ministry defined the following criteria (Ministerie van Infrastructuur en Waterstaat,
2025):

- Improvement of the energetic performance;
- Facade- of roof renovation with the same quality as new buildings;

- Changes to the internal quality through bathrooms, toilets, and kitchens that meet the
new built quality;

- New installations ensure that the property is future-proof and does not have to be
improved for the coming 10 years.

As aresult, housing associations are stimulated to bundle interventions into larger projects.
Otherwise, the intervention is treated as maintenance, which is part of the operating expenses
and directly impacts financial ratios and investment capacity constraints. The decision to
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renovate becomes an extra financial burden for housing associations. Additionally, housing
associations are no longer allowed to increase rents when they improve properties through
insulation measures (Ministerie van Volkshuisvesting en Ruimtelijke Ordening, 2025). Even
though the property's quality has improved, the investment is less feasible. Housing
associations are allowed to increase the rent when installations are changed and the change
results in a significant energetic improvement to the property (Ministerie van Binnenlandse
Zaken en Koninkrijksrelaties, 2023). The financial constraints complicate investment in housing
association renovations. As housing associations are already struggling financially and have to
balance all organisational goals in these decisions, they make different trade-offs and
operationalise renovation quality in different ways. The difference between housing associations
causes them to further steer away from standardisation. Institutional isomorphism shows that
organisations become similar over time. However, due to these financial constraints, housing
associations create a form of decoupling between strategic ambition and operational
implementation (Meyer & Rowan, 1977). Strategically, they align with the institutional context,
but in practice, they are unable to make this feasible for their organisations (Boxenbaum &
Jonsson, 2017).

3.2. The institutional quality context for
renovation

Housing associations operate in a multi-layered institutional environment shaped by the
European, national, and regional agreements. Together, these different layers set the ambitions
of housing associations. The European context defines the long-term goals through
sustainability ambitions. The ambitions are translated into national goals, which steer the
portfolios of all housing associations in the Netherlands. The goals are then translated into
regional plans (Woondeals) and further specified in the agreements with the municipality. From
which the housing associations make their organisational plans. The national regulatory
baseline underpins quality in the Netherlands.

3.2.1. European sustainability ambitions

The EU aims to be climate-neutral by 2050; to get there, it translates the goals set outin the
European Green Deal into European climate law (European Union, 2021). The European
ambitions include intermediate goals, such as reducing greenhouse gas emissions by at least
55% from 1990 levels by 2030. Buildings are the largest energy consumers; the Energy
Performance of Buildings Directive was published in 2002. The EPBD has developed into a
useful EU framework that sets the pathway to 2050 (European Union, 2024). The EPBD is one of
the enablers of the renovation wave aimed at accelerating renovation (European Union, 2020).
Within the renovation wave, there is an initiative for social housing that promotes partnerships
between municipalities, housing associations, and businesses. This collaboration aims to
double the pace of renovation through innovation and standardisation.

3.2.2. National performance agreements
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In the Netherlands, housing associations have agreements with the government, municipalities
and the tenant organisations through the Nationale Prestatie Afspraken (NPA). Together, they
have agreements on four themes: availability, affordability, liveability, and sustainability.
Housing associations use the NPA's goals to set their own. The NPA is an important basis for
organisational goals and provides a perspective on the trade-offs housing associations must
make among the different goals. Regarding availability, there is an ambition to add 30.000
dwellings each year through new construction and conversions of existing buildings. To realise
the goals, housing associations have to make large investments. For affordability, housing
associations have agreed to gradually raise rents over an average of three years. If properties
have an A+ energy label or above, the appropriate assighnment border can be 25% or higher.
Liveability, which includes maintenance and quality, is agreed to require an approach from all
stakeholders to improve the area and the properties. Housing associations receive additional
state funding to improve their properties, and they are not allowed to have a condition score
below 4 unless they have plans to change it. The condition score is based on the NEN 2767,
where the outside of the property is measured based on three criteria: the severity, the size, and
the intensity, and that is then translated into a score (NEN, 2025). This is also often used to
determine whether a complex has to be renovated soon.

The most tangible goals are the sustainability goals. The clear end goal is to become energy
neutral by 2050. The coming goal is to eliminate the EFG-labels by 2029 and to build more
circular and climate-adaptive. By 2030, 450,000 properties must be gas-free, and 675,000 must
be future-ready. However, future-ready is still hard to define. The goal is to insulate all properties
to the Standaard, which is tied to the heat demand. The reduction of the heat demand is tied to
goals setin 2030, 2034, and 2050 as seen in Figure 1.
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Figure 4: Reducing the heat demand to 2050 (Ministerie van Volkshuisvesting en Ruimtelijke
Ordening, 2025)
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3.2.3. Regional performance agreements

The NPA is translated into Woondeals, which are agreements made at the regional level
(Ministerie van Binnenlandse Zaken en Koninkrijksrelaties, 2025b). In the Woondeals, more
explicit agreements are made between the municipalities, the province, the Ministry and the
housing associations. In the Woondeals agreements, regarding availability, affordability, new-
construction locations, and enabling infrastructure such as water and energy (College van
Gedeputeerde Staten van de provincie Zuid-Holland et al., 2023). Infrastructure is becoming an
increasingly important subject as the energy grid becomes a greater constraint on renovation
projects. Municipalities develop heat transition plans to support the transition towards energy
neutrality in 2050. The plans are also important for housing associations, as they determine
whether their properties can connect to a heat grid or must be supplied with a heat pump. In this
way, regional agreements and heat transition plans shape the feasibility and timing for
renovations.

3.2.4. Municipal performance agreements

The Housing Act of 2015 obliged housing associations and municipalities to enter into regional
agreements on social housing properties in the area. The agreements are based on the NPA and
are specific to the area in which they operate. Municipalities have agreements with one another
to add housing stock to Woondeals (Ministerie van Binnenlandse Zaken en Koninkrijksrelaties et
al., 2023). The agreements are also specified in the Prestatie Afspraken. The Prestatie Afspraken
share the same themes as the NPA: availability, affordability, sustainability/quality, and
liveability. However, interpretations and prioritisation can differ across regions. Within the
performance agreements, multiple housing associations with properties in the area are
involved, causing them to have agreements with one another as well. In some areas, housing
associations have additional agreements among themselves in addition to agreements with the
municipality. The agreements help housing associations support and stimulate one another. In
the region of The Hague, the tasks of adding and renovating properties have become enormous;
combined with limited financial resources, housing associations have to help each other to
reach their ambitions (Sociale Verhuurders Haaglanden et al., 2021). Through the agreements,
housing associations also created collaborations, such as the VRDRS collaboration. In this
collaboration, 5 housing associations aligned their procurement documents to accelerate the
initiation phase of the renovation process. The regional collaborations stimulate efficiency and
help housing associations with their difficult task of reaching sustainability ambitions.

3.2.5. Tenant associations

The Housing Act also obliges housing associations to include tenant associations in the
operationalisation of renovation plans. The Nationaal Sloop- en Renovatiestatuut states that
tenants must be involved in the process from early on (AEDES et al., 2024). The process starts
when the housing association contact the tenant associations to say that a complex or location
needs improvement. Then, a tenant research is conducted by the housing association to
investigate the tenants' wishes. The housing associations assess the feasibility of the plans and
relay the results back to the tenant association. When the housing association decides to
continue with the renovation, the tenants are informed of the renovation plans. The tenants
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must agree to this in a written statement. The renovation plan may be executed only if 70% of the
tenants agree.

3.3. Sector Benchmarks and quality frameworks

The institutional environment establishes the ambitions and regulatory context for housing
associations; the ambitions must be translated into operational indicators to assess whether
the housing associations are on track. As mentioned earlier, the NPA establishes the ambitions
for the housing associations. The ambitions are translated into regional performance
agreements, after which housing associations must set their own goals. The sector has created
several frameworks to measure the ambitions. The ambitions set through the NPA are too
ambitious for housing associations to realise. Housing associations have to fall back on
alternative measures to assess the quality of their portfolios and renovation plans. The quality
environment is set with the regulatory baseline of the Netherlands, the Besluit bouwwerken
leefomgeving (Bbl). The branch organisation Aedes serves as the link between national
ambitions and the operationalisation of the housing associations; it also sets indicators to
measure their performance. The results can be used on the strategic layer. To understand the
quality indicators, housing associations use a framework for the tactical layer, and one for the
operational layer will be examined. Het Nieuwe Normaal provides a framework for measuring
circularity goals. Kwaliteit in Balans presents a framework that incorporates all aspects of a
renovation. The frameworks shape how renovation quality is defined; as mentioned, the
ambitions are too high for housing associations to apply them consistently. The mismatch
leaves room for interpretation, and other quality frameworks are combined to set goals. In
addition to the frameworks mentioned, many more exist, creating a fragmented quality
environment. In this part, this is highlighted.

3.3.1. Besluit bouwwerken leefomgeving

In the Netherlands, housing associations must apply for a permit to renovate properties. The
regulatory baseline for renovations, called the Besluit bouwwerken leefomgeving (Bbl), applies.
The minimum energy performance requirements and technical requirements for renovation are
set out in the Bbl (Overheid, 2025). The Bbl describes requirements for energy performance,
insulation, and ventilation, as well as for safety, health, and usability. For example, the
requirements for renewing or replacing insulation layers for the floor (minimum of 2,6 m2 K/W),
the fagade (1,4 m2 K/W), and the roof (2,1 m2 K/W) (RVO, 2026). For changing windows, doors,
and window frames, the U-value must be lower than 2.2 W/m2 K (RVO, 2026). Bbl defines a
significant renovation as one in which 25% of the building envelope area is changed. If a
renovation is significant, a minimum renewable energy value is required; this depends on the
roof and usable floor area (RVO, 2025). If changes are made to the installation in the building,
they must comply with the system requirements indicators. The requirements are the basis for
the renovations that housing associations undertake. The difference in renovation standards
between housing associations stems from the additional steps they take to meet national and
European goals.

28



3.3.2. Aedes

To help housing associations navigate through the complex institutional and regulatory
environment, there is Aedes, the branch organisation for housing associations. Aedes translates
the new regulations and ambitions from the European and national levels to practical
documents that housing associations can implement easily. They also defend the interests of
housing associations on different institutional levels. Furthermore, Aedes develops programs
and projects, such as the Renovatietreintjes mentioned earlier, that help housing associations
improve their operations. To ensure transparency of the performance of housing associations,
Aedes has the Aedes Benchmark.

The Aedes Benchmark measures the performance of housing associations (Aedes, 2025a). In
the benchmark, there are 5 performance categories: tenants' opinion, finance, maintenance and
improvement, sustainability, availability and affordability, and liveability. For this research, the
quality indicators for maintenance and improvement, as well as sustainability, will be
highlighted.

Maintenance and improvement show the relationship between costs and the property's quality,
as measured by functional, technical, and living quality. The functional quality is measured
through the WWS-points, a system that translates a property's characteristics into points
(Ministerie van Volkshuisvesting en Ruimtelijke Ordening, 2023). The points linked to
maintenance-related parts reflect the property's use-value. The technical quality is based on the
condition score, which is used in the complex strategy. The condition score is based on the NEN
2767, which determines the state of a building (NEN, 2021). Lastly, the quality of life is measured
through tenants' perceptions of quality.

Sustainability in the Aedes benchmark is measured through insulation performance, energy
performance, and CO2 emissions from gas. Insulation performance is measured through the
use of insulation materials and the Standaard. The Standaard emerged from the Klimaat
Akkoord, which determined that it was necessary to establish an insulation standard to
accelerate the renovation of the Netherlands' existing housing stock (Rijksoverheid, 2019). The
Standaard is based on technical possibilities, resulting in a net heat demand of kWh/m2/year for
the entire property (RVO, 2022). The aim is that, by 2050, all housing associations comply with
the Standaard, meaning they have a certain insulation level and a gas-free heating supply (TNO
et al., 2020). Sustainability is also assessed through energy performance, as reflected in the
EP2-value, which indicates energy use per m2 per year. Properties with a low EP2 value have a
higher energy label, which is still used to show the performance of the housing stock.

In the 2050 goals of the Klimaat Akkoord, the built environment must be net-zero, including
circularity (Ministerie van Algemene Zaken, 2025). Net-zero is not yet included as a quality
indicator by Aedes, but it is an important factor for renovation. In Het Nieuwe Normaal, quality
indicators for circularity are stated. The state of the building is assessed through its layers.

3.3.3. Het Nieuwe Normaal

Under the EU agreement, the Dutch economy must be completely circular by 2050. This
requirement is not yet incorporated in the Kwaliteit in Balans and the Aedes benchmark as
indicators. However, it is becoming increasingly important as we approach 2050. Het Nieuwe
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Normaal for existing buildings makes circular renovation measurable by creating quality
indicators for the different components (Verhulst et al., 2026). In the framework, there are three
themes: Environmental impact, Material use, and Value retention. The Layers of the brand are
used to show the lifespan of the building's different components. The lifespan of the different
components determines the level of detachability. In Figure 7, the brand components, by layer,
are shown along with their importance.

Layers of brand
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Figure 5: Indicators per layer of brand (Verhulst et al., 2026; translated by Author)

3.3.4. Kwaliteit in Balans

In the Netherlands, a framework called Kwaliteit in Balans aimed to create a flexible yet explicit
framework for renovation, initially intended for maintenance (Piekhaar et al., 2021). It is part of
Resultaat Gericht Samenwerken, a new procurement approach focused on the desired outcome
rather than prescribed measures. Kwaliteit in Balans distinguishes seven quality categories:
Safety, Health, Energy performance, User quality, Sustainability, and Future value. The
categories indicate that renovation quality is balanced across them, making this framework
relevant to this research. There is no hierarchy among these categories; if one or more is more
important, that is a context-based decision dependent on the housing association's strategic
goals, which aligns with the assumption that housing associations approach their renovation
strategy through organisational goals.

In this research, Kwaliteit in Balans is viewed as a conceptual framework for analysing how
housing associations determine quality. Through the various quality indicators, connections to
the organizational goals can be made more easily.

3.3.5. No-Regret Renovation

The various quality frameworks provide guidance for housing associations in evaluating their
renovation decisions. In renovation decision-making, housing associations use the No-Regret
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principle. As housing associations continually balance their social and commercial objectives,
the No-Regret principle helps them make informed decisions that align with their primary
objective of providing affordable housing. The No-Regret principle ensures that housing
associations take the right sustainability measures at the right time (Van Eck, 2018). The
principle includes three steps in becoming energy neutral. First, energy demand is reduced
through measures such as insulation. The next step is to make the property ready for a gas-free
installation. The last step is to include the installation to make the property energy-neutral. No-
Regret reduces the risk of implementing sustainability measures.

3.3.6. Variation in implementation of (policy) quality frameworks

The literature review shows that quality for Dutch housing associations is not measured through
one single indicator or framework. As the ambitious goals from the EU, national and regional
contexts shape the horizon. The road towards becoming energy-neutral is not yet laid out,
causing housing associations to find their own way using their own set of indicators. The quality
landscape is shaped by the Bbl's regulatory baseline, which defines the legal minimum for a
renovation. The Aedes Benchmark provides a sector-wide perspective and allows housing
associations to compare, mostly at the strategic level, what is relevant. Het Nieuwe Normaal
makes circularity, material use, environmental impact, and value retention more measurable,
thereby enhancing the adoption of circularity at the tactical layer. Kwaliteit in Balans offers a
broader framework for translating quality to the project-level, guiding the operational layer.

The frameworks provide a large set of indicators for measuring quality. The different indicators
used reflect the many responsibilities of housing associations. As the frameworks have different
purposes, the measurements also differ. The quality indicators from the Aedes Benchmark
provide a shared reference for assessing quality across housing associations, but they focus on
the building's current performance rather than strategic alignment. Policy indicators used in the
benchmark, such as the Standaard, are not a one-size-fits-all prescription; rather, they are long-
term targets for the Dutch housing stock (Roossien & EnergyGO, 2020). Emerging frameworks
like Het Nieuwe Normaal highlight the growing importance of circularity and long-term value, yet
these aspects are not yet structurally embedded in existing benchmarks. Frameworks such as
Kwaliteit in Balans support housing associations in translating organisational goals into project-
level quality requirements. However, the focus is on collaboration with the contractor rather
than between housing associations. Next to these frameworks there is also an organisation
which collects knowledge and quality for housing associations (KWH, 2024). The organisation is
mostly focused on the tenant perspective and does not define the technical quality. A more
commercialised organisation that also created a framework for renovation is the Natural Step,
which looks at sustainability as a process (The Natural Step, 2025). Next to these organisations,
there is also a certificate called WoonKeur that determines whether a property is lifetime-
compatible based on functional quality (De Vree, 2026). The framework is based on four other
frameworks; Seniorenlabel, Politiekeurmerkveilig Wonen, VAC-kwaliteitswijzer and the
Handboek voor toegankelijkheid.

All the frameworks result in a fragmented landscape of quality indicators. The mutual policies'
targets are not yet structurally embedded in the existing frameworks. As a result, housing
associations have to translate the targets into practical decisions themselves. The translation
process is influenced, for instance, by their portfolio and financial capacity. Therefore, even
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when housing associations work towards the same goals, they may interpret quality differently.
The adoption of these quality frameworks is not a technical issue but also a strategic one. The
problem is not the lack of quality indicators but the interpretation of them, emphasising the
need for a shared quality framework that helps structure the existing indicators.

3.3.7. Conclusion: What institutional and regulatory factors shape renovation quality in Dutch
housing associations?

The institutional and regulatory factors that shape renovation quality for housing associations
are the Housing Act, financial compliance, performance agreements, European and national
sustainability ambitions, the Bbl and quality frameworks. Together, these factors create the
context in which housing associations have to translate the broader ambitions into a workable
standard for their own organisational and portfolio. The Housing Act defines the primary task of
providing affordable housing for vulnerable citizens. Showing that quality for housing
associations is not just the functional and technical aspects, but also affordability and
liveability. Financial compliance through the WSW and AW shapes the financial aspects of a
renovation and influences decision-making. The institutional context should cause housing
associations to become similar, as the institutional isomorphism predicts convergence
(Boxenbaum & Jonsson, 2017).

The institutional quality context, through European and national ambitions, further increases the
complexity for housing associations. Ambitious goals are set to eliminate EFG-labels by 2029,
reduce heat demand, and achieve circularity and energy neutrality by 2050. The goals are
ambitious, and the indicators used to measure them are not feasible for housing associations.
Therefore, housing associations must translate them into feasible indicators for their portfolios.
This creates a form of decoupling between strategic ambition and operational
implementation(Meyer & Rowan, 1977).

The Bbl establishes the regulatory baseline for housing associations and defines the technical
requirements that all renovations must meet. The difference is that housing associations
implement quality indicators above this baseline. The additional indicators are used to pave the
way for housing associations towards the sustainability goals. However, many frameworks can
be used to define quality for housing associations, leading to different interpretations. Housing
associations all operate within the same institutional and regulatory environment, but because
of their ambitious institutional goals, different trade-offs are made depending on organisational
stances. This explains why renovation quality is interpreted differently across housing
associations and why a shared quality framework is needed to structure the different
interpretations.
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H4 Organisational goals and

decision-making

In this chapter, the second research question will be answered: How do organisational goals and
decision-making processes influence the interpretation of quality?. Housing associations derive
their organisational goals from the institutional context. In this chapter, it is explained how
housing associations translate the institutional factors into their own organisational goals. First,
the goals defined by Aedes and the Housing Act are highlighted, and then their
operationalisation in theory is explained. This is then applied to the renovation decision-making
process.

4.1. Organisational goals of housing associations

The primary task of housing associations is to provide affordable housing for vulnerable citizens,
giving them a very social objective. However, in addition to their primary task, they also have to
meet financial goals, giving them a more economic objective. As both objectives coexist in the
same organisation, housing associations operate as hybrid organisations. The hybrid
organisation theory explains how the coexistence of different value systems creates inherent
tensions in decision-making (Pache & Santos, 2013). In the previous chapter, the institutional
theory was highlighted, showing that organisations react the same to the institutional context.
The hybrid organisation helps explain why housing associations diverge in practice as they
continuously have to balance their competing objectives. Transaction costs are the hidden costs
that arise when the organisation needs to negotiate and monitor. The competing objective can
create a form of decoupling where housing associations formally adopt strategic ambitions but
translate them differently into tactical requirements (Boxenbaum & Jonsson, 2017).

Hybrid organisations, therefore, have to continuously negotiate the competing goals.
Negotiations lead to higher transaction costs for housing associations, as processes are
adapted rather than standardised. The transaction costs are the hidden costs that arise when
the organisation needs to negotiate, monitor or coordinate the adopted strategy (Rindfleisch,
2019). Housing associations continuously have to balance their organisational goals and decide
on their priorities. Therefore, housing associations make different decisions as they have
different priorities which creates inefficiencies and therefore higher transactions costs. This
theory is supported by Gruis (2008), who shows that housing associations have different
orientations, with some adopting a more business-like orientation alongside their social
orientation. He identifies 4 archetypes within housing associations: defender/prospector and
commercial/social. As a result, housing associations adopt diverging strategies, leading to
varying approaches to, for instance, renovation and innovation. The varying approaches inhibit
standardisation and increase the transaction costs when housing associations aim to
collaborate. However, their core objectives, as defined by the Housing Act, as explained in the
previous chapter, ensure that housing associations maintain their social objective
(Rijksoverheid, 2026). It establishes clear directives on how a housing association should

33



function to serve the public interest by defining the regulations housing associations must
comply with. Themes from the Housing Act are shown in figure 6.

Definition

Objective

Figure 6: Objectives of housing associations (Rijksoverheid, 2026; translated by author)

The objectives are crucial when developing the strategy of housing associations. Housing
associations develop their strategy through an entrepreneurial plan that defines their
organisational goals. Housing associations are obliged to maintain their social objectives; all
housing associations should have an entrepreneurial plan that aligns with the objectives of the
Housing Act (Ministerie van Binnenlandse Zaken en Koninkrijksrelaties et al., 2022). As
mentioned before, Aedes is the Branch organisation of housing associations that provides
direction. Housing associations regularly use their manuals to guide their own. Aedes also
provides a roadmap that outlines what the entrepreneurial plan should entail and how it can be
measured (Aedes, 2018). This shows the different goals set out by the Housing Act and the
organisational obligations it entails.
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Figure 7: Organisational strategy of housing associations (Aedes, 2018; translated by author)
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The organisational goals mentioned above are well known; sector-wide housing associations
operationalise them differently, as their balance between social and economic objectives can
vary. This results in variation in the way housing associations make trade-offs in decision-
making.

4.2. From strategy to real estate choices

To understand how organisational goals are translated into clear targets and how quality
indicators are interpreted, the process by which housing associations define their strategy will
be highlighted. Housing associations translate these goals to clear targets; these goals are tied
to social performance. For a housing association to reach these goals, the organisation, strategy,
and internal policies must be aligned. In the Portfolio strategy, housing associations translate
the entrepreneurial goals into a plan for their real estate (Aedes, 2024). In the portfolio strategy,
housing associations must justify how they will maintain and improve the quality of their real
estate and develop renovation plans. All housing associations have their own entrepreneurial
plans with defined goals, even though they share the same objectives. Creating inefficiencies
and higher transaction costs when negotiating these strategic goals. To gain further insight into
how housing associations are organised, Nieboer's (2009) research is used. In real estate
management for housing associations, a division between portfolio management, asset
management, and property management is commonly used. The division goes from strategy to
specific maintenance, as seen in Figure 4. In portfolio management, the policy is determined,
including the entrepreneurial plan and the portfolio strategy. The portfolio management level is
also where decisions are made about which regions to invest in and their priority, so that the
renovations can take place. On the asset management scale, different projects or apartment
complexes are assessed to determine the best approach. The decision on which properties will
be renovated and how they will be renovated is made on this level. In property management
level, the focus is on daily maintenance.

Portfolio management:
Entrepreneurial plan
Portfoliostrategy

Asset management:
Performance analysis
Complex strategies

Property management:
Daily maintenance

Figure 8: Levels of real estate management (Nieboer, 2009)
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To connect how housing associations are structured with how organisational goals are
translated into renovation projects, the Policy rollercoaster (Beleidsachtbaan) can be used
(Aedes, 2023b; see Figure 4). In the Policyrollercoaster, the relations between the different
management layers are shown. Seen that the organisational goals are translated into concrete
plans for each apartment complex by asset management. The asset manager translates the
plans into an actual project. In the project, the quality indicators become more specific as the
scale becomes smaller. During translation across different layers, housing associations have to
negotiate the prioritisation of organisational goals internally. If the layers do not align, this
increases the transaction costs in the decision-making process.

4.2.1. Decision process operationalisation quality indicators

. . Step 2: Formulating the
Step 1: Exploring and analysing o entrepreneurial goals
the policy environment and

Step 4: Predict the effects
propertymarket of the portfolio strategy
v
o0
9
o
=]
wv
Step 11: Evaluate the effect of the Step 3: Making the portfolio strategy
portfolio strategy and formulating the complex strategy
Portfolio management
u \ / . %
5 Step 7: Labeling complexes tep 6: Formulating neighbourhood
= strategies
Step 9: Predict efficiency of the Asset management
complex plans

Step 8: Formulating complexplans Step 5: Evaluating the effects of the
for maintenance complexpolicy

Operational

Property management
\
Figure 9: Policy rollercoaster (Aedes, 2023 b; translated by author)

Portfolio management:

On the portfolio management layer, the context of the housing associations' portfolios is
analysed and translated into entrepreneurial goals. The goals are translated into a portfolio
strategy, with concrete measures. Before the portfolio strategy is used and translated into
complex strategies, the potential effects are tested, and the strategy is readjusted. Then, the
portfolio strategy and complex strategy are evaluated in the asset management and property
management layers.

Asset management:

The translation layer of asset management is crucial for translating the organisational goals into
quality indicators. The asset management layer connects strategy, tactics, and operations
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(Sharam, 2025). The trade-offs between the competing organisational goals are made on the
asset management layer. It is a continuous process of defining what the organisation wants and
what is needed to get there. To pave the way to where the housing associations wants to be, the
asset manager must manage risks, operational planning, financial planning, and capital
planning. Sharam (2025) also notes that each housing associations is different, and this is
reflected in the strategy and tactical plans. Therefore, the asset management layer is important
to understand the different trade-offs within the organisation. The asset manager translates the
portfolio and complex strategy into neighbourhood strategies. Then the neighbourhood
strategies can be translated into giving labels to the complexes. The criteria for the labels for the
complexes come from the portfolio and complex strategy.

Property management:

Then the property management layer translates the complex with a critical label into plans for
the complexes. In these plans, the strategy for the complexis formulated and linked to its
maintenance and rentability. The multi-year maintenance plan is created and executed at the
operational layer and evaluated back to the strategic layer.

4.3. Implementation of quality indicators through
management layers

The implementation of quality indicators is done through the policy rollercoaster of housing
associations. This is hot a purely technical process but also an organisational translation
process. The quality is primarily determined during the decision-making process, in which the
building's existing characteristics are linked to organisational goals and technical constraints
(Visscher, 2008). This results in quality being shaped by strategic choices. Garufi (2015) shows
that a sustainable renovation requires an integrated perspective that considers technical,
functional, and organisational dimensions together during decision-making. Functional quality
refers to the extent to which a property continues to meet current and future user needs.
Technical renovation quality refers to the building's performance, including construction quality,
installation performance, and building physics. The organisational dimension is the last to be
incorporated into the renovation decision-making process. Housing associations use quality
indicators to translate organisational goals into accessible, measurable criteria (Swan, 2014).
These indicators help housing associations steer through the different layers. As housing
associations are hybrid organisations and quality is multidimensional, they still find it
challenging to integrate these two to develop meaningful methodological approaches (Leichter
et al., 2025). In this part of the research, the decision-making process is highlighted through the
different management layers.

4.3.1. Transaction cost theory

The hybrid nature of housing associations requires them to continuously balance their
objectives in a changing context. Causing them to steer away from the standardisation
opportunities offered by programmatically combining projects. The transaction cost theory
provides a useful lens for explaining why housing associations make different quality decisions
despite having the same institutional context. The transaction cost theory examines the costs
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associated with market transactions, focusing on those of coordinating, negotiating, and
monitoring (Rindfleisch, 2019). The costs not only derive from market transactions but also from
(inter-)organisational processes. Such as organising a renovation project involving multiple
actors. As explained earlier, housing associations use the policy rollercoaster to translate
projects from the strategic layer into practice. This is where transaction costs become relevant,
as the process requires coordination among various internal departments. The way housing
associations balance transaction costs leads them to make different decisions despite sharing
the same institutional context. As Gruis (2008) shows, some organisations are more driven to
become more commercial by reducing costs, while others prioritise social outcomes.
Implementing the quality indicators requires trade-offs across layers, leading housing
associations to implement them differently. For this research, the transaction cost theory will be
used to define the alighment problems between housing associations.

4.3.3. Barriers in the decision process of implementing quality indicators

As mentioned in the previous part of this chapter, housing associations translate their
organisational goals through the different management layers. The asset management layer is
the most crucial for decision-making. In this part, the management layers are connected to the
implementation of quality indicators. On the portfolio management layer, the quality indicators
are used to define long-term ambitions for the entire portfolio. This is where the institutional
context has the most influence. The indicators used on the portfolio level are shaped by the
Housing Act, compliance and the institutional quality context. This encompasses steps 1-3 from
the policy rollercoaster. When, in steps 4 and 5, the effects on the portfolio are predicted, the
functional, technical, and organisational dimensions affect implementation (Garufi, 2005). The
technical, social, market, financial, and political factors also affect decision-making and are
continuously changing, making the timing of strategic documents crucial to the outcome
(Nieboer, 2009). In steps 4 and 5, the translation is made to the asset management layer. This is
the translation between the strategic and operational layers, making the implementation of
quality indicators a crucial task. This is the layer where the trade-offs are made, and the asset
manager assesses which complexes require intervention, which quality ambitions are feasible
and how the different organisational goals are balanced. This is where the indicators become
decision criteria. In step 7, the complexes are labelled through the criteria. In step 8, these
criteria are translated into execution plans that reflect indicators from the portfolio strategy.
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Figure 10: Crucial translating steps Policy rollercoaster (Aedes, 2023 b; translated by author)

The crucial steps in the policy rollercoaster directly affect how the quality indicators are
implemented. The steps involve making trade-offs and setting the quality indicators in the
context in which they operate. The translation between the different layers can cause higher
transaction costs

4.3.4. Conclusion Organisational goals How do organisational goals and decision-making
processes influence the interpretation of renovation quality?

The chapter has shown that organisational goals and decision-making processes strongly
influence how housing associations interpret quality. Even though housing associations operate
within the same institutional context, the interpretation of renovation quality is strongly
influenced by social, financial, technical, and organisational aspects. As housing associations
are hybrid organisations, they must continually balance their different objectives; this creates
tension during the decision-making process. Causing quality to be shaped by the trade-offs
housing associations have to make during the implementation. If the different organisational
layers are not aligned, the negotiation costs might be high.

The decision-making process across portfolio, asset and property management shows where
these trade-offs are made. At the strategic level, broad organisational goals are formulated. At
the tactical layer, these are translated into complex strategies. At the operational layer, quality is
further specified in the projects. The translation between the different layers and the hybrid
organisation theory explains why quality indicators can have different meanings within and
between housing associations. The transaction cost theory helps explain why these differences
become problematic in collaboration. When housing associations use different definitions, have
different ambitions, and follow different procedures, more time is needed for alighment. The
hidden process costs of negotiating, monitoring and coordinating form a barrier to collaboration
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between housing associations. Therefore, the challenge is not only to identify which quality
indicators are used but also to understand how they are translated and negotiated in practice.

4.4. Theoretical synthesis and empirical focus

The literature shows that renovation quality for Dutch housing associations is not a fixed
technical concept but is shaped by organisational decision-making (Visscher, 2008; Garufi,
2015; Vilutiene et al., 2018). Based on the literature review, renovation quality is defined in this
research as the extent to which a renovation intervention contributes to the property's technical,
functional, social, environmental, and future-oriented performance within the organisational
context of housing associations. This definition positions renovation quality as a
multidimensional and organisation-specific concept. Housing associations are hybrid
organisations, meaning they must continuously balance their social and economic objectives,
creating tensions (Pache & Santos, 2013). These tensions explain why housing associations
make different choices even though they share the same institutional context. Gruis (2008)
further supports this by showing the different strategic orientations housing associations have.

Existing quality frameworks partly structure renovation quality. The Bbl defines the legal
minimum, Aedes measures the sector-wide performance, het Nieuwe Normaal introduces
circularity indicators, and Kwaliteit in Balans provides a broader project-level quality framework.
However, these frameworks do not sufficiently explain how housing associations prioritise and
adapt quality indicators when the financial capacity is limited. This is the gap that this research
wants to fill. The existing quality indicators describe what quality can and should include, but
they do not align well with the hybrid orientation and financial constraints under which housing
associations make their decisions. As the institutional context shows, the sector faces
ambitious sustainability targets. Therefore, the problem is not the absence of indicators but the
lack of insight into how to translate these indicators into feasible renovation projects.

The gap becomes more explicit when the management layers are considered. The literature
explains that housing associations translate the institutional goals through portfolio, asset and
property management (Nieboer, 2009; Aedes, 2023b). Yet it remains unclear how quality
indicators change meaning during this translation. The transaction cost theory helps explain why
itis important to understand the translation of the quality indicators, as transaction costs arise
when actors have to negotiate, coordinate or monitor to align their decisions (Rindfleisch, 2019).
When housing associations define and prioritise renovation quality differently, collaboration
requires additional alignment before projects can be bundled or standardised.

Therefore, the research gap lies at the intersection of existing quality frameworks, the theory of
hybrid organisations, the translation across management layers, and the theory of transaction
costs as sources of the alignment problems. Existing frameworks define renovation quality but
do not sufficiently account for the organisational translation. This research addresses the gap by
analysing how renovation quality indicators are interpreted across the management layers in
different housing associations. The first part of this research was more descriptive, aimed at
understanding how organisational goals shape the operationalisation of quality indicators,
providing the necessary foundation for the second part. The second part of the research
examines the conditions that enable alignment between housing associations, with a more

40



prescriptive focus. Through which the differences and similarities between housing associations
can be analysed to create a shared quality framework that helps align the interpretation of
quality indicators across housing associations.

4.5. Conceptual model

The conceptual model translates the theoretical synthesis into the analytical structure of this
study. It positions the housing associations as hybrid organisations shaped by the institutional
context, yet internally balancing social and commercial objectives. The housing associations are
strongly influenced by their institutional context, but interpret it differently as they continuously
have to balance their social and commercial objectives. This influences how they translate the
institutional context into their strategic goals. The existing quality frameworks also inform the
strategic goals, as they are often derived from the institutional context. The quality frameworks
are implemented at the strategic level, but are adapted as the strategy is translated into the
different management layers. The model's vertical structure illustrates this translation process.
First, the strategic goals are formulated at the portfolio level, then translated into complex
tactical-level choices. At the tactical layer, trade-offs are made, and the financial constraints of
the strategic goals become apparent. This influences how the quality indicators are finally
specified as operational project requirements. Each translation step requires negotiation,
coordination, and monitoring; this is where transaction cost theory will serve as an explanatory
lens for the alignment problems. If goals, indicators or financial constraints are unclear, these
transaction costs increase. Through empirical research, the translation between the different
layers will be examined to understand how quality indicators are operationalised through the
different management layers and what differences and similarities enable alighment.

Figure 11: Conceptual model (author)
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H5 Findings

In this chapter, the third research question will be answered: How are renovation quality
indicators operationalised across organisational levels?. It analysed how four housing
associations translate their strategic ambitions into operational project requirements. The focus
is on translating quality indicators across the organisation. The analysis builds on the literature
review, which showed that housing associations interpret renovation quality differently because
they are hybrid organisations, and that renovation quality is shaped by the organisation, even
though they share the same institutional context. The institutional context shapes the
organisational goals, which are then translated through the different layers in the organisation.
Therefore, each case is analysed through the strategic, tactical and operational layers. All four
cases share the same institutional context but differ in size, ambition level, and the maturity of
the organisational documents. This chapter forms the basis for the cross-case analysis.

5.1. Case study analysis

The research uses a multiple-case study design to analyse how Dutch housing associations
operationalise renovation quality indicators across different organisational levels. Housing
associations are used as the case for the analysis, as the literature review highlighted that
renovation quality is a multidimensional concept involving functional, technical, and
organisational dimensions (Garufi, 2015). Renovation quality within the organisational structure
of housing associations is translated from strategy to operational through the different
organisational layers. The case study is closely connected to the conceptual model, as it
identifies the main concepts from the literature review used in the analysis: organisational goals,
quality indicators, implementation across the strategic, tactical, and operational layers,
transaction-cost-related alignment problems, and trade-offs. These concepts guide both the
case selection logic and analysis. The case study analysis implements the data gathered from
the document analysis and the semi-structured interviews. The document analysis shows how
organisational goals and quality indicators are formally defined. The interviews are used to
understand the context of the translation between the different layers.

For the document analysis, the strategic documents are gathered from the housing
associations. The literature review showed that all housing associations need to have an
entrepreneurial plan and a form of a portfolio strategy to comply with the Housing Act. To
understand how the quality indicators are operationalised from the strategic documents to the
operational project, the basic quality document and program of requirements are useful if
available. The interviews are used to understand the context through which the indicators are
operationalised. The literature review showed the different organisational layers and the
accompanying roles: portfolio manager, asset manager and project manager. These roles will be
interviewed; if they are not available, the roles involved in the processes will be interviewed to
understand the context in which the indicators are operationalised. The interview guide is
attached in Appendix 3. In Figure 12, the different documents and interviewees are shown in the
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contexts of the different organisational layers.

Strategy
Entrepreneurial plan \
Portfoliostrategy \
Policy documents Y

Tactic *

Operational
Basis Quality
Program of Requirement

Figure 12: Case Study by Author
5.1.1. Case selection criteria

The housing associations are the unit of the analysis, and the cases are selected to compare
how renovation quality indicators are translated under similar institutional conditions but within
different organisations. The aim is therefore not statistical representativeness but analytical
variation. The cases must be sufficiently similar to enable comparison, yet different enough to
reveal how organisational characteristics shape the operationalisation of quality indicators. To
ensure there is a sufficient number to compare but also a manageable number given the time
available for this research, four housing associations are selected as cases.

All four housing associations operate in the same region and are also part of a regional
collective. The regional similarity keeps the external institutional context relatively constant. The
housing associations share familiar national regulations, regional performance agreements,
market conditions, and renovation pressures. The similar context strengthens the comparison
because observed differences can be more directly related to internal organisational factors. At
the same time, the shared regional context is a boundary condition, as some cases participate
in the same renovation collaboration and may influence each other's practices. Therefore, the
fourth housing association is not part of this collaboration to determine whether there is a
correlation.

Within the shared context, the housing associations differ in organisational size, ambition level,
and the maturity of their organisational documents. As housing associations are hybrid
organisations, the way they balance their different objectives causes differences in the
operationalisation of their organisational goals. Through the differences in organisational size,
the short connections in smaller organisations and the more standardised decision-making in
larger housing associations are represented. Differences in ambition levels reveal how quality
indicators can be adopted in different ways. The maturity of the organisational documents will
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show the difference between more and less standardised housing associations and the

transaction costs that come with it. To ensure the privacy of all housing associations and

employees interviewed, the housing associations are identified by a letter. In Table 2, the
housing associations and the selection criteria are represented.

Housing A B C D)

association

Same Same region Same region Same region Same region

institutional

context

Active Yes Yes Yes Yes

renovation task

Variation in Large Large Small Small

organisational

size

Variation in Targeted: High: Become Medium: Medium:

ambition level Eliminate EFG energy neutral Improve quality  Renovate to the
labels Standaard

Potential Involved in Involved in Involved in Recently merged

relevance for collaboration

collaboration

collaboration

collaboration

Availability of Available
organisational

documents

Available

Available

Available from
previous
housing

associations’

All interviewed All interviewed All interviewed

Access to
relevant
employees

Capacity was
limited

Table 2: Case selection criteria

5.2. Structure of the case study analysis

The case study analysis follows the analytical logic developed in the literature review. The
literature review showed that renovation quality is a multidimensional concept shaped through
organisational decision-making. Housing associations translate institutional goals into
organisational goals through balancing their different objectives. The goals are then translated
into the strategic, tactical, and operational layers. Each case is analysed across these layers to
make visible how quality indicators change meaning between strategy and operationalisation.
The concepts from the literature review are implemented in the structure used to analyse all
housing associations. For each housing association, the same structure is used to ensure
comparable findings in the cross-case analysis.

The analysis begins with an introduction to the case, including its size, portfolio, context, and
level of ambition. The indicators show the size of the renovation task, organisational capacity,
and the relevance of the case. The organisational structure is then analysed, showing the
decision-making structure, the distinctions between organisational layers, and how quality
indicators move through the organisation. Then the different levels defined in the theoretical
framework are examined.
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The strategic levelis defined through the objectives from the Housing Act and how they are
represented in the organisational documents. This links back to the hybrid organisations theory,
as the definition of these goals reflects the balance among the organisation's different
objectives. The indicators from the strategic documents are shown. In the analysis, the
translation of the strategic goals into the tactical layer is shown. The translation is based on the
interviews with the asset managers. On the tactical layer, the translation of the indicators for a
renovation is highlighted to show the difference between the layers. The operational level shows
how the indicators are translated into project-specific requirements.

The final step in the case analysis combines the changes across levels, trade-offs, and
transaction costs. The hybrid organisations theory, along with trade-offs, is used to explain why
indicators change across different levels. The transaction cost theory provides a theoretical lens
for explaining what these changes mean for internal alignment and inter-organisational
collaboration. The explanatory lens enables the connection of the findings to the theoretical
framework and explains why collaboration between housing associations is difficult when
renovation quality is defined differently.

Analytical step Focus of the analysis

Introduction - Size

- Portfolio

- Context

- Ambition
Organisational structure - Organisational structure

- Decision-making

- Representation of the layers
Strategic level - Organisational priorities

- Definitions for organisational goals

- Indicators used for strategy
Tactical translation - Translation of strategic indicators into

renovation choices
- Complex selection indicators

Operational level - Project-level indicators
- Quality requirements
Trade-offs and transaction costs - Changesinindicators
- Trade-offs

- Transaction costs

Table 3: Case analysis structure

The four selected housing associations are analysed using the structure presented above.
Before presenting the individual cases, Table 4 summarises the empirical data for each case
without revealing the housing association's origin. The document analysis provides insight into
the formal definition of the organisational goals and quality indicators. The interview clarifies
how the indicators are operationalised in practice.

The empirical data is sufficient for comparison but not fully comparable, due to limited capacity
and differing organisational structures. Cases A, C, and D include interviews with actors from
each organisational layer within that organisation. In case D, the housing association's
employee capacity limited the ability to interview all the different layers. The most crucial one of
the asset manager is included. The professionalisation of this housing association also provided
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sufficient information. Case D differs in the organisational documents provided because this

housing association recently merged, so the documents originate from the previous two housing

associations. The separate strategic documents yield a less stable document analysis, but they

do provide insight into how housing associations can align their organisations for a merger.

Housing

association

A

LTI oW Entrepreneurial

plan

Entrepreneurial plan

C

Entrepreneurial
plan

D |
Entrepreneurial
plan 1

Portfolio

Portfolio strategy

Portfolio strategy

Entrepreneurial

strategy plan 2
Sustainability Sustainability policy Circular policies Portfolio
policy strategy 1
Minimum Scenario planning Program of Portfolio
quality policy renovation requirements strategy 2
Program of Program of Program of

requirements

requirements

requirements

Interviews

Portfolio
manager

Manager Real Estate

Manager Real
Estate

Manager Real
Estate

Asset manager

Asset manager

Asset manager

Project
manager

Project
manager

Project manager

Table 4: Case analysis structure
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5.3.Case A

5.3.1. Caseintroduction

p 15.000 properties
Eliminate EFG

Maintenance +
Energylabel C

Social Commercial
Long-term Short-term

Sustainability Costs

Figure 13: Interpretive case
profile Case A based on
document analysis and
interviews

Housing association A is a large housing association with
approximately 15000 properties operating in an urban
area. Figure 13 shows an interpretive case profile based
on the document analysis and interviews. Case Ais a
relatively young organisation that originated from a recent
restructuring in the Dutch Social Housing Sector. The
strategic documents, such as the portfolio strategy and
the entrepreneurial plan, were developed simultaneously.
The housing stock is characterised by a significant share
of multi-family homes, including a relatively large share of
mid-rent homes. The housing association they took over
the properties from was commercially oriented, hence
the large number of mid-rent properties. Housing
association A is now reclaiming its social position by
focusing on affordability and liveability. The renovation
ambitions of this housing association are aligned with the

Nationale Prestatie Afspraken. Realising the ambitions is something that this housing
association struggles with due to their limited financial capacity. Reclaiming their social position
while struggling with financial feasibility makes this case interesting for research.

5.3.2. Organisational structure

Strategic level

Tactical level

Operational level

Key translation actor
Portfolio manager
* Entrepreneurial plan
* Portfolio strategy
* Sustainability policy

Asset manager |
* Neighbourhood strategy
* Complex strategy

Project manager
¢ Program of requirements
e Minimum guality

Figure 14: Organisational translation structure Case A
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Housing association A has a classic organisational structure in which the different management
layers of Nieboer (2009) are clearly visible. At the strategic level, the organisation's long-term
strategy is defined by the entrepreneurial plan. The portfolio manager develops the portfolio
strategy in line with the properties' long-term strategy. Because the organisation is relatively
young and the entrepreneurial plan and portfolio strategy were written simultaneously, the
prioritisation of organisational goals remains more fluid. The effects on the translation of quality
indicators, as strategic ambitions are not yet fully embedded in the decision-making routines.

The asset manager is the key translation actor in the operationalisation of the quality indicators.
The asset manager then translates this into neighbourhood and complex strategies. During the
complex session with the departments' liveability, maintenance and finance, the complexes are
selected for large maintenance and renovation. Once the complex is selected, the project
managers then operationalise the strategy into project plans and quality requirements.

5.3.3. Strategic level

The strategic layer defines the long-term strategy @ Sustainabilty @ Avalaibilly
through the entrepreneurial plan and portfolio strategy. Affordabilty Liveability
The documents translate the institutional context into
the organisation-specific priorities and were written

simultaneously. The Nationale Prestatie Afspraken have

Quality

been leading the development of the portfolio strategy.
In the portfolio strategy, the organisational goals of
housing association A are structured around four main
themes: availability, affordability, sustainability, and
quality. Liveability is missing from the portfolio strategy
because the time available to develop it was limited. In
their entrepreneurial plan, they emphasise their social
mission to provide affordable housing and good
service for their tenants. The document was

Figure 15: Objectives
represented in the strategic

composed a year later. In Figure 15, the distribution of documents Case A

importance of the different objectives in the strategic
documents is shown.

The sustainability focus is shaped by the NPA; in the portfolio strategy, NPA indicators are
implemented, such as EFG labels, reducing CO2, becoming future-ready, and becoming gas-
free. At the same time, the entrepreneurial plan places greater emphasis on the organisation's
social mission, including affordability, tenant service and liveability. This reflects the hybrid
nature of housing associations, where sustainability ambitions must be balanced against their
primary objective of providing affordable housing for vulnerable citizens.

The strategic position of Case A is influenced by the recent organisational restructuring. The
portfolio strategy was finished before the entrepreneurial plan, while the strategic orientation
was still developing. During this period, the objectives changed slightly due to the revised
regulation of the Wet betaalbare huur, which includes mid-rent, which includes a large part of
their portfolio (Ministerie van Binnenlandse Zaken en Koninkrijksrelaties, 2026). In the portfolio
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strategy case, A aims to sell its mid-rent properties; however, following the regulatory change,

mid-rent properties now have a more social objective. So, in the entrepreneurial plan, they now

aim to keep the mid-rent properties. This shows how regulation can change the objectives of

housing associations.

Organisational Goal

Sustainability

Availability

Liveability

(o]TF:1114Y

Affordability

Definition

Every tenant has a well-
insulated, ready-for-the-future,
comfortable home.

Strategic indicators I
Eliminate EFG labels by 2029;
34% insulated to the Standaard
by 2033; 58% CO2 reduction by
2033; Circular in 2050

Tenant should have a home that
fits their needs; the housing
associations wants to expand in
their main regions and reduce
the number of non-SGEI
properties.

Add properties; focus on core
areas

Creating a good neighbourhood
by being visible and improving
communication and accessibility
for tenants.

Improve Service

Be proactive in maintenance,
yearly condition measurements,
and steer on technical and
functional quality.

No condition score lower than 3;
yearly condition measurements;
technical and functional quality

Reduce energy costs through
renovations and align the
portfolio with the target group.

Allocate 70% to the primary
target group; reduce energy costs

Table 5: Strategic definition of the objectives and indicators of Case A

Strategically, renovation quality in Case A is primarily defined by sustainability indicators and

sets the long-term direction for the renovation task. Technical quality is included through the

condition scores, and functional quality through area and accessibility. Liveability is presentin

the entrepreneurial plan but is less directly translated into measurable renovation indicators.

The strategic level defines renovation quality mainly through the combination of energy

performance, technical quality and affordability. In table 6, the most relevant strategic indicators

for Case A are shown.

Strategic indicator

Function in strategy

selection

EFG labels Short-term policy priority and renovation trigger
Standaard Long-term sustainability ambition

Gas-free Direction for the 2050 transition

CO, reduction Performance indicator for sustainability
Circularity Long-term ambition, not yet dominant in project

Condition score

Minimum technical quality requirement

Area and accessibility

Functional quality indicators

Energy costs

Link between sustainability and affordability

Table 6: Strategic indicators Case A
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5.3.4. Tactical translation

The tactical level translates the strategic sustainability ambitions into feasible, complex-level
renovation choices. The portfolio strategy includes ambitions such as eliminating EFG labels,
becoming future-ready, and moving towards the Standaard. However, in practice these goals are
constrained by rising construction costs and limited investment capacity. The tactical layer
serves as the point at which strategic ambition is redefined in terms of financial and technical
feasibility.

The main trade-off is between renovating a smaller number of complexes to a high standard and
improving a larger part of the portfolio through lighter interventions. Case A prioritises the
second option. This choice reflects the organisation’s social objective: to improve the basic
quality and energy performance of more homes. This results in a Maintenance+ strategy, in
which planned maintenance moments are used to incorporate sustainability measures.

In this strategy, insulation is the starting point. Instead of renovating directly to the Standaard or
implementing gas-free solutions, Case A works with intervention values. The intervention value
complies with the Bbl for the existing built defined in the theoretical section. These values define
the minimum insulation level at which a building element becomes suitable for future
improvement, such as connection to a heat pump. A heat pump is therefore not implemented
immediately, because it is considered too expensive and technically uncertain at this stage. It
remains a future option, which could be sooner if subsidies are enforced.

The tactical translation shows that several strategic indicators are not abandoned, but
reformulated into more feasible intermediate steps, shown in Table 7.

Strategic indicator Tactical translation

EFG-labels Renovation priority

Reducing CO2 emissions Not the priority

Insulation to the Standaard Reduced to the Intervention value

Gas-free Too expensive

Circular Options are examined, but they are mostly
more expensive than traditional

Minimum condition score of 3 Feasible

Table 7: Tactical translation of strategic indicators Case A

This translation shows a clear shift from long-term policy ambition to short-term feasibility. As a
result, the dominant tactical logic is not full sustainability optimisation, but portfolio-wide

improvement through feasible maintenance-based interventions. In Table 8, the renovation
incentives identified in the interview with the asset manager are presented.

Tactical indicator Definition

Moisture and mould complaints Signals from tenants that renovation is
needed due to technical constraints

Repair and mutation costs High repair costs indicate maintenance is

needed. If maintenance costs are high in the
coming years, renovation is logical.
Condition measurements Objective view of technical quality
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Maintenance + If there is a possibility to elaborate the
maintenance activities with insulation

Energy label If it is EFG-label properties have priority

Table 8: Renovation incentives Case A

Incentives indicate that the priority is to improve the property's quality. As maintenance is the
most prominent initiator, there has been a shift in prioritisation from the strategic to the tactical
layer.

5.3.5. Operational level

At the operational level, the tactical Maintenance+ strategy is translated into project-specific
requirements. Once the asset manager has selected a complex for renovation, the project
manager develops an initiation document that defines the project scope. The construction
partner then assesses the complex's technical condition and develops renovation scenarios.
These scenarios are compared with the multi-year investment budget. Because financial
capacity is limited, the preferred scenario is often scaled down and follows the intervention
value.

Operational quality is defined through a combination of basic quality requirements and
intervention values. The basic quality document defines the minimum functional and technical
standards for repairs and mutations. For Maintenance+ projects, this baseline is supplemented
by insulation requirements for each building element. This means that the quality of operational
renovation is now defined by feasible sustainability improvements that can be combined during
large maintenance.

Building age is used as an initial indicator for insulation feasibility. Case A uses the following
assumptions:

e properties built before 1965 usually do not have a standard cavity wall;

e properties from around 1965 often have a cavity suitable for insulation;

e properties from around 1975 may already contain some insulation;

e properties built before 1988 may have insulation that has deteriorated or collapsed.

These assumptions guide the technical assessment. The construction partner verifies the actual
condition before selecting the final renovation scenario.

The central operational indicator is the intervention value per building element. These values

determine when insulation measures are required and what performance level should be
achieved. This is not an official indicator and was not yet defined in the literature review.

Building part Intervention value Rc / U framework
Flat roof Rc<2,50 3,00=Rc=6,30
Slanted roof Rc <2,50 2,50=Rc<6,30
Facade (cavity) Rc<1,30 1,302 Rc 4,70
Facade panels Rc<1,30 1,302 Rc 4,70
Glas U=2,00 HR ++
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Doors U=2,00 HR ++
Floor Rc<2,50 2,50=Rc<=3,70

Table 9: Intervention value defined by Case A

These minimum requirements are based on the 1992 building legislation, which means they
assume that all properties built later already comply with them. They use building age to
estimate the feasibility of insulating.

Through these interventions, the property does improve, but they minimise the scope for further
improvement, making them financially feasible. The bathroom, kitchen, and toilet used to be
included, but are now replaced only if technically necessary due to the financial constraints.

Operational Indicator Function

Intervention values per building element Determines insulation level (Rc and U)
Airtight Prevents mould

Ventilation of 0,7 dm3 per m2 Minimum ventilation

Basic quality Clean, whole and safe

Energy label Scenarios for different label steps
Functional quality Accessibility

Table 10: Operational indicators Case A

5.3.6. Trade-offs and transaction costs

For Case A, the translation dynamics show that strategic ambitions become less ambitious in
practice. At the strategic level, renovation quality is primarily defined by sustainability indicators,
such as eliminating EFG labels, becoming future-ready, reducing CO, emissions, becoming gas-
free, and achieving circularity. On the tactical level, these ambitions are translated into a
Maintenance+ strategy. This means that large maintenance moments are used to add feasible
insulation measures. At the operational level, this translates into concrete project requirements,
such as intervention values per building element, airtightness, ventilation, and basic quality.

For this housing association, the main trade-off is between sustainability ambition and financial
feasibility. This trade-off reflects the hybrid nature of housing associations, as they must
balance improving properties for their tenants with remaining financially healthy. For these
housing associations, this results in the Standaard being translated into intervention values that
reduce the insulation level. The goals towards 2050 are postponed until after the EFG-labels are
eliminated, as it is too capital-intensive. These translations also create transaction costs. The
project scope has to be negotiated to fit the available budget. The asset manager has to
coordinate between the strategic goals, the technical condition, the maintenance planning, the
investment capacity and the project execution. The reduced project scope also needs to be
monitored to ensure that minimum quality standards are still met.

Case Ais also part of a regional renovation collaboration. This lowers transaction costs primarily
during the procurement process because housing associations use a shared procurement
document and work sequentially with construction part