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Introduction
Taking the Plunge
This guide aims to give a simple step-by-step approach to setting up a small community group. If you feel that there is anything that you want to do which would benefit others in your local area, then this will get you going.
This can be intimidating. You have an idea; how is just one person going to turn that into something that makes an actual difference in the big wide world - and bring along others with you? You are doing something important here, reaching out beyond your own life and having a positive impact on the world around you, and it is a route that can appear bewildering, complicated and fraught with the possibility of failure.
It is however taking the initial plunge that can be the most difficult step; as you’ll see from this guide, once you’ve started, the process can be quite straightforward. We break the job down into a set of simple steps which anybody with persistence, patience and a methodical approach can follow successfully. Also included is a comprehensive set of templates from which to produce any necessary documentation and a Resource Pack, with sample policies, spreadsheets, lists of contacts and other useful resources. We at The Freshwater Foundation are also here to support you through this process, and having completed the first steps successfully, you may well qualify for one of our small grants, worth up to £500. 
Don’t be put off by the length of the document. You only need to go through it one step at a time, in your own time. Don’t move on until you’re happy that you’ve completed the current step successfully. And some steps will not be relevant to you.
Most importantly, always remember the significance of what you are doing; you are becoming a social entrepreneur, somebody who is making a real impact on their community. The achievements may take time and there will be frustrations, but as anybody who has been down this road will tell you, the sense of satisfaction you’ll gain from bringing about real benefit through community action is enormous. 
Simple Steps
Here are the steps in brief - we look in more detail at them in the rest of the guide:
· Step 1 – The Initial Idea
Here you decide what the group exists to do. We look at the various types of local groups that people set up, how to develop your aims and how to generate interest in them in your local community.
· Step 2 – Forming the Group
The big step here is producing a constitution, a document specifying the Whys and Hows of the group. This sounds rather grand and complicated, but is in fact straightforward. The Hows are generally much the same for all groups, so your can use our off the peg constitution and just fill in the Whys, the aims you decided at Step 1. Once you’ve taken a few more straightforward administrative steps, you call your initial meeting, agree on the constitution and a few other basic matters and there you are – a fully constituted group, legally recognized as such. You’re ready for work.
· Step 3 – Making Things Happen
Your activity may be something that you’re already doing – so you can just keep going. It’s more likely however that what you have in mind will need some kind of planning, and this may be something that you’re not familiar with.
This guide will help you with an approach to planning that is simple yet of proved effectiveness. It may be that you that you just need to plan one or a series of activities – you’ll need to follow our project planning approach if this is the case. If, however what you have in mind is a series of activities all linked together to reach an overall goal, then our simple strategic planning advice is what you’ll need to follow. This however might be something that you’ll only consider later after having found your feet during the simpler project planning phase.
You’ll also need to think about Risks and also possibly about Feedback. Once again, we provide simple approaches to all these topics, supported by templates and examples to help you produce any necessary documents.
· Step 4 – Involving the Group
For all members of the group to be involved, you’ll have to hold meetings. These will report on activities and allow members to be in involved in key decisions and if done well, drive your activities and projects forward with greatly added impetus. For the day-to-day activities, this will involve Management Committee meetings, while more fundamental decisions will be taken at General Meetings.
We outline the basics of holding successful meetings and look at the specific purposes of the two types of meeting.
· Step 5 – Finding Funds
This can also seem like an intimidating step; how do you go about asking for free money?
If, however you’ve followed the previous steps successfully and have a well-constituted group with credible aims, and well-planned activities that you’ve got backing for from within the local community – then that is more than half the battle. Show all this clearly (and we show you how) and funders will be at least be ready to give you a sympathetic hearing. 
We also show you how to start simply, generating funds from amongst friends, families and immediate contacts (and how to use simple crowd-funding tools to help you). The sums involved may be small, but they are evidence that your aims have broad support – and can take you to the next stage. If local businesses, councils and independent funders can see community backing, however modest, then they are far more likely to reach into their own pockets. We give you some simple tips as to how to approach these people and a comprehensive list of suitable independent funders.
· Step 6 – Getting Yourself Known
You may well want to publicise yourself. You may be holding events, you may need to recruit more people or you may want to get recognition for your achievements. Publicity is especially important as a way of staying connected to your community.
We give basic tips on how to get yourself known in the wider world, through the local media, social networking and key local organisations such as the council. 
· Step 7 – Building Staying Power & Moving On
So now you’ve set up a successful group. It is effectively doing what it was set up for, it is well-funded and well-known – what could the future hold?
On the basis of such success, it would be only natural to think about how to develop your group, or at least how to make it sustainable into the future. Here we look briefly at some of the next steps you would need to think about going forward. The change will be difficult – but the rewards are very great.
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Deciding What the Group is For
Your first job is to decide what it is you want you and partners you persuade to join you to do. 
Typically, local groups are formed for a variety of different reasons:
· You may want to promote a particular leisure activity, like walking or reading.
· You may want to improve some aspect of your local community – turning some waste ground into a garden or recreation area for example.
· You may want to organise local social events or otherwise build a stronger local sense of community.
· You may want to have a stronger voice with official bodies like the council.
· You may want to start a campaign either for something like better local facilities, or against something like fly-tipping or antisocial behavior.
· You may want to bring together people who want action on broader issues like the environment or inclusion.
Get clear in your own mind what it is you want the group to do. It may be just one of these types – it may be a combination. Whatever you decide, make sure you can express it simply; these will be the Aims that you specify in your constitution and more importantly, you will only be able to bring other people on board if you can explain to them in a clear and straightforward manner what it is you want to achieve.
However simple your aim is, it is still worth thinking about other aims that it could involve. You may just want to develop a plot of ground for gardening and recreation, but it could involve broader benefits:
· Bringing together the community
· Increasing health and well-being
· Decreasing problems in a particular target group (isolation amongst older people, anti-social behavior in the young)
You might also want to think at this stage how you might develop as a group:
· Working in partnership with similar groups
· Spreading the idea throughout the area
· Broaden the scope of your activities (e.g. exercise classes, community events)
· Open up the possibility of a relationship with the local council; applying for resources, having input into policy, lobbying for the sector etc.
You may of course want to remain modest in your aims, and of course it is always sensible to start small, but it is worth thinking about the broader impact of your activities and the scope for development, even at this early stage. Local councils, funders and other possible important local partners will always look more sympathetically at efforts that have a broader social impact. And some sense of ambition and planning are similarly welcome to them. Last but not least, these broader aims will increase the number of people in the community sympathetic to what you’re doing.
Once you’ve decided what your key and any other associated aims are, document them in clear, straightforward English. These are at the very heart of everything you are aiming to do.   


Getting Other People on Board
You’ve now got clear in your own mind what it is you want to do. Now’s the time to go out and about and get the support from within your local community.
This can be a part of the process that puts a lot of people off, not because it is particularly complicated, but it can take a pretty thick skin to take the rejection that you will frequently experience. Just remember that everybody in this position goes through this and that as long as you give yourself the time (and it can take quite a lot of time) and your idea is sound, you will succeed. Also remember what we said at the beginning, that you are trying to do something big here. When disappointments and frustrations start to crowd in, always remember the rewards in store when you finally succeed.
What you are initially looking for is a small group of people (generally a minimum of six) who are willing to come to an initial meeting to agree to the setting up of the group. They will need to agree with the aims, and to get involved in the basic activities of the group, but not necessarily to have any specific further responsibilities (stress this point – people are often reluctant to join anything where they end up having to do extra work). From among the people you will however need to find three (you can include yourself) who are willing to act as officers of the group (which we look at in more detail in the next step).
Getting in touch with people needn’t be as intimidating as it seems – there are plenty of intermediaries who can help you out (suggestions on how to contact some of them can be found in Appendix I):
· Local Councillors
· Churches\other faith-based organisations
· Police Community Support teams
· Citizens Advice Bureau
· Residents Associations (Councillors will often know about these) 
· Council Depts and the local CVS
· Community Centres
· Youth Groups, Play Groups, Sports Groups
Approach these people, and where relevant ask them either to let their members/contacts know about your idea and ask them to contact you, or to find out if they know anybody who might be interested in your idea that they can put you in touch with. Even if they don’t know such people, they might know of others who would – the chain of people you sometimes need to go though can get quite long! If you’re feeling brave and the organisation brings together people at specific times, you might also ask if you can go and talk to them about your idea. 
Of course, there is always the old-fashioned shoe-leather approach; knocking on doors and approaching people in shopping centres and the like. This can be frightening for the inexperienced, but you can make it easier for yourself by asking them about their opinion of the issue or activity you’re interested in rather than immediately pitching in with your views and proposals. If people feel that they are having other people’s ideas imposed on them, then hostility and rejection is likely. Ask them what they think and they’ll be readier to talk – you can then pursue your ideas with those whose views are close to your own or who also think the issue or activity is important.  
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Why Constitute?
You now know what it is you want to do and you’ve got people behind it. Next comes the formal process of constituting yourself as a group. 
This will not be necessary in all cases – if it’s just a few of you pursuing a simple activity with little contact with anybody else, then you can just remain as an informal association. 
If however you are going to want to:
· Open a bank account
· Raise funds
· Have dealings with official bodies
· Enter into any kind of formal arrangement of agreement with other groups or individuals
then you will need to constitute yourself. As we’ll see, even if none of these apply, there are still advantages to constituting yourself; formal arrangements and agreements can help maintain harmony and purpose within a group – it can focus people’s efforts and make disputes (an inevitable feature of even the friendliest of associations) easier to resolve.
And it is not a particularly complicated step. People often confuse constituting a group with incorporating one. Incorporation is complex and can leave you with burdensome obligations for the future; it involves registering yourself with a regulator (e.g. Companies House, The Charity Commission), so you have to meet their often demanding initial requirements and then you continue to be bound by their rules and reporting procedures.  
Constituting, as we will see, is just the simple process of making formal the agreement about aims that was conducted in an informal way in Step 1. There will be other optional steps to take which we cover, but they are all relatively simple – and worth doing for the benefits they bring. You also have on-going duties, as an incorporated group would, but these are generally much lighter and more within your power. We talk about these in Step 4.
The overall process is this: 
· Decide a name for the group
· You write a constitution (document the aims created at Step 1 – we provide a template). 
· Select a Management Committee and its officers.
· Create a Code of Conduct (optional but strongly recommended – we provide a template).
· Make financial arrangements; create a bank account and optionally take out public liability insurance. 
· (Optionally) create any necessary policies from our templates.
· Hold an initial meeting to agree all of the above.
Once completed, you are now formally constituted.


The Steps Towards Formation
· Your Name
Not a complex step, but obviously worth spending some time over to make sure it reflects what you are all about.
· Your Constitution
You’ll find a basic template for your constitution in Appendix II and most of it can be left as is; the provisions just cover the basic ways in which you will operate, and these are generally the same for all groups. There is just one section you need to fill in, the ‘Aims’ – the rest can be left as is, or possibly modified slightly at need.
· Aims
Here is where you write in a succinct way what you decided were your Aims in Step 1. Don’t worry if you think you may need to amend or delete them later – that can be done at a general meeting, as we explain later in Step 3.
· Powers
These are just the general activities that you need to allow yourself to be able to pursue your aims. You may want to add some more powers, but in general they should be specified as broadly as possible.
· Other Sections
You’ll just need to fill in the details shown in red. What some of the provisions involve is dealt with in more detail in Step 4, Involving the Group.
· The Management Committee
These are the small group of people who will be running the group. Their formal powers are given in the constitution, but their core task is to make sure that the group is fulfilling its aims and taking action if it is not doing so. This will mean approving any plans for the future and reviewing the activities of the group (see Step 4). 
They will also review the aims and any other part of the constitution, decide on any changes that need making and approve those changes. Any disciplinary action, such as removing members and people on the Management Committee will also fall to them.
Taken together, these activities are known as Governance, which in larger groups can be a role of considerable importance and complexity. At the start however, you can just stick to these basic activities – they will be enough to ensure the groups operates effectively.
The committee can start small, but should include at least 3 people, who will be the officers of the group. Specific duties are detailed in the constitution, but in sum they are:
· The Chair: chair meetings and act as a public figurehead
· The Secretary: take care of the formal business of meetings and basic administration
· The Treasurer: look after the financial business of the group 


· The Code of Conduct
It is strongly recommended that you adopt one of these, and ensure that there is someone (often the Secretary) who ensures that it is strictly adhered to. However much unanimity exists within a group, there will always be disagreements and the Code of Conduct ensures that these are managed properly and that differences don’t prevent the proper functioning of the group.
In essence, it ensures that the members only concern is the pursuit of the groups aims, treat each other with respect and tolerance at all times and always act professionally.
When a member joins, they should always be asked to sign a copy of the code to signal their agreement to be bound by it, which should then be filed by the Secretary.
A suggested template is given in Appendix III.
· Financial Arrangements
These arrangements will probably be made by the Treasurer once you have had your initial meeting.
· A Bank Account
Strongly recommended; a bank account for the group engenders trust in your financial probity, makes your money easier to manage and is essential if you want any sort of formal funding.
Most banks do not offer accounts specifically for small unincorporated groups, but two that do are:
· Lloyds Treasurer Account for Clubs, Societies & Associations: Can all be done online and is the easiest and quickest to set up. https://www.lloydsbank.com/business/business-accounts/specialist-accounts/treasurers-account.html?WT.ac=lloyds-bb_and_sme-business_accounts-community-tile-treasurer-FOM
· Metro Bank Community Current Account: a longer application process and may involve a visit to a branch. Currently suspended, but due to resume soon. https://www.metrobankonline.co.uk/business/current-accounts/products/community-current-account/
· Public Liability Insurance
If your activities involve any interaction with the public, then you will need to take out public liability insurance. Look for ‘Insurance for Community Groups’ via Google for insurers – quotes should be around £100 or less.
· Policies
You may need to have specific policies in place for certain activities. If they involve a significant risk of physical harm (e.g. the use of power tools), then you’ll need a Health & Safety policy. We supply a template for this in the Resource Pack that is relatively easily modifiable to suit your purposes.
You’ll also have volunteers, so a sensible approach to dealing with them (thanks to Cambridge CVS) is also included. This is something that needs more thought, so perhaps best to leave it until later when the group has been set up and you’ve got your activities underway.
If you store information about the general public, then you’ll need a Data Protection policy (you’ll need to modify both the Privacy and Data Protection Policy documents). Again, this something for later as the templates provided require more modification work, and you needn’t adopt a policy on this until you actually start to store data. In general, as a small group, you would want to avoid keeping details of the general public unless absolutely necessary to your activities.
If your activities involve children or vulnerable young people and adults, then you will need a Safeguarding policy. It is likely that you will need to tailor this to your particular circumstances, so we don’t include a template. Indeed, you will need to think very carefully about setting up such a group as the law is (rightly) very sensitive in this area. At the very least, specialist advice should be sought, and we would recommend that full training by all concerned should be sought before setting up a group where safeguarding is needed.
· Your Initial Meeting
Having completed all the above steps, you will now call a General Meeting (see Step 4) to agree on all of the above (Constitution, Group Officers, Code of Conduct, Policies).
All decisions will be minuted and the minutes and the relevant documents will be kept safely and securely by the Secretary (who will make them available for inspection by members of the group on demand).
(N.B. If you’re looking to set up a Residents Association, Ealing Council have some useful advice at https://www.dosomethinggood.org.uk/node/59)
You’re now ready for action!
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The Need for Planning
Even with activities that are simple and you that you are familiar with, planning can be an important step. If it involves finance, you’ll have to specify where the money is coming from, if it involves others then you’ll need to coordinate people – most importantly perhaps, you’ll need say how it fits in with the aims of your group. This can all be very briefly expressed, and it will pay great dividends if only because funders and partners are always impressed when they see evidence of effective planning. In fact, without some sort of plan, funders are very unlikely to support you – they need to have some kind of assurance that their money will not be wasted and also need to be assured that what you’re doing fulfils the aims of the group.
If you are just aiming at embarking on a series of unconnected activities, then you can confine yourself to the simpler process of project planning, producing a separate plan for each activity. If however your activities are connected, aiming over the medium to long term at a particular goal, then you’ll need to consider producing a strategic plan. This can be a complex process, but we produce here a highly simplified yet tried and tested method suitable for even the smallest group. If you’re new to planning, it may be wise to confine yourself to project planning at the start, and only start thinking strategically once you’ve found your feet with the simpler process.
Planning will always involve a consideration of risk (what they are and how you intend to mitigate them) and if it involves people who will directly benefit from it, some sort of feedback, so that you and the Management Committee can assess if the benefits have been achieved. This will happen at your regular meetings, which we discuss in the next step, Involving the Group. We have a look at both risk and feedback at the end of this step.
Project Planning
Planning a project will involve all, or at least most of the following steps (see Appendix IV for an outline Project Plan):
· Nature & Aim of the Project
You may well have in mind what you want to do, but you need to be clear how it fits in with the overall aims of your group. It is also wise at this point to canvass the opinion of others; you’ve brought together a group of like-minded people – now’s the time to make use of them! If there are to be beneficiaries, then try and canvass their opinion; after all, if they’re not interested, what would be the point of the project? Their views are also important at the next step.
· Project Need
Here you consider why the project is needed. 
How will it benefit your local neighbourhood? Think about the broader aims you may have established when setting up your overall aims (see Step 1). Also consider the views of the beneficiaries you have just canvassed – funders are very keen to see that the community is behind what you are doing. Need might also have emerged from previous projects (this is very common) and so is strong evidence to back up your case.
You can score big at this point if you also produce official statistics as evidence of need. Is there a particularly high proportion of older people in your area? If your project could help reduce the problems of isolation that they often face, then that strengthens your case. Are you in a particularly deprived area? Any project that opens up opportunities or improves skills is therefore going to be particularly needed there. You’ll generally be looking for these statistics either from census data (http://www.nomisweb.co.uk/census/2011/local_characteristics)  or the Indices of Multiple Deprivation (http://www.gov.uk/government/statistics/english-indices-of-deprivation-2019) and digging through these can be a laborious process. However, here at The Freshwater Foundation we have automated the process of producing these statistics, so get in touch and let us know which area you are interested in and we can produce them for you in an accessible format. 
You will also need to establish at this point why you are the best-placed (or at least a well-placed) group to meet this need. This will be especially important if you are applying for funds.
· The Operational Plan
Here you specify the detail of the plan; what activities will it involve, what is it going to produce (Outputs), how much is it going to cost, what people are going to be required and what will they do and so on – see the template in Appendix IV for more details. 
This is where the donkey work of the planning takes place, so be prepared to commit the time and aim to be detailed and methodical. Of course, for simpler projects, not all parts of the operational plan will need to be completed (you may well not have any transport needs, insurance requirements or partners for example) – by all means, keep the plan as straightforward as possible. 
Having supplied the detail, you can then sum it all up in the Project Overview section. 
· Impact
This is where you specify how you are going to assess if your aims have been met.
What are the overall results of your activities (Outcomes – e.g. happier residents, increased interest in your activity, greater council involvement – these should relate to your project aims)? How are you going to measure whether they have come about – have you had the Impact you wanted (use feedback forms, interviews etc.)? Are there any specific targets you want to reach (numbers of people involved, area of land covered etc.)? Who is going to find out and when will they do it?
How you plan to measure Impact will perhaps be the part of the plan that will be most important to funders – are they going to be able to see if their money has been put to effective use? Any future funding bid will also be very significantly enhanced by showing that you have previously achieved your aims and is also the very best publicity that you can get. Locals will want to join you and official bodies will be keen to support you if you show that you can achieve what you set out to do. It is therefore very important to implement this part of the plan conscientiously – it is always easy to see though half-hearted, tokenistic attempts!  
If your project is part of an overall strategy, this is where you will also specify how it has helped in its fulfilment.  
· Project Risks
We look in more detail at this at the end of this step, but once you have established what the risks are and what you intend to do about them, go back to the Operational Plan step and add any activities that have emerged.
Having established all of the above, document them using the template in Appendix IV.
You can now set to work. As you work through the plan, be conscientious about keeping up to date with progress (what’s been achieved, how much money has been spent, what problems have been encountered) as you’ll be reporting to the Management Committee about this to seek advice and review options (see Step 4). 
Also keep your own record as to what has been happening – we provide a simple Project Tracker in Appendix V – although you will probably develop your own system for keeping track of progress.  
Also remember that no plan is ever completely implemented as was originally intended. On the one hand, problems will be encountered – yet on the other, new opportunities might well emerge. Be prepared to change the plan at suitable times (often after meetings with the Management Committee); inflexibility always spells the death of a plan.
If you have a commonly pursued project in mind (local clean-up, street party, play street), then Ealing Council offer some useful toolkits at https://www.dosomethinggood.org.uk/help-and-advice/toolkits-guides. If you’re holding an event, then Hounslow Council’s excellent Community Toolkit has some good advice (https://www.hounslow.gov.uk/downloads/file/820/community_toolkit).
Strategic Planning
If you have any sort of long-term objective that will require a number of coordinated projects, or if such an objective emerges as the group develops, then you will need to produce a strategic plan. This is a document that will specify how over a longer time span (say 3-5 years) you will achieve this objective.
A strategic plan can be important not only because it gives you some control over your destiny, but also as a binding tool within the group. As you’ll see from the steps below, creating a strategy is very consultative; you’re talking to people a lot, getting their ideas as to what the group should be doing and asking them for input on your ideas. If done correctly, the whole process can really bring a group together, creating a sense of common ownership of your core aims and activities.
It will also impress funders and other key partners – and it will do more than this. It signals to these people that you are in charge and so makes you far less vulnerable to becoming part of their agenda – always a danger when a small group starts to partner up with bigger organisations.
Strategic Management can become a very complex topic, and if you grow, you’ll need to develop your approach to meet the new challenges of more ambitious objectives, but here we just present a simplified version, suitable to a small group just staring out. We however also hint at the paths towards a more sophisticated approach.
a. Establish Possible Objectives
Consult with members, the Management Committee and the wider community to establish what the longer-term objectives of the group should be (this is where the broader aims you might have established at Step 1 can be important). So far, say, you might have just developed a single plot of land; might you now be looking to develop more plots, or get the broader community more involved in what you do, or use the land for a wider variety of activities? 
In a more visionary way, you might want to start thinking about what needs to be done to bring about the broader changes you want to see. Your broad aim might be greater community cohesion; what activities would best bring this about? In the fulness of time if you were to develop, this process would turn into the production of a full Theory of Change, a rigourous examination of what activities could lead to the broader changes you’re looking to produce (here at The Freshwater Foundation we can guide you on how to produce one of these).
In considering these objectives, it is wise to think about:
· What are the groups strengths and weaknesses? Some honest soul-searching required here!
· What resources within the group do you have? Could you realistically increase these? 
· What is needed in the wider world? This is where you would consider extending the research activities you started with your project planning. Don’t just look at the raw stats, find out what needs exist within your area of activity and how or if they are being met. This can be a big task, but useful places to start are the big charity umbrella organisations like the NCVO (https://www.ncvo.org.uk/policy-and-research) and the Small Charities Coalition (https://www.smallcharities.org.uk/), and your local council and CVS might also be able to help. Ask yourself, what needs are not being met that we could fulfil and also are there others already meeting these needs?
· In the jargon of strategic management, what you will have just done is conducted a simplified version of a SWOT Analysis (Strengths, Weaknesses, Opportunities Threats) and as you develop, you’ll engage in this in a more sophisticated way (once again, we at The Freshwater Foundation can guide you on how to do this).
b. Decide on your Objectives
Now either you individually, or perhaps with assistance from a suitably qualified member of the Management Committee or someone from the outside with the right sort of expertise (we at The Freshwater Foundation can supply this), you will sift through the options that emerged above and decide with to pursue:
· Which one(s) are the most desirable? Think about the broader needs that emerged from your researches above.
· Which one(s) are the most feasible (think about your Strengths) or the least feasible (think about your Weaknesses)?
· With the resources available to you, which one(s) could you realistically achieve?
· Determine the risks involved with each objective (see Risk below).
c. Document your Decisions
You can use the sample template in Appendix VI.
i. What your Group Exists to do
In working towards an overall objective, you are now moving from being a simple community group to becoming more like a charity.
The difference between the two is not merely one of size, it is more importantly one of scope. Community groups generally exist to perform some specific activity. Charities on the other hand exist to fulfil some kind of Vision (sometimes expressed as a Mission), a broader social objective, of the sort you considered at Step 1 when looking at the wider effects of your activities. These are their Charitable Objects, the heart of every charity.
In acting strategically, you are now also likely to be working towards some sort of broader goal, and not only will outsiders want to see what it is, it too is the heart of your strategy, so you must document it here, under ‘Mission’. What is the overall aim of your strategy?
Charitable objects must also have (by law) a ‘Public Benefit’, so it is wise for you to specify what that is too. What group within your community will your strategy benefit and how?
ii. Strategic Context
· Document your Strengths and Weaknesses
· Document the need that the strategy exists to meet, both locally and if possible in the wider world
iii. Objectives
Here you document which objectives you have chosen and why and in brief what they will involve:
· Explain why they are part of what you exist to do (from step i).
· Show that they play to your strengths and meet actual need (from step ii). Optionally discuss why they are better than other objectives suggested but rejected. 
· What risks are associated with them? How will you mitigate them?
· Broadly, what activities will be involved, what resources will be needed (people, costs) and what are the timescales? In effect, this will be a summary project plan, to be expanded later when you come to implement the strategy.
· How will they link to other objectives?
· Explain what beneficial Impact they will have and how will you measure this? Are there any specific targets you want to reach?
iv. Conclusion
Summarise the objectives, why you are pursuing them and how they fit together to meet your overall Mission. What are the overall risks and how will you meet those?
d. Seek Approval
The provisional plan now needs the input and approval of the group.
· Go back to the people inside and outside the group to ‘sell’ the plan.
· Modify it in the light of agreed changes.
· Seek final approval from the Management Committee, generally at a specially convened meeting (see Step 5 below).
e. Implement the Plan
· In general, you will now implement the plan as a series of projects (see Project Planning above).
· At your Management Committee meetings, you will now not only discuss project progress, but also strategic progress as well (see Step 4 below).
Risk
There are three stages to dealing with Risk:
· Risk Identification: What risks do you face? These will not only be obvious physical risks associated with particular activities (e.g. the use of power tools during a gardening project), but also process risks associated with the completion pf plans and the running the group (e.g. delays, resources or skills not being available). During the project planning stage, you’ll be considering both types – during strategic planning, generally only the latter.
· Risk Estimation: What degree of danger is posed? Here you’d think of how likely the risk was and also what impact it would have on the group and its activities. If it were likely, but its impact would be light, it would demand some attention, but only moderate measures; if it were not too likely but its impact heavy, then you’d want to take more serious precautions. Once considered, categorise the risks as Low, Medium or High.
· Risk Evaluation: What measures (‘Controls’) are you going to take to deal with the risk? These will in general just be common sense measures (wear protective clothing, add some contingency times to projects). Calibrate the measures to the Risk Estimation level – the higher the risk, the more extensive the measures.
An important point about Risk is that its management should be thorough and sensible – but not overly cautious. The greatest risk of all to a group is not achieving what it sets out to do. Once measures to deal with risk start getting in the way of that, you may well be letting fear get the better of you. Remember, once a risk has been identified, a perfectly proper response is to just accept it. Starting up a group in the first place is fraught with risk, the risk of failure – yet you’ve accepted that risk and gone ahead anyway.  
Document the risks using the template in Appendix VII.
Feedback & Benefits Assessment
If your activity involves users or beneficiaries of any kind, then you’ll want to gather feedback from them. This is of key importance; funders, partners and the community you’re serving will want to know whether what you’re doing is working. Most importantly of all, you’re going to want to know so you can improve what you’re doing.
You will often gather this sort of information using some kind of questionnaire. There is a lot of advice available about this, but in essence it boils down to keeping things simple:
· Just include a few questions, only covering what it is most vital for you to know. Try to keep the form to one page.
· Some of the questions should be tick-box (strongly agree, agree, disagree) and some should be open-ended, allowing the respondent to express their own views.
· Use simple, non-technical language.
· Keep the design compact and uncluttered.
In Appendix VIII, we include an excellent example of a feedback form from the charity Let’s Go Outside and Learn that puts these principles into practice very well (they were seeking feedback about an outdoor activity).
If you choose to get your feedback via interviews, the same sort of principles should be followed:
· Keep the interview fairly short.
· Start with the open-ended questions (’What did you most enjoy about the experience’) and end with the specific yes\no questions.
· Allow interviewees to be critical.
As you grow, you may well want to move from this simple form of getting feedback and move into the more difficult, but significantly more productive world of Impact Assessment. Again, we at The Freshwater Foundation can help you with this.
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Step 4 – Involving the Group
Meetings – Acting as a Group
However much your new body may be the brainchild of one person, or however much its work depends on one or a few people, it has come together as a group, a collection of people dedicated to the same idea, and the more the whole membership is involved, the more effective and dynamic the group will be.
Meetings are the principle way this happens. However much your previous experience may have put you off them as mere talking shops, or a waste of productive time, when conducted correctly, they allow all opinions and expertise from within the group to inform what it does and find out about what’s been happening – and at their best, they can become powerhouses of ideas and energy that drive the group forward. 
Even if you do not have any projects or strategy to discuss and the ordinary activities of the group are ticking along nicely, you will still need to hold occasional meetings to allow all in the group to be involved in and informed about the key aspects of its business. 
Meetings do this by performing a few key tasks:
· Inform the membership of what has been happening.
· Approve and advise on any plans.
· Review progress of plans and advise on problems.
· Deal with any general concerns or emergencies that arise (disciplinary matters, unexpected changes in the outside world etc.).
· Deal with any formal business of the group (changes to the constitution, changes to policy, review risks, hold an AGM, disillusion) 
Meetings will be of two sorts:
· Ordinary Management Committee Meetings – in general for reporting and ad hoc advice, approving and reviewing plans, attended by just the committee.
· General Meetings – for more important business involving all members. The only general meeting that most groups hold is the annual one (the AGM), and any group, however little is happening in terms of development should consider holding one of these as a minimum way of keeping the overall membership involved in what it’s doing. 
Whichever type of meeting you hold, successful meetings always follow some core principles and it is these that we look at first.
Principles of Effective Meetings
· Before the Meeting
· The Chair should prepare an agenda, which should be circulated to those attending in good time (generally a week before the meeting) to allow for comments and amendments. This should also indicate how long the meeting will last (see Appendix IX for an agenda template).
· Circulate any necessary documentation to be discussed (plans, project reports etc.).
· The Secretary should take along the minutes of the previous meeting, to be agreed by the attendees and signed by the Chair.
· The Secretary should make all necessary arrangements; say, booking a venue, providing refreshments, publicising the event, making arrangements for guest speakers.
· The Chair should bring with them a copy of the Code of Conduct.
· During the Meeting
· A good Chair is vital to an effective meeting. They will:
· Ensure that everybody abides by the Code of Conduct. In essence, this means ensuring that attendees are polite and respectful to each other at all times. 
· Make sure that all are given a chance to speak.
· Be impartial. Where there are disagreements, they will not take sides and will do their best to ensure that all sides of the debate are fairly represented – this might take the form of summing up the various positions to ensure that all are clear about the differing perspectives on offer.
· Keep the meeting to the agenda, make sure during each item that attendees stay on topic and that the meeting keeps to time.
· Cast the deciding vote in the case of tied decisions.
· Attendees will:
· Abide by the instructions of the Chair.
· Respect the Code of Conduct.
· Listen respectfully to all opinions, and give them all due consideration, especially when they differ from their own opinions.
· Declare any outside interests they may have regarding any of the topics being discussed and excuse themselves from the discussions and vote on that topic.
· Keep their own contributions clear, simple and concise.
· Be truthful about bad news and involve all attendees in their solution.
· When making decisions, they should decide in the best interests of the group, and if thy feel they have not been sufficiently informed to make the decision, they should say so.
· The Secretary will:
· Present the minutes of the previous meeting for the approval of the attendees and have them signed by the Chair.
· Take brief minutes of the meeting. This should just record summaries of views expressed, decisions made and action points. (see Appendix X for a minute template).
· Record those attending and apologies for absence.
· After the Meeting
· Within a week of the meeting, the Secretary should type up the minutes of the meeting and circulate to the attendees for comments. Amendments should where possible be agreed via email and incorporated immediately; try to avoid leaving discussing amendments to the next meeting.
· The Secretary should file the minutes of the previous meeting.
· The Chair\Secretary should follow up on all the action points to ensure that they are performed in a timely fashion.
Management Committee Meetings
These will just involve the members of the committee and will take place as frequently as has been agreed in the constitution (see point 5). A quorum must be present for them to take place (see point 10).



· Reporting on Projects
If your group has planned any projects, then a large part of your Management Committee meetings will be dedicated to discussing these.
The person in charge of the project should therefore prepare a brief report of how the project is going (see Appendix XI), to be circulated by the Secretary to the committee before the meeting. This will only report the ‘headline’ details of the project (as indicated by the headings in the project report template), not the detail.
The report should be discussed, especially any problems that are being faced, where the advice of the committee should be sought.
A summary of the discussions should be minuted, the Project Report should be updated with agreed changes and filed with the plan, and the plans should be changed accordingly.
If a strategy is in place, then progress on that should also be discussed.
· Seeking Approval for New Plans
If a new project or strategic plan has been prepared, then this should also be circulated to the committee before the meeting.
It should be discussed, any changes should be agreed and approval sought.
· Reviewing Policy
At a suitable interval (say once a year), all policies and risks should be reviewed by the committee and changes agreed.
General Meetings
These are meetings that all members have the right to attend and in general where key decisions are made and the group’s activities are formally reported on.
A general meeting can be called at any time by any member of the group when they feel that an important matter concerning everybody involved with the group needs to be discussed, but usually the only general meeting that will regularly be held is the AGM, which should take place once a year. This is the primary way in which the general membership of the group is kept involved, and holding one indicates to the outside world (and especially funders and other important partners) that you are a transparent, well-run organisation. 
These meetings must cover a core set of topics (as detailed in the constitution):
· The Chair will deliver a summary of the group’s activities over the year and plans for the future.
· The Treasurer will deliver a report summarizing the groups income and expenditure during the year.
· New officers and management committee members can be elected. Where there is a vacancy, any member can propose themselves as a member of the committee, but they must be seconded at the meeting by another attendee. If there is more than one person standing for the role, then there will be a vote (generally by a show of hands, but by secret ballot if this is felt to be necessary). If the Chair is standing down, then a Chair for the meeting will need to be elected as the first item of business.
· Any changes to the constitution should also be discussed, agreed and approved at AGMs (two-thirds majority of those present needed).
AGMs also have certain particular procedural rules:
· Notice should be 21 days (14 for any other General meeting)
· People should be made aware that they can self-nominate to stand as committee members or officers.
· Special rules apply for calling a quorum (see point 10 of the constitution). 
Dissolving the Group
There may come a time when the group will need to be dissolved (say interest wanes or you have successfully completed what you set out to do).
In this case a General Meeting needs to be called. At this meeting:
· A two-thirds majority of those present is needed for the group to be dissolved.
· Any remaining funds should be passed on to a similar group or a charity or some other body specified in your constitution.
After the meeting, all relevant people will need to be told that the group has been dissolved.
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Fundraising – The Facts of Life
Fundraising need not be the intimidating prospect it might seem to be. If you develop a simple strategy, as we show below, you can start close to home and be raising funds very quickly.
Once you move on to the more time-consuming and uncertain business of approaching independent funders, you’ll find that you’ve done all of the really hard work already. If you’ve conscientiously gone through the steps above and have a well-supported group with clear aims with well worked-out plans, documenting everything as you go, then funding applications are fairly straightforward. As we show, all you need to do to answer most questions on application forms is to express in a slightly different form aspects of the group that have already been thought-through and committed to paper. We show you the common questions you will be asked on these forms and how best to answer them from what you’ve already produced. 
If however you haven’t gone through those steps, or haven’t documented their results adequately, not only will applying to funders be more difficult – you will very substantially reduce your chances of being successful. Funding sites often contain very off-putting warnings about how small a percentage of applicants actually get any money. The conscientious group needn’t be too intimidated by this; although success is by no means guaranteed, your well-organised approach will shine through and those seemingly long odds will be very considerably reduced (and we show how to reduce them even further below). Not so the disorganised group; it is they who make up a substantial proportion of that large percentage of failures.
One last reassuring consideration. We at The Freshwater Foundation are especially keen to attract applications from small start-ups, and if you can show that you are the sort of group that’s made a well-organised start to their efforts, then you will most certainly be eligible for our £500 small grants scheme. Even if you’ve not got to that stage, but want to, then we can support you through the early stages of getting organised. And we will always help suitable groups with their applications. 
We can also help reduce a lot of the slog of applications. Finding funders of non-incorporated groups is very difficult and time-consuming (most only support incorporated groups like registered charities). We have done the donkey work for you here and in our Resource Pack have produced a list of nearly 60 such funders (look for those with ‘All’ or ‘All?’ in the Eligibility column). Details of this and other ways in which we support the small start-up are given in the last section of this step.
A Simple Fundraising Strategy
Here you start with the easiest and most certain sources of funds and move up to the more difficult and less certain. What we have here is a ‘ladder’ of funding:
Group Members – easiest and most certain to donate
· Friends & Family 
· Your Social Network
· Crowdfunding site (Spacehive is recommended)
· Group Events
· Local Council
· Local Businesses
· Independent Funders – hardest and least certain to donate
If difficult and uncertain, why move up at all? Because it is at the upper end of the ladder that the large sums are to be found – at the lower end, sums are likely to be only modest. 
It is best not to approach the funders at the upper stages until you have been through the lower stages. Not only are these easier, but if you have got pledges from the lower stages made to you on a crowdfunding site, then you have visible evidence of community-backing and that others are willing to support you financially. The people at the top of the ladder are going to be impressed by this. If they can see that others have supported you and that you have local people behind you, then they will be far readier to get involved (in the jargon, they will be looking for evidence of ‘matchfunding’). Remember, we’ve got to improve those odds of getting money out of the independent funders.
We now go through each of the ‘rungs’ of the ladder in detail:
· Members, Friends & Family, Your Social Network
This is where you are the expert, so no advice given. However, if possible, make sure that they donate through the crowdfunding site (next rung). You want their donations to be visible.
· Crowdfunding Site
Once you’ve got pledges coming in (and a group bank account), you can set yourself up on a crowdfunding site. The principle one for local voluntary groups is Spacehive (https://www.spacehive.com/create). You’ll create a project and will need to specify what’s all about in some detail (see ‘Dealing with Funders’ below), and it will need to be verified by Spacehive as being worthy and likely to be well-run before it can go live, but once this happens, those who have made pledges can start to donate their cash quickly and easily.
Crowdfunding also has other advantages. Spacehive produce a very useful guide to fundraising (https://about.spacehive.com/wp-content/uploads/2017/01/The-Ultimate-Crowdfunding-Guide.pdf) and also provide email support to help you in your efforts. Once your project is uploaded, they will also search for potential backers from their large bank of funding partners and once matched, you can pitch to them for contributions.
Cash is only taken from your donor’s accounts once your target has been reached. Once this happens, Spacehive will collect the monies pledged and send them as a lump sum to your designated bank account. Spacehive charge a fee of 5% of the sums donated; they do this by adding this 5% to the original project target sum and retain it when they send the funds to you. If you do not reach your target, no fees are levied.
· Group Events
Organising an event to drum up funds for your project is always a good way to attract funds (and also publicise what you’re all about at the same time).
Hounslow council’s Community Toolkit has some vey good advice on organising events (https://www.hounslow.gov.uk/downloads/file/820/community_toolkit), as does Ealing Council on their Do Something Good site (https://www.dosomethinggood.org.uk/node/57). The Spacehive guide mentioned above also has some good ideas in the Pledge Parties section.
The key point to remember about events is that it is essential that all the correct planning is completed thoroughly; risk assessment, and investigating potential insurance and licensing issues all need to be completed – the guides and sites just mentioned will give you the relevant contacts. The good news is that once you’ve organised one event, then future ones will be much easier. Events are very much part of the core way in which community groups keep in touch their localities, so this will be very useful expertise.
· Local Councils
Local councils often have funds allocated to support local community efforts and also run matchfunding campaigns for specific types of projects where they pledge to match any funds that you raise yourself (generally on a 50/50 basis).
For Ealing Council go to their Do Something Good fundraising page (https://www.dosomethinggood.org.uk/fundraising) and for Hounslow go to the grants page (https://www.hounslow.gov.uk/info/20047/community_and_voluntary_sector_services/1200/council_grants_funding_and_commissioning).
It is at this point that you’ll need to start thinking about presenting your requests for donations in a more formal way, which we look at below in the ‘Dealing with Funders’ section.
· Local Businesses
Here also you’ll need to make a good well-presented case; you’re dealing with hard-nosed business people who want to make sure that their money is going to good use. But you’ll also need to keep things brief – in business, time is money, and your audience will not want to spend the same amount of time of considering your project as a dedicated funder would.
The best idea is to make your full case, as described below in ‘Dealing with Funders’ and then produce a concise version of it – one or two sentences each for the project description, why it will benefit the community, why you are well placed to provide it and the core financial details. If they want more, then of course you can point them in the direction of the more detailed outlines you’ve already produced. Also back up what you’re saying with any telling visuals and let them know what’s in it for them (publicity at an event, a mention in a local newspaper article etc.).  Of course, also point out the pledges you’ve already got, especially if they’re from other businesses.
Some of the businesses you will be approaching will be highly visible (shops etc.), but don’t ignore the less visible ones to be found in local business parks or online business directories (e.g. https://www.makeitealing.co.uk/directory).
· Independent Funders
This is where the heavy-duty applications start and the risks of failure increase – but the rewards are greater. We give a comprehensive list of funders able to support unincorporated groups in our Resource Pack (those with ‘All’ or ‘All?’ in the Eligibility column). 
When using this, always make absolutely sure that you meet the funder’s eligibility criteria; writing applications is a time-consuming process – don’t make this wasted time by applying for funds for which you are not eligible. Also apply in plenty of time; funders often organise their activities into ‘grant-rounds’ with specific timescales and the process of assessing applications and deciding who to fund can take up to a few months. Make sure you know what these timescales are.
We have a look in detail at how to approach independent funders in the section below.
 Dealing with Funders
This is where the people you’re trying to impress will want to know a lot about you and your project, will be exacting in their standards and where you’ll be up against a lot of competition.
The good news is that, as we’ve said, if you’ve prepared well up until this point, a lot of the hard work is behind you, and more importantly, you are already impressive. It is now just a question of showing this, not of having to generate a glossy new image for the sake of a new audience. You’ll also find that once you completed one application, future ones will be a lot easier.
Funder’s applications procedures can differ widely, and no two application forms are the same, but you can prepare yourself for the process by producing a few paragraphs (no more) on the following topics, drawing on materials you’ve already produced. In essence, these summaries will cover most of the information the great majority of funders are after, and as you approach each new application, you’ll just have to modify it slightly or perhaps add some new material to suit.
· Project Description
A brief summary of what the project is. This can be adapted from the project plan’s description.
· Benefits
What benefits to the community will the project bring? This is where you’ll draw on the Impact section of your project plan.
· Why is the Project Needed?
This is where you’ll draw on the Project Need section – all those stats now come into their own.
· Why are you Well-Placed to Meet the Need?
Again, draw on the project need section.
· Measuring the Benefit
This is where you’ll talk about the feedback mechanisms you’ve decided on.
· How are you involving the community?
Many funders will want to see evidence of community involvement. Your crowdfunding pledges will help here, but you will need more. Explain how you canvassed local opinion during start-up and the project planning phases and how locals are involved with your activities. Emphasising the voluntary nature of all work done will help. 
· Costs
This can simply be the project budget – show all the detail and make sure the sums add up!
· Risks
A summary of your risk assessment, including controls.
· The Group
Brief summaries of the group’s aims, beneficiaries and activities. Also have to hand the financial details of the group, both summary accounts and bank statements for the last year, a copy of the constitution, minutes of a significant meeting, relevant policies and any publicity material as they may all well be called for.
· When writing the summaries (and throughout the whole application procedure), bear in mind the following tips:
· Keep your summaries simple, as short as possible without sacrificing essential information - and to the point. Funders do not like long-windedness and anything off-topic. In too many applications, information relevant to one question ends up as part of the answer to another and the repetition and irrelevance produced create an impression of very confused thinking (and such applications are very frustrating and difficult to read).
· Make best efforts with the presentation and the standard of English. In the minds of funders, sloppy presentation = sloppy group. Once written, get somebody with the right skills to sharpen it all up.
· Answer all the questions. If you don’t the funder may think you have something to hide.
· Be as accurate and detailed as possible with all financial information. Make sure that Income and Expenditure figures given on the application form correspond to totals in accounts and statements (sloppy accounting = sloppy organisation). NEVER delay or deny a funder’s request for any financial information about the group – doing this is the way best guaranteed to set alarm bells ringing and ruining your chances.
· You can often contact the funder with queries. Do not hesitate to take advantage of this if you have any doubts about what’s required (applicants are often strangely reluctant to do so).
· Once You’ve Applied
· It may be quite a while until you hear the results of your application – check with the funder.
· If successful, you will probably have to sign a set of conditions.
· Make sure you keep all invoices and receipts, details of any feedback and you may well have to submit a report and meet other monitoring requirements.
· If unsuccessful, ask for feedback – it is often available.
The Freshwater Foundation
There is one funder where you can have a greater chance of success – ourselves.
As long as you can show us that you have followed steps 1 and 2 conscientiously, then you can apply for funds under our Small Grants Scheme (http://freshwaterfoundation.org.uk/small-grants-500/) and will have a good chance of getting up to £500. These grants can be awarded very quickly.
If you’ve gone further, and can show us that you have a project that has been well-planned as outlined in step 3, then you can apply for our main grant round (http://freshwaterfoundation.org.uk/grant-applications/), with funds up to £2000 available. These awards are based around grant rounds, so apply at least 3 months before you need the money. Check with us for the dates of the current round (info@freshwaterfoundation.org.uk).  
Whichever fund you choose, read the eligibility criteria carefully, and get in touch with any queries or for help with the process.
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Don’t be shy about blowing your own trumpet – if you’ve got this far, you have plenty to boast about and many stories to tell. Publicity is therefore not just useful for specific occasions and needs, like seeking volunteers or an letting people know of an up-coming event, but should also be sought when the group has major achievements to celebrate, like the completion of a particular project or a key anniversary, when you can summarise all that you’ve done in the past.
Also remember that you are a community group, so publicity is essential to staying bonded to that community. Any new initiative or activity that you’re starting will either involve it or be for its benefit, so let people know what’s happening. Aim to stay visible, a permanent feature of the local scene. As we’ll see from the next section, keeping close to your local community is an important way of keeping the group going, of making it sustainable.
There are plenty of ways of getting publicity – and plenty of advice on how to seek it. 
Here we just point you in the direction of some of the best of this advice – we don’t have anything particularly productive to add to it.
· Facebook and Twitter; the Ealing Council Do Something Good site (https://www.dosomethinggood.org.uk/help-advice/promotion/facebook-twitter) and section 7 of the Spacehive guide, Communicating your Campaign (https://about.spacehive.com/wp-content/uploads/2017/01/The-Ultimate-Crowdfunding-Guide.pdf) are useful here.
· Local Newspapers; the Do Something Good site (https://www.dosomethinggood.org.uk/help-advice/promotion/local-newspapers) offers useful information about local press and section 8 of the Spacehive guide gives good tips on how to write a press release.
· Leaflets & Posters; Do Something Good (https://www.dosomethinggood.org.uk/help-advice/promotion/leaflets-posters).
· Events; The Hounslow Council Community Toolkit (https://www.hounslow.gov.uk/downloads/file/820/community_toolkit) has a good section on Events.
· Local Council Community Departments & MPs; see Appendix I
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Building a Sustainable Group
Many small groups start enthusiastically, with a great burst of energy – but then slowly fizzle out. How are you to avoid that fate?
If you’ve followed the advice in this guide, then you’ve done a lot of the necessary work already:
· If you’ve got a strong, involved Management Committee, committed to the aims of the group, then you have a reservoir of enthusiasm and dedication to draw on and you are less likely to fall into the trap of relying on the energy of the original founder.
· Well organised projects are more likely to be successful – there’s nothing like failure to take the wind out of people’s sails.
· Sustainable funding, where you know that you have a reasonable chance of getting the money you need for your plans going on into the future is also important. Uncertainty and impending financial difficulties are key enthusiasm killers.
· Keeping in touch with your community. This will keep you relevant and maintaining a groundswell of local support behind you gives a magnificent sense of momentum to the group. 
· Finally, a sustainable group is also a disciplined group. This does not mean that everything has to be done with po-faced formality, but it does mean that people stick to the Code of Conduct, especially as it applies to meetings. Too many groups split up because key figures hive themselves off into separate camps, and ill-tempered and acrimonious conflicts emerge. The key idea behind the Code of Conduct is that people stay focused on the key aims of the group, not their own hobby-horses, that all views are seen as potentially valuable ways forward in the pursuit of those aims, that compromise should always be considered where differences surface, and that the majority view as to the best way that emerges should always be respected. 
People can (and will) leave where there is fundamental disagreement about this way, and that is not a great problem – people can get very passionate about their ideals, and departure is an honest and honourable way forward in some cases. It is where a culture of individual ideals taking precedence over those of the group takes hold that the group will get into trouble or where people think that their strongly held views allow them to disregard or disrespect those of other people.    
If you’ve managed to achieve all of the above, firstly – very well-done indeed! Secondly what you now need to do is make sure that you maintain your excellent work by conducting a regular health check of the group:
· Are fundamental differences emerging? 
· Are they valid, or just the result of individuals personal interests? 
· Is the Code of Conduct being respected? 
· Is the Management Committee becoming stale, and do we need to recruit new blood?
· Are we staying in touch with our community?
· Are out projects being well-run and is our fund-raising effective and likely to continue to produce the cash we need?
Here a strong partnership between the Chair and the Secretary can be important. Being the people best placed to have an overview of the group and are the two most involved in making sure the rules are respected. They should conduct this health check and present the results to the Management Committee, along with suggestions for remedies where things are going wrong.
This may well need to be handled sensitively – it could be that particular individuals rather than the group or the committee as a whole is involved, and in that case, it is best to have a private meeting with that individual to discuss the problem and seek agreed solutions.
Having taken all reasonable steps to take people’s feelings into consideration, you may well have to face up to the fact that firm action is going to be required. Take this as fairly as possible (see the Constitution for the procedures involved), but don’t shirk from taking it. Left to fester, problems will only get worse, so they’ll have to be faced at some time. And remember, the aims of the group are more important than the aims of any one person within it – and that you have the backing of both the Constitution and the Code of Conduct to authorize what you do.
The Next Stage
If you’ve become a success and have grown (especially financially), then you may well want to consider the advantages of incorporation. This, as we said right at the beginning, is where you register with a regulator, whose initial requirements you have to meet and to whom you are then accountable. This can mean quite a lot of extra work, both in terms of re-constituting yourself and in the on-going reporting requirements that you must meet.
There are however numerous advantages:
· Many more funding opportunities open up (as you’ll see from the Funders Directory – there are significantly more of them and they give larger sums).
· You will have far more credibility with potential partners, especially large, important ones. If you’re looking to have a greater say on local (or even national) government policy, or want to take your vision a wider audience, incorporation is a must.
· There are numerous tax breaks.
· Your financial liability is limited – if you are now in a position where you could accumulate significant debts, then this is important as in the case of unincorporated groups, individual members are liable (all their property is at risk).
Incorporation can take three main forms, depending on your circumstances. Here is not the time to go into all of them, but we give a brief idea of what they’re all about.
· Charity limited by guarantee (regulated by the Charity Commission and Companies House, funded mainly by grants)
· Charitable Incorporated Organisation (regulated just by the Charity Commission, funded mainly by grants)
· Community Interest Company (CIC regulated by the Regulator of CICs, funded through commercial activities – less likely to apply to you)
Perhaps the main reason why you might want to change is something more fundamental than size. As we’ve seen, groups focus on activities; charities focus on a Vision, expressed as a series of objects. If you find you’ve moved on from simple practical tasks to wanting to achieve broader social change, even at only a local level, then becoming a charity is for you. Your ambition is now much greater and becoming a charity gives you the credibility and financial scope to achieve it in a way not available to a simple unincorporated body. So, once you change your nature, the change of form naturally follows.
There is of course the extra work to be considered, and above and beyond the details of the regulator’s requirements, your Management Committee will have to reconstitute itself as a Board of Trustees, perhaps the most fundamental change you will have to make. No longer just concerned with practical issues, it has to take a strategic responsibility for protecting and promoting the objects of the charity, a significantly more demanding role. It will also be responsible for a far wider and more detailed range of policies.
However, once again, we at The Freshwater Foundation can help you with this. And to bring things right back to where we started, think of the satisfaction it can bring. Creating a small group can bring very great fulfilment – a charity, with its broader ambition and scope can bring even greater satisfaction.
Worth thinking about!   
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