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Developing your organisation

Capacity building

Meeting a need

Whilst a COMMON PURPOSE is important a charity must also attract support by proving there is a real NEED for its service.

Charities must therefore first tackle issues that concern local people if they are to win vital support and funds, before moving on to bigger campaigning issues that don’t always attract local support.

For example 

If tourists are complaining about the number of stray dogs fouling on beaches this shows there is a NEED for something to be done about stray dogs.

A charity which meets this NEED by helping collect, neuter and rehome such animals is therefore far more likely to get support and funds from those working in the tourist industry, hotels and the local municipal council.

The support and funds generated can then be used to not only help collect and rehome many more dogs, but also to campaign on issues which local people may not perceive as a problem such as a campaign to ban intensive farming.

A shared vision

A successful charity should also have a VISION of what it actually hopes to achieve.

In its most basic terms a VISION is a simple and inspirational hope for the future. 

Many charities try and summarise their VISION in a simple statement which states what it hopes to achieve.

The RSPCA’s VISION is...

“To work for a world in which all humans respect and live in harmony with all other members of the animal kingdom”

An agreed mission

With its VISION in place the organisation also needs to think about how this might actually be achieved.

Many organisations explain how they will fulfil their VISION in a simple statement that describes their everyday purpose, what they are trying to do and why.  This is the organisation’s MISSION. 

The RSPCA’s MISSION states...

“The RSPCA as a charity will, by all lawful means prevent cruelty, promote kindness to animals and alleviate suffering of animals”

The MISSION is often supported by a series of statements, which set out what practical steps the organisation will take to ensure the MISSION will be achieved.

An achievable plan

The MISSION is the charity’s statement of intent, it explains its purpose but without further planning, the MISSION will never become a reality.

The MISSION needs to be supported by a plan with clear GOALS and OBJECTIVES, which set out what practical steps the organisation must follow to accomplish its MISSION.

The individual GOALS and OBJECTIVES contained in the PLAN should all make some contribution to fulfilling the VISION of the charity’s founders, but often these might simply be short-term goals that have to be met before work can even begin towards the main purpose. 

For example

Finding a temporary office may be a short-term objective, whilst finding suitable premises for an animal centre which will become the main focus for the charity’s work will be a longer-term project.
Good leadership and management

No charity will succeed without strong, LEADERSHIP and MANAGEMENT.

First and foremost this must come from the trustee board (board) - the volunteers who, sharing a COMMON PURPOSE set up the charity and agreed the original VISION.

Trustees should be prepared to discuss and debate issues before reaching a democratic decision. Once a decision has been agreed, all the trustees should accept it and support the chairman in giving LEADERSHIP and direction to staff.

Staff must not only advise the trustees when required, but must also take responsibility for implementing the decisions taken by the board, and oversee the day-to-day MANGEMENT and operation of the charity.

Policies and procedures
With a PLAN in place the trustee board and staff must also agree a set of POLICIES and PROCEDURES to ensure that the work of the charity not only meets the standards expected by the trustees, but also any legal requirements that are placed upon them.

POLICIES and PROCEDURES would normally have to be developed in three key areas.

Procedural: these would be the POLICIES and PROCEDURES that show how the charity works (for example: the rules and constitution)

Operational: these would be the POLICIES and PROCEDURES that govern the day-to-day work of the charity (for example: hours the animal centre is open to the public).

Animal welfare: these would be the POLICIES and PROCEDURES that set out the charity’s stance on a number of important animal welfare issues (for example: whether or not animals will be neutered).

Dedicated staff and volunteers
In setting up a charity the trustees must agree what roles should be fulfilled by STAFF and what work can be undertaken by VOLUNTEERS.

In younger, smaller charities much of the work is undertaken by the trustees themselves supported by a small group of VOLUNTEERS, but as the charity grows it may become necessary to employ STAFF. 

Once STAFF are employed the charity will need to provide them with somewhere to work and appoint someone to manage them and above all ensure there is the money to pay them.

For example:

A small charity rehoming a few stray dogs each year can often do this using a few volunteers who are prepared to foster animals in their homes.

However, a larger charity that has agreed a contract with the municipal council to manage the stray dog problem will have to find an animal centre to house the large number of dogs, staff to look after the animals and ensure there is adequate funding.

Strong public support
A successful charity also needs PUBLIC SUPPORT. Supporters may help fund the charity’s activities and also provide potential staff and volunteers.

The charity must develop strong links with the local community, whether working with the municipal authority, local schools, businesses or the media. All such activities increase the organisation’s profile leading to increased PUBLIC SUPPORT.

Good use of the media is a great way to raise the profile of the organisation and increase PUBLIC SUPPORT so it is important that from the very beginning, the charity develops strong links with local newspapers, radio and television.

The RSPCA and its branches have found the media to be a vital tool in both educating the public about animal welfare issues and raising awareness and support for the charity.

The need for a constitution
As part of the development of the organisation one of the most important things that has to be agreed is the basic CONSTITUTION.

The CONSTITUTION should outline the organisation’s GOALS together with the RULES and STRUCTURE by which the charity will operate.

The organisation needs to have clear and agreed GOALS so that everyone involved (members, supporters, staff and volunteers) know what it hopes to achieve. 

The RULES should explain how the organisation will reach decisions and resolve disputes and the DEMOCRATIC and ACCOUNTABLE procedures that will apply.

The STRUCTURE defines who is responsible and accountable for each procedure or activity. 

It is very important that charities have transparent accounts and policies so the public is confident that public money is being used appropriately.

Planning for the future

Determining the direction of the organisation is the responsibility of the BOARD and is usually done on a 3 to 5 year basis. 

When planning for the future, it is important to consider:

     WHERE IS THE ORGANISATION NOW?

     WHERE DOES THE ORGANISATION WANT TO BE?

     HOW WILL THE ORGANISATION GET THERE?

For example:

Someone wanting to buy a new car would have thought about what type of vehicle they wanted, they might have read some brochures, visited the showroom, test driven different models and decided which car they preferred. They might also have considered how they would pay for the vehicle and whether they could afford any additional financial arrangements.

It’s just simple PLANNING and BUDGETING.

Where is the organisation now?
The first step in writing a plan is to review the current position of the organisation. 

This should normally involve two stages.

Look at the strengths and weaknesses of the organisation and the opportunities and threats that might impact on the organisation. 

When you have discussed the strengths/weaknesses and opportunities/threats, it is a good idea to review your vision and mission. Are the needs, priorities, problems the same as when you decided on your mission? You may want to develop your mission and vision to better reflect the needs of the local community and the situation of your organisation.

Reviewing your organisation
It may be helpful to consider issues such as:

STRENGTHS and WEAKNESSES

What are the organisation's main achievements over the last three years? 

Do your current services meet the needs of local users?

How effective are your links with other key animal welfare organisations in your area?

How secure is the organisation’s financial position?

Do you have the staff/volunteer and expertise necessary to meet objectives?

Does the organisation have a good reputation?

Are you able to build effective relationships with those you wish to influence?

Do you have a positive relationship with funders/supporters?

How effective are the management systems and processes?

Does the trustee board have the capacity/expertise to meet the demands of the organisation?

OPPORTUNITIES and THREATS

Trends in local animal welfare provision

Demographics 

Competition from other similar organisations in the area

Availability of facilities

Barrier’s to the organisations’ development

Opportunities for developing new areas of work

Partnerships/collaborative working opportunities

Plans of the local municipal council

Government policy and legislation

New funding opportunities
Who should be involved?

It is the Board’s responsibility to write a plan for the organisation, but as well as all the trustees, the board should involve a variety of groups including, as appropriate:

Staff/volunteers/members - those who will be asked to put the PLAN into action.

Members/pet owners/local community - those who will benefit from and be most affected by the PLAN. 

Funders/officials - those who might contribute to achieving the PLAN through finances or giving permission for developments (the municipal authority, funding bodies etc).

These different groups can be involved in many ways: 

Meetings with specific groups, workshops, written submissions, completion and return of a questionnaire
Where does the organisation want to be?

The next step is to identify where the organisation is going.

PRIORITIES - identify and agree the main priorities and main areas of work for the period of the PLAN (usually 3 to 5 years).  The PRIORITIES should be agreed after you have reviewed the strengths/weaknesses/opportunities/threats.     

LONG-TERM GOALS.  These should be statements of what the organisation hopes to achieve by the end of this PLAN – 3 to 5 years.

How does the organisation get there?

The final step in PLANNING involves working out how to move the organisation forward to where it wants to be in the future.

This falls into four key stages.

OBJECTIVES - how each of the GOALS will be achieved.

RESOURCES - the BOARD must consider a budget for all the activities in the PLAN.  

OPERATIONAL PLANS - these outline the day-to-day work of the organisation and are normally produced by the relevant staff/volunteers. The operational plan provides information on what will be done, who is responsible, how it will be done and what resources will be required (human - staff/volunteers; physical - premises/location/equipment; financial).

SYSTEMS and PROCEDURES – make sure that the charity is organised and has the right procedures in place to implement the plan. These may need to be changed to achieve the new plan. 

The written plan

A very simple five year plan could include the following:

Introduction – include the purpose of the plan and the organisation’s vision and mission

Current state of the organisation – include the good and bad things that have happened in the past couple of years and comments on finances, major changes to the organisation and factors which might effect it over the next five years. For example, if it needs more volunteers/staff; any new legislation; specific information on issues the organisation is involved in – for example the current state of the stray dog population if the organisation runs a dog shelter. 

Goals and priorities – what are the goals of the organisation over the next five years? Which ones are the most important?

Funding and timetable – how will you fund the goals in your plan and when will each of them be achieved?
Logistics

Financial accountability

One of the most important duties of the BOARD is to oversee the finances of the organisation.

The BOARD are ACCOUNTABLE for how all FUNDS given to the organisation are used.

The amount of money the organisation has is irrelevant, however small the budget, the BOARD must:

·  Ensure that the money and any property etc are used only to carry out the organisation’s mission and goals. 

·  Operate in an ACCOUNTABLE and TRANSPARENT manner.

·  Make effective and efficient use of the available resources.

·  Provide accurate and regular reports on the charity finances.

Budgets and accounts
Every business needs BUDGETS and ACCOUNTS and animal welfare charities are no exception.

The trustee board and staff must agree and adhere to annual BUDGETS, which clearly set out the charity’s main financial commitments for the year ahead.

The BUDGETS should be monitored and if projects are exceeding the planned costs, action should be taken to ensure that such increased costs do not threaten the viability of the charity.

Charities deal with public money and it is therefore good practice to ensure ACCOUNTS are simple to understand, transparent and available to the public upon request.

Funds and resources
But BUDGETS and ACCOUNTS are no use if the charity has no FUNDS and RESOURCES, as these are vital if the charity is to operate successfully.

Fundraising activities should be aimed at raising the profile of the charity and securing money for things such as the day-to-day operating costs and specific projects such as campaigns.

For example:

Many RSPCA animal centres have an annual open day when the public can visit the centre, learn more about the animals in our care, take part in a range of fundraising activities or simply donate money to fund future work. Other events such as concerts can be organised by staff or volunteers to raise money for the charity.

Other branches have developed links with local businesses which do not actually give funds, but they are prepared to allow a collection box to be left on their premises for staff and visitors to donate money, or they might donate stationery or dog food rather than actual money.
Financial records

An organisation must be able to demonstrate that it is ACCOUNTABLE by being able to produce ACCURATE and VERIFIABLE records of how it has spent any monies that have been received.

Such records should include:

·  Receipt books – all money received should be recorded and a receipt issued – where the money came from, how much and the date. 

·  Bank statements - these show all income paid into the bank account and all expenditure paid out. 
·  Accounts book - written financial records (these might be hand-written or computerised) - includes every payment made to the organisation and every payment paid out, who to and why.
Working with the local community

Every SUCCESSFUL CHARITY must have the SUPPORT of the local COMMUNITY if it is to secure:

     RESOURCES

     SUPPORTERS

     VOLUNTEERS

     MEMBERS 

One of the most effective ways to win such SUPPORT is through the organisation of an event both to increase the profile of the organisation and to secure valuable funds.

But what type of event would be appropriate?

Types of event

The organisation can arrange or participate in a wide range of events that might fall into some of the following categories:

SPONSORED EVENTS - these are events were an individual persuades their friends to commit to paying them a set amount for each kilometre the person manages to walk/run/swum depending on the type of event.  

ENTERTAINMENT - events aimed at existing donors and supporters both to thank them for their previous support and to persuade them to support the organisation again in the future.

OTHER ORGANISATION’S - local charities often run events, at which other organisations are invited to run an information or fundraising stall, it is always worth attending such events as it can potentially introduce your charity to a new audience.

PUBLIC FUNDRAISING - individuals and companies might arrange an event and donate any money raised to charity. 

COMMUNITY EVENTS  - events arranged by an organisation to encourage public participation and support, such events should act both to educate and inform, whilst also providing ample opportunity for to raise funds for the charity.
Liasing with other organisations

· Make use of existing networks, such as the WSPA member scheme or RSPCA Association scheme. Both charities list contact details for members on their web sites.

· Build on existing contacts. Ask people you already know to recommend other experts.

· Attend conferences, especially local and regional ones.

· Most organisations have a web site. Do a search on issues that you work on and contact relevant organisations to share information.

· When making contact be clear about what your organisation does, its goals and objectives. If you are asking for help be specific – it is helpful to know exactly what you are asking for support or advice on before approaching another organisation.

· Offer something in return. Be open to people learning from your organisation.






