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Act with others to help make Ely and Caerau an ace place to live
Care for the streets and parks and places we share as a community
Encourage my family, friends and neighbours to do the same

The ACE pledge




ACE Action in Caerau and Bly
STRATEGIC PLAN
June2014

Contents

Executive Summary

Section 1:  Introduction

Section 2:  The community and its needs
Section 3:  Opportunities and constraints
Section 4:  Aims, priorities and objectives
Section 5:  Delivering community services
Section 6:  Building asound organisation
Section 7:  Towards financial sustainability
Section 8: A Marketing and Promotion Strategy
Section 9:  Monitoring and evaluating progress
Section 10: The fundraising strategy

Section 11: Financial projections

Appendix 1: The SWOT Analysis

Appendix 2: The PEST Analysis

Appendix 3: The planning procedsom analysis to strategy
Appendix 4: Job Description for the Development Manager

ACE Strategec Plan, June 2014

11
16
20
23
40
51
56
62
64

68

73
76
78
81

Page2



Executive Summary

1. ACEAction in Caerau and Ely (ACE)fiagshipcommunity developmengnterprise
which aims to tackle social and economic disadvantagieeicly and Caeraarea of
Cardiff. ACE is a charitable company which evolved from the partnership set up in
2004 to oversee t CemmiatiesFinsiCiRpoogrammme mehe t ' s
area. Since 2013 the charity has bhaesponsible for managing the CardifEgt
Communites First cluste

2. Ely and Caeraufhe area has a population of 26,000 and includes the largest council
built housing estate in Wal esde@mived some of
neighbourhoodsas measured by the Welsh Index of Multiple Deprivatidespite the
vibrancy of community life and strong local pride, Ely and Caerau continue to be
stigmatised throughout Cardiff and beyond.

3.  Sustainability and theStrategicPlan:

1  ACE is building on the work of a number of earliencwnity development
initiatives but with thefundamental difference that it aims to establish a
permanent presence as a sustainable communityned initiative.

1  The currentStrategic Plan is a road map for achiewuimg sustainability while
delivering an ambitious programme of communiéd sociabnd economic
development. Critical to this will be its ability to build a strong organisation and
a project base with the capacity to survive beyond the life of@oenmunities
Firstprogramme—whichhas a guaranteed life only until 2016.

1  The Plan is theutcome ofextensive consultation and partnership building with
residents and voluntary and public sector bodies, t#rde years planningy
board members and CF staf

T The Pl an’ s f oc prgectsand servicete meetadentiied ne w
communityneeds many ofwhichalsohave the potentiafor generating income.
These are additional to and largely separate from the 29 projesitsg delivered
under theCommunities Firstontract.

4. DisadvantageThe challenges faced by residemtsich ACE is confnting include
1 a long history of decline in high quality local manufacturing ,j@insl their

replacement with lower paid, insecure péie work

high levels of incomeelated benefits and unemployment

poor educational attainment and ambition

poor health ad life expectancy (4 years less than the Cardiff average)

the damaging absence of mufiurpose community facilities in Ely

= =4 -4 -

5. Communityinvolvement:One of ACE’ s g¢gr ermdagenentwiththe engt hs
commurity in all aspects of its workjcluding:
i its origins in the original CF Partnership Bo#nd strong local connections of
present trustees/board members
i innovative projects to involve residents in voluntary activiipcludingthe
Commurity Ambassadoproject and Timeplace (one of the largéishbebanking
schemes in the country).
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1 the intensive engagment work of the 20 ACE sta#f record of employing local
residents,anda rolling programme of hugely popular annual events.

6. Strengths:The Strategy Plan builds on:

comprehensive management expanee and financial probity with CF

an impressive track recoffr successful projectaind a stable staff team
the effective use of volunteers and paid experts poofessionafguidance

a high reputation and valuable support among influential partners

the short-term cushionprovided byCFproject work and management fees.

= =4 -8 4 -9

7. WeaknessesThe Pl an is designed to address ACE’
1 limited experience of independent income generatiand of balancing social
and commercial priorities;
1 lack of a premises for community engagement and project development activities
1 narrowpromotional and marketingxperience
i smallfinancial reservesand limitedcontacts with funding bodies

8.  Priorities and objectivesACE has se&ommunity prioritiegfor community
developmentand involvementeducation economic development and tackling
poverty) andorganisational prioritiegfor sustainability, good governance, effective
management, and profile buildifgThe Plan identifiesixkey objectives for achiew
these priorities.

9. Project development approachro realise these objectivésCE aims to pursue an
extensiveand flexibleprogramme of project developmemtutside the CF programme
The approachwill involve:

feasibility study researcto identify viableopportunitiesin advance

preparation for possibilities when the CF programme changes or ends

continuous fundraisingctivity

readiness to change direction if progress stalls or new opportunities emerge

t he “ Our Pl ac eéntreascanessentiglcorgincdme generating

initiative to provide Ely withmultipurpose community facilities and a base for

volunteering Timeplacesocial enterprise and otherew projects

1 a careful balance of social, enterprise and contracting activities

= =4 4 -4 2

10. Projects and servigs:
1  funded community servicesncluding
the continuing selbustaining development of Timeplace timebanking
a gardening and maintenance project (funded and due to start soon)
a fuel poverty advice and support project
acommunity food and healthy food gwing project
expansion of the Caerau and Ely Rediscovering Heritage (CAER Heritage)
proectat Caerau’s Il ron Age hill fort
A local fundraisingo support existingommunity activities
i community trading venturesfor example:
A managing the evolution of gratfiinded social projects such as the gardening
and fuel poverty initiatives into sustainable enterpase
A ACE catering, starting with a café at the proposed Our Place community hub

I S | S | S | S 1]
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a Family Shop venture; a temping agency; childcare or nursery facilities

property development to generate income from office rentals

contractwork-a St ft Ay3 !/ 9Qa (Pgtendd tddgeSBfludey R &1 Af f
i training services for communignd voluntary organisations based ArC E * s
own experience, skills and reputation

A conslltancy workacross Cardiff and beyondgepossible contracts for

providing devolved public services and p@stmmunities Firghitiatives

1 e 14

11. Creating sound governanc&Vork already under way includes:

1 a subsidiary ACE compatyirstplace (Cardiff) Lingitl —for CF activities to help
prioritise an independent and sustainable future for the parent charity

1  fostering the growth of a large and engaged membership for ACE

1 maintaining the diversity, skills and involvement of thestébng ACE board
through trainng and support

1 extendingt h e b capacity by sleveloping subcommitteasd maintaining
first class communications and reporting.

12. Management developmentACE &ff (separate from CF) includepart time
Development Manager and part time administratiomdefinance workers. It is
intended that the post of Development Manager should become full time as soon as
possible, and to create a new post of Business Development Manager to spearhead
income generating activity both initially gran funded and in dueaurse self
sustaining. Measures are in place to provide technical support and mentoring and to
closelyceor di nate the charity’'s devel opment wi

13. Partnership working:The success of ACE to date owes a great deal to the drive to
create stromy creative partnerships between the community and a wide range of
public and voluntary sector bodies. This work will remain a priority in future project
development.

14. Financial management and administratiostringentCommunities Firgbrotocols and
reporting arrangements are replicated tine policies and practiceadopted by ACE in
its role as a charity independent of ti&programme

15. The sustainability strategyDetail planning and financial projections are based on the
overriding principle that ACE must become financially sustainable as quickly as
possible to offset likely changes in the CF progranmimeractice this involves:

1 selfprotection through diversifyig types and sources of incoma@iming fora
variety ofrentals,hire fees, contracts, contributions to management costs,
shared overheads and economies of scale

1 using grant®nlyto enhance ACE activitieand not to create dependency

1 setting up grant faded projects which include management fees

i a target of 50% of resources from earned income within five years.

16. The Marketing and Promotion Strategy:
1  ACE will develop a proactive new approach to targeting its key messages at
appropriate audiences (residentsustomers, funders, supporters, partners and
the wider voluntary sectgr
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1 It will employadditionalresourcesincluding staftime, and raise itgublic
profilethroughb et t er use of media such as the *
newsletters, conventional new and social media, its web site and local leaflet
distribution.

1 It will also aim to raise national awareness of its pioneering work and flagship
role in Welsh community regeneration.

17. Monitoring and evaluation:ACE will continue routinely to gather evidenaf the
impact of its work using qualitative information abgt borrowing Results Based
Accountability mechanisms from (Board members and staff will carry out an Annual
Review and will work to evolve consistent andardinated tools for evaluation aoss
the full range ofACEactivities.

18. The Fundraising Strategyhe strategy includes:
1 priorities for funding both project activities and the core staff to achieve them
1 regular reviews of theurrentfunding landscapeandflexibility to adapt to

changes

1 a “funding cal e,amaterhal resourcgsuengireitia ct i on
followed

1 promotional work to raise ACE’'s public

relevant bodies are aware of it.
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Section 1:Introduction

Background

1.1 ACHActionin Caerauand Ely)is a flagshipcommunitydevelopmententerprisewhich
isdevelopingnnovativeresponsego the challengedacedby the largestand one of
the mostdeprivedhousingestatesin Wales ThisStrategicPlanmapsa path for ACEo
build on its considerablgpastsuccesseandits undoubtedpotential. Thegoalsit
describesncludea confident, independentand sustainableuture in whichthe
benefitsit providesto residentsin By and Caeratare madepermanentand are shared
aswidelyaspossiblein communitieselsewherein Cardiffand beyond.

1.2 Origins:ACHActionin Caerawand Ely)Limitedis a registeredcharityand company
limited by guaranteeestablishedn 2011throughthe Communitieg=irst(CF)
programmein the Elyand Caerawareasof Cardiff Thecharityevolvedfrom aless
formallocalpartnershipboardsetup in 2004to adviseCFstaff andensurethe
initiative wasrooted in the localcommunity.It alsobuildson the long history of
communitydevelopmentin thesecommunitiesand providesconrtinuity with the
longstandingaimsof deliveting community-basedprojectsandactiviies whichhelp
regeneratethe economyandimproveopportunitiesfor residents.

1.3 Ely and CaeralEly and Caera(population26,000) includesthe largest Councibuilt
housingestatein Walesand o me of t he countryarems. most sev
Despite the vibrang of community life and local pridevidenced in the annual Ely
Festvah nd success of ACE,EfyandGarau contieue tosuffegy 1 ni t
from social and economic stigma throughout Cardiff and beyond which inhibits efforts
to overcome disadvantage.

1.4 Leadershigfor CommunitiesFirst: In 2013ACEbecamethe managinghostto the
WelshG o v e r n mésedCHosogrammein WestCardiff(Ely,CaerauPentrebane
and Fairwater)with a staff of 19 anda battery of 29 projectsdesignedo improvethe
prosperity, healthandeducationof the mostdisadvantagedesidents Annualfunding
wassetat £729,352until 2016.

1.5 Sustainabilityasafundamentalgoal: At the sametime the charitybegandevelopinga
rangeof new activitiesand resourcesvhich will becomelargelyindependentof
Communitiegrirstfunding.Its ambitionisto establisha sustainableorganisation
whichwill be capableof survivingbeyondthe eventualclosureof the Government
schemeto becomea permanentdriver of communityled regenerationin Elyand
Caerau.

I/ 9r@dedin the community

1.6 Structure:

1 Communityownership: ACHs a membershipbasedorganisatiorrooted in the
Community It hasa boardof 11 directors,mostof whom live or work in West
Cardiff,and a membershipof 230residentswho are alsoactivemembersof
A C BEhigldysuccessful T i me tinlel@ckmdschane (whichhasover 900
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members) Membersare eligibleto vote in the appointmentof directorsat

annualgeneralmeetings.

Thecharity and its new subsidiary In 2014ACEsetup awholly owned

subsidiarycompanylimited by shares- FirstplacgCardiff)Limted — specifically

to managethe CHprogramme.Theaimisto:

- protect ACEasthe core charityfrom the uncertaintiesof future CHunding
and

- allow ACEo evolveseparatemanagementind staffingarrangementdo
focuson the twin challenge®f longterm communitydevelopmentand
financialsustainability.

1.7 Projects, premises and resources

T

Track recordThrough its earlier CF work, ACE has developed a strong track
record and community recognition faervicesncludingfamily holiday
provision,healthy eating initiativesa community debt and webeing drop in,
social support groups, community gardening projects, a fuel poverty initiative,
out of hours learning, adult education, access to further education and training,
and support for social enterprise and business development.
Current projectsin addition toprojects and services specified the CFDelivery
Plan ACE isurrentlyinvolved in
- the Big Lottery funde€Community Voice piiect to promote local
engagement hr ough a network of volunteer
- the Timeplace timebanking schepmanagedn partnershipwith the
national charity Spice
- the Caerau Heritage Project in partnership with Cardiff University
- The Wales Arts Council funded Momentum pobje

Premises:

- ACEand the CF staff areurrently basedn overcrowded officeat Ely
Housng Office, 4 Grand Avenue, Hlythe summer of 201the majority
of staffwill move tomore accessibleevamped facilities iCardiff
Council s new Co mnilding (teyormdrt B als mi ngonCentr e”
Cowbridge RoaVestwhichthey will share with the relocated local
library, the Housing Department and other Council services.

- The charity also haemporaryresponsibility for Pentrebane Community
Centre in Fairwadr where they are supporting the proposed asset transfer
of the building to a local community group.

- ACE does not currently have premises of its own where it can engage with
the public, accommodatpermanentproject activity or volunteerand
dewelop new nitiatives. Remarkablgonsidering the size of the population
and the widely recognised levels of deprivation, there is no multipurpose
community centre under community control anywhere in Ely and Caerau.

1.8 Accountability:

T

ACE isurrently bound by the monitoring and evaluation procedures of the
Welsh Government an@ardiff Council This involves utilising a Results Based
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Accountability (RBA) model to collate quarterly progress reports, annual
monitoring reportsand regular casstudies. ACE a&so subject to the
monitoring and evaluation procedures other projectfunders

1  ACE has one fylear audited accountsand is subjedb the internal auditors
of Cardiff Counciénd independent externaccountants

The Strategic Pla

1.9 Progresdo date: The current Strategic Plan is the result of extensive planning and
consultation over a period of two years, during whibkre have been rapid changes
in community needs, the funding climate, and developmepportunities Some
earlieraspirationshave already been achievechotably leadership of the revised CF
programme, the appointment of a part time Development Manager to establish new
projects, and the promise @ serious operational partnership with the Counitil (
runningthe proposed Community Hyb

1.10 Planning for the future:The needs which ACE is addressing are described in Section 2,
and cktails of the planning which has taken place to optimise opportunities are
itemised in Section.3The latter has involved:

1  continuous andvide-ranging consultation with residents through existing
projects and activities

1 detailed consultation and planningith residents, communitypartnersand
public sector agencieshich were essential for drawing up the 202815
Communities FirsCluster Rlivery Plan

1 facilitated planning events fdsoard members and advisors led by professionals
in the fields of strategic planning, community funding, social enterprise and
development trusts.

1.11 The bcus of the PlanThe current plans about growingACE as sustainable
community development charitwhich will not be permanently dependent for its
resources on Communities First (as it is to a large extent at preJda)
comprehensiveCommunities Firs€lusterDelivery Plarfwhich is the responsibility of
theACE subsidiary First pl atheneeds, activitiesk en “ a's
targets, measures anelvaluation methodslescribed by the Delivery Plamne not
repeated here, except where they are relevant to the additional work which ACE will
undertakeseparately fromCommunities First.

1.12 Review:The direction and activities described here will be subject to a formal annual
review by the board and staff members which will lead to future refinements to the
list of proposed projects and continuous updateghe delivery programme and its
targets.

1.13 Contentsof the Strategic Plan
1 Sectonof t he Plan describes ACE’s vision
for achieving it.
1 Section 5 itemises the key projects and activitidksch ACE hopes to set tp
deliverthese priorities
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1 Section 6 describes the charitgnds gover
resourceswvhich have been designed to achieve these activities

1 Section 7 explains the income generation strategy for achieving a sustainable
organisaton, Section 1(resents the fudraising strategy and Section 11
provides fiveyear income and expenditure projections.

1  Sectiors8 and 9addresghe need for promotion ananonitoring andevaluation
processes.

1 Section 2 provides a delivery programme withitial and provisional targets.
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Section 2: The @mmunity and itsneeds

The strategc context:

2.1

Local and Welsh Governmentrstegies: The current Plan has been developed in the

context ofrelevant government policies, includitige following planning documents

for Cardiff and Wales:

The Welsh Government Tackling Poverty Action Plan 2013

The Welsh Government Child Poverty Strategy

The Welsh Government Social Enterprise Action Plan 2009

‘“What Matters’ |l ntegrated Partnership S
Cardiff Cancil South West Neighbourhod#hartnershipAction Plan

= =4 -8 48 -4

The character of the area

2.2

2.3

2.4

2.5

Origins:Ely and Caerau are two electoral wards located on the western edge of Cardiff

with a combined population of 26,000 (2011 census). Ely was built immediately after

the firstWorldWar t o provi de “ h o mwosgse fanliesfrorer oe s al
Cardifti syi shams. It was designed accordi
The majority of Caerau was built following the secafdrld War.

TenancyAlthough most properties in Ely and Caerau were initially built and owned by

the | ocal authority, many have been sol d
households currentlfive in owner occupied accommodation whilst 47.2% live in
accommodation rented from the local authority or a Registered Social Landlord (2011
census).

Identity and heritage:

1  The two areas have a strong shared identity and are often referred to together
as “Ely”.

1  They also have a strong sense of local heritage, with a number of significant
historical sites. These include tBaerau Iron Age Hillfofone of the largest in
Souh Wales), the remains of a Roman Villa (located in Trelai Park), the site of Ely
Racecourse (which hosted the Welsh Grand National).

1 Many residents have close connections vittke area which have extended
across generations, and often have extended fewsiand friendship within the
community.

1  These features underpia strong sense of community spirit which has been
supported by decades of community development and community run activities
These includgfor example, Ely Festival and the Grapevine Neyer (which
recently celebrated its 35birthday).

Demographicsel v and Caerau are relatively

36% of households containing dependent children, compared with 27.7% of

households across Cardiff. Currently appmately 10% of residents identify

themselves as of a minority ethnic community, and there is evidence that this
percentage is increasing with time.

youn
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2.6 Stigma and disadvantage:

1 Despite significant strengths and opportunities Ely is regularly stigmatised within
the rest of the city, and further afield. Public perception has tended to be
heavily influenced by a small number of high profile stories, most noticeably a
disturbance in 1991 which was reported in the national press and came to be
known as‘the Ely rid¢s”.

1  The disintegration, since the 1980s, of a thriving local manufacturing based
economy (which included Ely Paper Mill, Chivers Jam FactoyVEikpread)
Brewery, two brickworks and Ely Pop Factory) has left high unemployment
levels. Thsejobs(pecei ved | ocal )havetagelybegeood qual i
replaced with service sector employment opportunities orientated around the
city centre.

1  The community struggles with a number of challenges associated with multiple
forms of deprivation. Indeed the &les Index of Multiple Deprivation idgfies
11 neighbourhood areas within Ely and Caerau as being in the top ten percent
most deprived neighbourhoods in Wales.

Statistical evidence of disadvantage

2.7 The challengesThe associated challenges and neddentified in Ely and Caerau
includethe following

1 Benefits:Many people in Ely and Caerau are surviving on low incomes.
Approximately 40% of the population receive income related benefits,
compared with 19.3% across Cardiff.

1 Unemployment:Low income isften related to unemployment. Approximately
14% of economically active people are unemployed (compared with 4.4% across
Cardiff) and approximately 14% of households with dependent children do not
have an adult in employment (compared with 5.2% acrosdi@ar

1 Low quality employment opportunitiesThere is evidence that some residents
who are in employment experience combinations of low pay and part time work
that keep them near or below the poverty line. These jobs are often insecure,
inflexible to famy life, and are sometimes experienced as dehumanig®ee
‘Poor Work: Experiences and Aspirations
http://lwww.aceplace.org/#!publicationsreports/clelim

1 Educational attanment has historically been wéan Ely and Caerau, bloas
begun improving in recent years. Approximately 49% of people have
gualifications equivalent to 5 GCSEs at grad&AZ, compared witl65.3%
across Cardiff. Approximately 93% ofli8year olds do not eet higher
education, compared wite8% acros€ardiff.

1 Poor health: There is evidence that experiences of poverty impact significantly
on the health of residents. Over 7% of babies born in Ely and Caerau have a low
birth weight, compared with 5.7% across Cardiff. The average female life
expectancys approximately 78, compared with 81.9 across Cardiff. The average
male life expectancy is approximately 73 compared with 77.8 across Cardiff.

Community involvement in identifing needs
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2.8 Arecord of community involvementEly and Caerau have a long higtof
community development activity which has enabled community members to
participate inextensivelyidentifying and meeting local needsamost recently funded
through the Welsh Governrmén” s Communi t i e.Jhishhasbeet pr ogr an
documented by ACE aridrms a basis for the design of the CF Delivery &tahthe
Community Involvement Plan

29 |/ 96@BNJ G2 ( KMSmvaitsRhdayeBdfOY timeonsuming public

consultations and surveypy maintaining a unique level of direct community

engagement in & dayto-day work in the arealhe range and depth of mechanisms

for consulting with people, identifying issues and working with residents to design

responses and to tackle them is illustrated by the follovangvities

1  The Community Auditin 2007/2008a comprehensive community audit was
carried out by community development staff. This involved nearly 1000
guestionnaires, focus groups, key person interviews and consultation events.
Since then a range of other techniques have been usezhsure informabn is
updated.

1 Partnership Boardrigins. ACE itself emerged from intensive community
development work with local people (initig with the Communities First
Partnership Boaravith significant representation from residents). A credible,
locally owned oganisation was considered essential to meet the needs of the
community identified through the community audit.

1 Local board membersACE actively seeks to attract people with strong local
networks to serveonourbodr of t r ust e e fartothdghreoyy nadc’t as
sharing community concerns and aspirations at monthly board meetings.

1  Staff engagement with the communityACE currently employi® staff with
community development experience and expertise. A relational approach is
used by staff to deelop networks of community members. Most working weeks
consist of many conversations between volunteers/community members and
staff. Needs, aspirations and opportunities are noted by staff and volunteers
and are fed back to the ACE staff team and bahrdugh regular team and
board meetings.

1  TimeplaceThe Timeplace timebank has o\@0members and oveB0 active
community groups. These groups listen to their members and share information
about community issues and opportunities for developmenteagular
networking eventsinformation feeds back to ACE through the dayday work
of staff.

1 Community Ambassadorsthe Big Lottery fundetiCommunity mbas sador ”
scheme, run by ACE, is recruiting and developing 50 ambassadors. These
volunteers are supprted to build and extend their social networks (of family
friends and neighbours) and to use these links to promote local opportunities
and to enable local people to influence local services (including those provided
by ACE)Finding out about the needd their contacts is a fundamental part of
their role. The programme is designed to make contact with Hardeach
groups who are not engaged in other ways.

f G NRATT [/ AGAT Sy #GoneACEdband yhdmpetshOarer LI A 3y
mostly residents and people with Ely and Caerau connectemms)ocal
volunteer s are engaged i n anbasedonpondgaoge “ | i st ¢
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discussions with local peopées part of a network of groups known ‘gSardiff
Citizens. Memberorganisations work together to negotiate needs which are
shared by communities across the city. These form the basis for campaigns and
negotiations with decision makerformationfrom the listening campaigis
alsofed back to the ACE board

1 Streetace:The Streetace project encourages ACE staff and volunteers to go out
into Ely and Caerau on foot with the aim of engaging residentssh er e t hey arr
and promoting the work of the organisation. Targeted strbased sessions are
used to promote engagemeit particular projects (e.g.theLess i s mor e’
energy project and the pepp kitchen healthy eating project).

1 Community eventshave been held throughout the last 8 years under the
Communities First programme. These have often attracted high numbers (up t
400people at individuaevents) and have used creative activities to seek the
views and aspirations of local people. Examples include
- a yearly under 5’s family fun day (fo
- an annual Christmas Fun Day
- physical heahl promotion events, activities at Ely Fest,
- more recently the ACE AGM.

1  Supporting local employmentACE is increasingly seeking to employ local
people and is actively supporting the development of volunteers and the
provision ofwork experienceRecent y a number of “ Assi st an
Wor ker’' training posts have been create
roles. ACE currently employs 6 people who live in the local community.

210! / 9 Q& ¢ 2 NJ ATkeSe tdchvifuds) gradtBed Yver thesp8 years, have
become a fundament al part of ACE’'s appr oac
Caerau and is engaged in an ongoing conversation with local people, facilitated using
multiple techniques and characterised by genuine, meaningful engagerfiee
significance of this work is that it is not simply about gathering information. It is
integral to designingnd implementinghe community development igponses,
projects and training activities which ACE delivé&X€E is deeply committed to the
values and approaches of-pooduction in project delivery (see section 4.4 for a
definition of ceproduction).

211 ¢ KS O2 YYdzy A (iTrQugh thebFagtiditiesican8riunity members have
identified a number okeyneedswhich ACHs helping people toneet:

1 Community hub facilitiesEly and Caerau currently have no community owned
facilities which are available to support generic, diverse commuaitipn and
development. Thereisadespet e need f or a codmomuni ty o
can act as a focus for these kguf activities and that can generate income.

1 Employment opportunities:There is a need for good quality, local employment
through the redevelopment of a thriving local economy.

1  Anti-poverty initiatives: Quality syport and opportunities are needed for those
suffering the multiple effects of poverty, with the genuine involvement of local
people in delivery. These should build on successful aspects of projects running
under theCFHprogramme, including: The debt aheénefit information dropin
service, thé' Wa r m a natfordsdée warrhthproject, the Getaway wellbeing
project, the healthy eating and growing projects.
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1 Realistic community participationtocal people want to participate in
meaningful ways in the solatns to these needs and to be able to build their
skills and qualifications through this process.
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Section 3:Opportunities and constraints

The ACE approach

3.1 Contents:This section

1 describes the qualities which the board and staff bring to the huge challenge of
establishing a dynamic and sustainable commulaty/regeneration
organisation at a time of severe cutbacks in public spending and services and
intense competition for voluntary sector funding

1 explains the analysis of Au@derpisthest rengt h
charity’s approach to governance and ma

1 identifies key opportunities which it proposes to exploit through its projects,
fundraising and other activities.

3.2 The planning processn order to evaluate the internal and &xnal environmensg
which affectthe future direction and operations of AC&halyses were undertaken,
documented and used to assist with strategic decision maHihig. involvedyroup
work to carry outSWOT (strengthsweaknesses- opportunities—threats) and PEST
(political—economic-social-technologicalanalyses

Strengths

3.3 Track RecordAlthough the charity is less than two years A Estaff havean
impressiver-yeartrack record for developingnd supportingsuccessful projects
which activey involve commurty members and address the problems they face
Examples of earlier projects and their areas of impact include:

Caer Heritag®roject learning the environment

Timeplace/Timeschools: the economy; community involvement

Dusty Forgemployment support projecteconomy

Mill ParkRegeneratiorproject health

Making Music Changing Livésarning

Family lolidayprovision learning health

GrapevineECommunity Newspapecommunity information;éarning

Ely/Caerauwebt and benefit informatiorDrop In:health

Warm and Wellaffordable warmth health/learning

= =4 4 -4 -8 -4 _95_9_-°

3.4 Management experienceBefore the present CF programriiey ACE staffained
experience of management and partnership workwith the Ely and Caerau
Communities First Partnershgmd Cardiff CouncilThis includd:

i managingan annual budgefwhich hassincerisen from£300000to £729,352

i running community buildingandsecuring funding fowide-ranging local
projects

1 recruiting a large talentedtaff teamand operating high standards of personnel
and team management

1 meeting thedemandingstandards ofinancialprobity and operating efficiency
requiredby the Welsh Government
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1 supporting a committed core gfartners anddirectors who have extensive
experierce in the private, public and voluntary secor

1 Ely and Caerau Communities First was one of only a handful of Communities
First partnerships across Wales which w
Welsh Government fgprogramme delivery

3.5 Gommunity developmentand ceproduction approactes
1 Apivotalfeatureof ACE’' s success has been the wa
—giving a voice to residents and local groups, fostering active community
participation and strong networks and partnershjpnvolving and supporting
volunteersand, as far as possiblevorking inclusively across the whole
community.
1 It s unique achievement is to have buil
Communities First Programnte create both
- a vibrant community with substantiahdgenuine community engagement
and codelivery, and
- a potentially sustainable organisational structuvigh the potential to make
its gains permanent and to share its rare expertise more widely.

3.6 Other strengths:

1  thelarge and stabl&CE staffeamare skilled, expert antdave excellent local
knowledgebasedon long experience in the area

1  ACHhas realistic expectations and communicates them well

1 projectsfocus on positive outcomes, $&CBEvorks transparently and effiently

1  the management fee which ACE has received since 2013 for running the CF
cluster provides a probably shdived but vital financial cushion for developing
future management and staffing arrangements.

3.7 Support and influence:

1 Its experience and effdéiveness havearned ACE a crucial reputation as a
landmarkvoluntary sector body which public and voluntary sector agencies can
do business with

1  ACE hason the commitment and loyalty of dedicated board and staff
members, and strong support from the coramnity groups it works with.

Weaknesses

3.8 The SWOT angsis:The task of building financial sustainability and a tergn future
has barely started, and despileCE* s p r ondaulsesl strengthsdit has been
important to acknowledge and address areas of weakmegsaled by thesWOT
analysis carried out in 201@&eealsothe summary imlAppendix 1).

3.9 Sustainable funding:

1 Ensuring ACE can survive afBammunities Firstventudly ends ¢urrently
funded until2016) is the single greatest challenge faced by treity. ACE is
likely to need income continuously in the form of projezdanagement fees from
the equivalent of at least fivenediumsized projects at a timpistto secue the
post of full time Development Manager.
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1  The diversification policies described in Section 7 and the Funding Strategy in
Section 9 are essential. This is because isliaity so far
- hasbeen almost entirely ependent on CF
- hasexperience ofjeneratng extraincomeonly through timelimited

grantfunded projects

1  ACE has an excellent track record for innovative community projects, but it has
not yetneeded to display flair for financial entrepreneurshipwhichwill be
essentiafor creating and manging a sustainable organisation.

3.10 Promotionand marketing:Until now ACE has depended on goodwill and recognition
of the benefits it creates. There habeen
1  few meandor communicating with residents except through staff contact and
the quarterly Grapevine newsletter
no serious effors until 2014to0 engage consistently or strategically with funders
no previous requirerentsto produce a comprehensive and public Annual
Report

1
il

3.11 PremisesACE has been increasingly hampered by a crampedidiostworking
environment for staff, limited private meeting space, lack of facilities for
accommodating and working with residents and groups, and negligible prospects of
basing future community projecia the same building as the existing staff teafiis
problem will be eased but not solved by the move in 2014 to the new Caerau and Ely
Community Hub buildindf no solution is found it withreaten thelong-term
efficiency and accessibility of the charity.

3.12 Other weaknesses:

1 limited experience obperating its new constitutional structurs and governance
arrangements-eg in recruiting and trainindirectors from the community,
setting the tone for relationships between the subsidiary Firstplace and the
parent charity, engaging th&ubstantial new commity membershipof the
charityin formally guiding policy

1 a lack of financial reserves to invest in emerging opportunities and meet
unforeseen financial challenges

1 lack of experience balancing business imperatives with community objectives
and commitmentgeg income generating opportunities in Ely and Caerau will
inevitably be much more limited than in more affluent parts of Cardiff).

Opportunities and threats

3.13 Opportunities: The SWOT analysis identified four key areas of opportunity for ACE
which will be exploited ithe future work of the charity as described in subsequent
sections of the Plartee Appendix for the detailed analysis.

i geography- project and funding opportuities related to the large size of the Ely
and Caerau area and the wider CF cluster, Cardtttus as a capitality, and

the value of ACE asuaiqueresourceservingall sections of the community

raising the profile of the areausing features suchs its heritage and ACE itself

extending partnership workingbuilding on excellent relationships with local
groups, schoolgjniversities, third sector agencigte Council etc

= =

ACE Strategec Plan, June 2014 Pagel8



1 community engagemerguccess-a launch pad for new educationitiatives,
community projects, commercial activity, job creation etc.

3.14 Threats:

i ACE’' s relative inexperience in areas su
and commercial management means that it will be exposesktous
competitionfor resources and the possib&igmaif projects fail

1 Dependency on CF and thaaertainties of the programmeould result in the
loss of key staff and impotent planning as the programme draws to an end.

1 Socialand economic disadvantage in Ely and Caawadilimited resourceare a
major challenge t@ontinuing community engagement, project development,
and commercial progress.

3.15 The external environmentTheoutcomes of theappraisal of the political, economic,
social and technological gmonment (the PEST Analysis) areluded in Apendix 2.

From analysis to policy

3.16 Managing strengths, weaknesses, opportunities and threats:

T ACE’'s strengths provide a sound basis f
the charity and its work. The weaknesses are significant and potentially
damaging. But some of theare simply aesult ofalack of experience which
can be addressed by the caréfilanning laid out in this Strategy Plan.

1  The opportunities for developing new community projects are substa(tesd
the many examples in Section But ACE will have to work much hasdto
create incomegeneratng initiatives to address thengterm threat posed by
the inevitable funding gap.

1  After listing thefour areas of the SWOT analysis, the board explored in more
detail how ACE will address the issues raised.ahiadysis and theuggested
responsedisted in Appendix Bave helped to provide eoherentbasis for the
formulation of aims, priorities and objectives which are described in Section 4.

3.17 The key issuetd emerge Among the most pressing issues identified are the need to:
1 define and refinghe main focus and scope of future ACE actisitie
1  strengthen governance and management
1 developfinancial resources
1 developphysical resourcesincluding community facilities and the office base.
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Section 4: Aims, priorities and objectives
From vision to priorities

4.1 The vision ACE will work with the people &ly and Caerau towards the successful
social, economic and environmental regeneration of their community

4.2 The charitable objectsThe charity aims to realise this vision by pursuing its legally
binding charitable objects, which are:

To develop the capacignd skills of the members of the socially and economically
disadvantaged communities of Cardiff in such a way that they are better able to
identify, and help meet, their needs and to participate more fully in society

The promotion for the public benefit orban regeneration in areas of social and

economic deprivation in the area of Cardiff by all or any of the following means:

I. the relief of poverty in such ways as may be thought fit

ii.  the relief of unemployment in such ways as may be thoughhéh,ding
assistance to find employment

iii. the advancement of education, training or retraining, particularly among
unemployed people, and providing unemployed people with work experience

iv.  the provision of financial assistance, technesdistance, or business advice or
consultancy in order to provide training and employment opportunities for
unemployed people in cases of financial or other charitable need through help in
setting up their own business

v. the creation of training and em@yment opportunities by the provision of
workspace, buildings and/or land for use on favourable terms

vi. the maintenance, improvement or provision of public amenities

vii. the provision or assistance in the provision of recreational facilities foruthiecp
at large and/ or those who, by reasons of their youth, age, infirmity or
disablement, poverty or social and economic circumstances, have need of such
facilities

viii  the provision of public health facilities and childcare.

43 1/ 9Q&a LINA2NRGASE

1 Community priorities Theevidence of social disadvantage described in Section
2, and theplanning process described in Section 3 and Appendices letwl8
ACREo focus on three priority regeneration issuahere it haghe greatest
capacity, need and ntivation to take actionThey are:
- community developmentgo-production and citizempower
- creating education, training and employment opportunities and building a

local economy

- communitywellbeing andackling poverty

1 Organisational prioritiesin additon to its community priorities, in order to
achieves it aims, AQteeds toprioritise the development of an organisation
which is:
- financially sustainable
- well governed, well managed and effective
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- credible, valuedtransparentand widely respectede an aganisation
which
- issuccessful and effective at what it does
- has ameasurable impact on the community
- hasa goodreputation and is widely known.

44 G/ 2YYdzyAG & RSASNPRIFGYANIZYEE alOR2R AGHIS stopdlyA v 3
motivated to ensure that its communifyriorities are solidly based and haaelear

purpose and methodology. The following terms have definite meanings for the

charity:

T

G/ 2YYdzy A& R S@dniugityegelopment is a process of chang
whereby people work together around common issues and aspirations in ways
that enhance learning, encourage participation, and support the development of
a culture of informed and accountable decision makKifGommunity

Development Cymru definition).

G /-ENR R dzO Gdpedglétion is a process in which service providers and
organisations deliver services and projeeith local community members and
service users as equals who are valued for the expertise and skills they can
contribute.

G¢l OLR PG BIEis committed to a realistic engagement with the range
of issues that are impacting on the communities of Ely and Caerau.
Fundamental to this is an acknowledgement that poverty is an underlying factor
in many of these issues. The organisation hojegy term, to tackle poverty

itself rather than just the symptoms that result from it.

ACBES sbjectives

4.5 Setting pactical objectivesThe planning process has turned the above priorities into
a number of specific practical objectives which form tasisof the programme for
projectdevelopment describeth Section 5. This clarityimportant to ensure that

ACE is not distracted or swayed by grant oppottasj the wishes of partners or
financiallyattractive contract work whicleoulddissipateits energy

4.6

4.7

1/ 9Qa 202SOGAQSae:T2N) 0KS O2YYdzy Al e

1

1

T

Objective 11o create individual opportunities for residents through community
development activity

Objective 210 tackle poverty by creating employment and building the local
economy

Objective 310 improve the quality of life for residents of Ely and Caerau
generally by enhancing the environment, improving facilities and fostering
partnership and coproduction

1/ 9Qa 2NBlIyAdla&A2ylf 202S0GAQSa

1

Objective 4:To progressively reduce its dependency oangs and to become
financially sustainable in the long term by operating a strategy for diversifying
and maximising its sources of income
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1 Objective 5:To design and operate and monitor policies and procedures which
ensure high standards of governance andnagement, financial propriety and
personnel management

1 Objective 6:To design and operate an effective Promotions Strategy.
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Section 5:Delivering community services:

5.1 Realising the potential ACEhas become firmlyooted in the community of Ely and
Caerau. Novit has the potentiato make this local role permanergustainable and
irrevocable, ando become an important and widely recognised flagship community

development organisationffering services to other parts /a | e s’ caipi tal «ci
section describg an ambitious programme of activitidesigned to realise thisnique
potential.

A flexible and responsivapproach

5.2 Previous experience:

1  ACE has been planning, developing and delivering commsertyces fo
years as part of the work of theommunites Firspprogramme and it has
continued to do so since 2013 in its new role managing the Cardiff West cluster
in an enlargd area covering Ely, Caerau, Fairwater and Pentrebane.

1 It has alsdoeen an aspiration of the organisation even before it was
incorporated in 2011 to carve a more permanent role with projects independent
of CHunding,and has had made modest progréssluding an earlier
renewableenergy initiative)

1  Thesuccess at winning theew CFcontract has provided a major boost2CE "’ s
confidenceandsecurity and has significanfAday r ai s e
result, thecommitment, focus andesourcesecessaryo pursuean
independentcourse in parallelith CFhave increasedand the pace of progress
acceleratedrom 2013 onwads.Recent advances include
- the Lottery fundedStreet Ambassador project (from 2013)

- the appointment of a Development Advisor consultant in 2013

- funding secured for a community arts and education project to run from
the spring 2014

- the registration ofFirstplace Limited (to separate CF management from
the core work of the charifyin February 2014

- the appointment of the ACE Development Manager in he2014

- other active partnership building and prospective funding bids.

5.3 Planning for opportunity and su@ss

1 From late 2013 planning at boasashd stafflevelhas been focused athe
present development strategy and turning ambition into a practical programme
for growth. This has included identifying a range of potential project actiwit
whichfitthecharity * s pri orities and objectives at
carried out withinthe Communities Firgbrogramme.

i Central to this has been the process of prioritising potential new project activity
and starting to evaluate the most promising ide8s. at thisstage some of the
ideas for community initiatives and social enterprise ventures which are listed in
this section are necessarily still tentative or provisiofi@lere is no assumption
that all the individual projects listed here will be achieved witrspexcific
timespan or even thaall opportunities will definitely lead to project activities.

1 However the advantages tothis approach are:
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- a realistic programméor staff to pursudan which the most desirable,
achievable and viable activities will be targeted for funding and
development work

- the flexibility to scrap plans and pilot projects which seem unlikely to
succeed without wasting effort or resources unnecessarily

- ACE will haar proposalseady at short notice to take advantage of ad hoc
funding opportunitieswvhich arise to bring other prplanned projects to
the fore

Looking aheadThecurrent Strategy Plan represents an early stage in a

continuing procesdn whichideas willbe further evaluatedrefined, prioritised,

and almost certainly added to over timk is anticipated that this process will
link naturally with community project work by CF over the next two years.

5.4 Community services and project& C Hlagshipprogramme of proposedcommunity
services and projecige Strategy Plan Objectives 1 toc@n be summarised undéne
followingfive broad categories:

1

Thecontinuing Communities First programmé& he details of this are fixed by
the Delivery Plan and funding angements agreed by Welsh Governmdnis
anticipated that there will be some form of succesgovernment antipoverty
programme from 2016 onwargdsind ACRvill want to preserve successfGF
activities as long as they are needed. But there can bassamption that ACE
will automatically be involved. For planning purposes CF ends in 2016.
Theestablishment of a multipurpose communityowned huband its
associated facilities and activitieBhis has the second highest priority after
Communities Firdbecause:
- it will provide urgentlyneeded community facilities for residents and other
community groups
- it is essential to provide accommodation for future ACE initiatives and to
give ACE a realistic chance of becoming financially sustainable
Grantfunded projectsto deliver community service3hese project will aim to
meet local needs. Thegre assumed to be mdsgttime-limited activities with
fixed funding arrangements, although every effort will be made to preserve
successful initiativeafter funding exds(for instance byostering theirincome
generating potential andny capacity to evolve as social enterprises)
Communitybased trading activitiesAce will aim to set up a range of income
generating projects which provide local services, traiingwork experience
opportunities, paid employment anidundations for a more entrepreneurial
community.
Contractingl YR & St t A yACE hilhsdtdaveldpithe tapaiity to tender
competitively for opportunities to deliver servicaader contract to pubt
bodies and othengencieslt will also explore ways to exploit the interests and
skills of staff and volunteers so that it cdaliverprofessionakervicesuch as
training and consultancglirectly to the public and voluntary sectors.

CommunitiesFirst

5.5 Objectives
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T To achieve excellence in the delivery o
First programme in Cardiff West (in neighbourhoods in Ely, Caerau, Pentrebane
and Fairwater identified as being in the top 20% of the Welsh Index of Multiple
Deprivation).
1  To effectively deliver a range of projects aimed at tacklingepty under the
core themes of * |healbhy commugity c ammuriiprysSpet o
community”
1 To deliver these projects with the meaningful participation of local residents
using ceproductive approachestough the implementation of a Community
Involvement Plan
1  To ensure the sustainability of these projects by
- using community development principles and techniques to develop the
capacity of groups and individuals in Cdrivest to meet theineeds
together
- seeking opportunities for the further future development©Fprojectsby
ACE using alternative sustainable funding sources.

5.6 Activities: ACE currentlgmploys19 CFstaff with expertise and skills in community
development, health, mental health, school and community based learning, business
and enterprise development, fuel poverty/energy, debt and benefits issues, project
management and administration.9rojects are run under the programme in Cardiff
West, including:

1 adebt and benefits information drojn service with Cardiff and Vale Citizens
Advice Bureau

1 awork club supporting unemployed people into training and employment
opportunities (with Cardiff Youth Service, Careers Wales and the Princes Trust)

1 social enterpise support and development

1  afamily learning project, with local schools, supporting parents to engathe wi
t heir chil dhpussuirg éharrownileargingwpgportuniies

1 community baseddult education courses

1  the development of quality post6 education opportunities in partnership with

local schools, further education and higher education providers

1  activitieswhichsupport personal wellbeing, including th&etaway wellbeing
project and social support groups

1 healthy eating projects includingdal food ceoperatives and healthy cooking
activities

1 physical activity projects including walking and cycling and community growing
projects.

5.7 Funding sources and casfthe programme is fully funded by the Welsh Government
through an annualgrant of£729352 In 2013/14 ACE charged a management fee of
£49,336whi ch supports the charity’s devel opme
costs and overheads.

5.8 Priority: Delivery of the Communities First programméuisdamental to pursuing

ACE’ s c har estltenables AGEHG ect i v
i deliver projects that have an impact on local poverty
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1 pilot, and demonstratethe value of approaches that caimen be developed
further and more sustainably outside the programme

develop a signifant skills and experience base

devdop a profile as a highly effective community development organisation.
start the process of developing a sustainable future using management fees
available through the CF contract

= =4 4
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5.9 Objectives:*Our Placgis an asset development projearucial to the longerm
sustainability of the charity. It is designed to provide:
1  ahub for community development activity
1 appropriae space for ACE activitiey(office space, meetings, group sessions
etc)

1 space for a range @ommunity activities

1  ahome basdor the Timeplace timebank and its network of groups and
individuals

i income through the rental of space

1 a majorpermanentasseton which the future of ACE will be built.

5.10 Proposed activitiesACE will acquire ardevelop a existingcommunitybuilding for
its own use andisebythe network of groups and organisations it supports.
1  Community involvementThe building will be appropriately and accessibly
located andhe internal layout and facilitiewill be designed with laad people
to ensure it can play a key role in the ongoing regeneration of Ely and Caerau.

1 UsesThe buil ding wild!@ be a “home” for the
used as a base 6r h utb support a range of other activities including, but not
limited to:

- group meetings

- training and development opportunities for local people

- ACE service provisioagCommunities First job clubs, drop/advice
sessions etc)

- social enterprise deelopment

- community events

1 Income generationWhere appropriate, ad in line with ACE values and
objectives, the building will be used as a source of income for ACE through the
long or shoriterm rental ofspace to other organisations. This may include:

- the long term rental of office space to other organisagon

- the hiring of training rooms for oneff or repeated training activities

- the hiring out of roomsdr parties or community events

- t he pr ovidsesokni nogi’ ‘ohrotot herforsmea our ces
local businesses

- the hiring out of rooms to faith groups ateekends.

i Volunteering:l t i s envisaged that, in | ine wit
approaches, volunteers will be fundamental to the successful running ddaine
Placecommunity hub. Potential roles for volunteers (who will be paid
timecredits throughthe Tmeplace project) might include:
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- staffing reception and administration

- keyholding/providng access to groups at weekend
- basicdecoration/maintenance/repaijobs cleaning

- providing catering in a small interneafeé.

5.11 The United Reform Church (URGkand Avenue, ElyThis building was originally
earmarked for the Our Place community hub, although it has not been possible to
reach agreement with the owners on its purchase. However, the original vision and

planningfor the building provide a model falternative developments elsewhere.

5.12 Other possibleOur Place community bib buildings:Falure to secure the URC

buildingwill lead to ACPBursuing alternative (temporary or permanent) venues for

the communityowned hub in order to start the process of assevdlopment as early
as possible.

T

Caerau Evangelical Church HaICE is currentlgeeking the long term sub

lease of a small evangelical church hall in Caerau. If successful, a small yearly
rental of £130 a year will be paid. The building will be used amall base in

the Caerau side of the estate, providing space for community groups who are
interested in running youth clubs, homework clubs, learning activities and
heritage groups (the hall is located néaaerau Hillfort, the homef the CAER
Heritage Project). There is potential for the hall to generate income through the
hiring of space to Cardiff University for CAER Heritage activities or through the
hiring of space to training and education providers.

The Dusty Forge youth centre buildingiCE is liaising with Cardiff Youth Service
to secure the use of this old youth and community centre (previously a pub) on
Cowbridge Rd West. The intention is to use the building on a temporary basis
for the provision of certain projects and services (¢hg ongoing Dusty Forge
work club and adult education classes) and for urgent storage needs (e.qg.
equipment for the garden maintenance project).

Alternative buildings: ACE will continue to seek other local opportunities by
liaising with Cardiff Coundib explore opportunities afforded by their asset
transfer register and by actively looking for appropriate and available buildings
in the local area.

5.13 Funding:

il
T

Estimated cost£300,000 for the purchase and refurbishment

Potential funding sources:Welsh Goernment Community Facilities Grant, Big
Lottery People and Places, Trust FundegEHsmee Fairbairn, Rank Foundation
etc).

5.14 Development timetable This project has a very high prioriBrogress is inevitably
dependent on which building is secured for thab, the pace of completing legal
contracts, and the availability of funding. The timetablast be flexible, but the
following sequence imdicative:

T
1
1

building identified-end June, 2014

summer activitiego involve community in consultations and planning
lease and other legalities completednitial (Stage 1) Big Lottery bstibmitted
—end of August 2014
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building occupied for pilot community activitiedoy Christmas 2014
building development funding secured (as necessagyne 2015
refurbishment/conwersion work—summer and autumn 2015

grand opening- Christmas 2015.

Funded community services

5.15 The Timeplaceiimebanking project

1

Objectives:

- to continue torun the Timeplace timebank effectively with partners Spice

- to increase levels of communiparticipation in Ely and Caerau

- to develop a strong infrastructure of autonomous and sustainable
community groupsvhichcan provide a basis for the goduction of
effective projects and services aimed at meeting ACE andancomty aims

- to reward volunteeinvolvementin an inclusive and fair manner

- to support effective local engagement with service providers

- to develop an alternative curreneyhich facilitatesaccess to leisure (and
other) opportunitiesfor those experiencing poverty

Description:

- Timeplaeis a well established project run by ACE in partnership with
nationalsocial innovation organisation Spicéctive volunteers are paid a
timecredit for every hour given in service to the local community.
Timecredits can be spent on a range of acegitiservices and trips
provided by corporate partners and participating community groups.

- The project has providedstrong basis for an increasegommunity
participation.To date oveB00people have earned timecredits and over
80 groups are registeredith Timeplace. This network of groups and
individuals is the infrastructure on whi@CE is buildinthe coproduction
of local projects and servicgacluding the delivery of a number of the
Communities First projects.

Estimated costThe estimateddll cost of continuinghis extremely important

and effective project wheurrent funding runs out in March 201%

approximately £50,000 per year

Funding sourcesTimeplace has been funded by Spice using money from a range

of sources includinthe Conmunities First Outcomes Fund, the Big Lottery and

European Interreg fundingACE isurrently exploring potential sources of trust

funding for a core Timeplageost with the aim of sustaining and developing the

project.

Priority: Timeplace is a well establishbayh-profile project which has been

extremely successful. It is difficult to imagine ACE continuing to deliver projects

effectively in line with its core aims of meaningful community participation and
empowerment without Timeplace.lt has the highest priority of any project after
the creation of the community centre hub.

Project evolution:Spiceis currently exploring the roll out of timebanking to

other Cardiff communities and ACE is in an excellent position to partner with

them in training other communitgrganisations and by providirgy

“demonst r aElyGaerafbaseld at the Our Place community hub)
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This could form a key aspect of ACE’ s t
described under sectiors 30 and 5.3Dbelow.

5.16 Community Ambassador Projecthis threeyear project was launched in Ely and

Caerau in October 2013

1 Objectives:

- to recruit 50 volunteer community
and develop their capacity and skills to establish a network of yamil
friends, neighbours and acquaintances who are currently not engaged
in community activity

- to enable the community ambassadors to share local information with
their networks, and to encourage participation (particularly in health
related activities)

- to support the ambassadors and their networksgositivelyinfluence
the services of local, ciyide and national health providers.

1 Description: The Community Ambassador Project is one of ten Cardiff projects
that together make up Cardiff Third Sector Caunic’ s “ Communi ty Voli
portfolio, which is aimed atmpoweringservice users tinfluence health service
provision in the cityThe Community Ambassador scheme is the only element of
the programme to have a local rather than evyde focus.

1 Funding soures and costThe threeyear Community Ambassador Project is
funded by the Big Lottery at a total cost of £115,000. This is the largest grant
secured by ACE so far outside themmunities Firgbrogramme.

1 Future: The Community Ambassador Project will be integrated with the
Timeplace timebanking project when funding ends in 2016.

5.17 Gardening and Maintenancroject

1 Objectives:

- to provide a quality, trustworthy, good value gardening and maintenance
service tdocal people in Cardiff (particularly vulnerable people)
- to build local skills and to support local people into quality paid work
- to improve the quality of the local environment
- to become sustainable through the development of a customer base
(including pivate customers ad contractual work)

- to generate profit for renvestment in the work of ACE

1 Description:A feasibility study commissioned by ACE iderttiftee provision of
gardenmaintenance services as a viable enterprise proposition. A range of
services will be provided, initially in Ely and Caerau but also further afield (where
there is a maket). The project will be run by a paid projectaalinator/trainer
and 5 local trainees will be recruittdh r ough Communi ties Firs
projects

1 Funding sources and cosCoss for year one are estimated approximately
£58,000 Cardiff Council have recently committed to providing this as seed
funding, with a commitment to tapered funding over years two and three as the
enterprise begins tgenerate income.

1 Priority: This project has a high priority
- The feasibility study has demonstrated that there is a potential market.
- It isa highlydesirable opportunity to pilot g&ocial enterprise approach
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- ACE’ s partners t he mnpaotantfendirgfindsakdor k Un
are eager to get started

- Communities Firgs running associatenlaining and employmentelated
projectsand can contribute to the start up.

- With the above assistance the projeztn be established and operatirigy
June2015.

5.18 Fuel PovertyProject
1 Objectives:
- to provide a range of community based services and activities aimed at
tackling fuel povertyandto ensure that the most vulnerable residents of
Ely and Caerau are able to benefit from these services
- to integrate these ervices into wider activities aimed at tackling local
multiple deprivation and poverty
- to explore opportunities to rolthese services and activities out in other
Cardiff communities (particularly Communities First areas)
- to generate sustainable income thugh the provision of specialist,
community based, services across Cardiff (and possibly further afgzd)
the “Love Your Home” project proposal
1 Project descriptonACE’ s f uel poverty project wild/
approaches piloted in Elya€rau and Fairwater under the Communitiesst
programme. These includbe provision of

- crisis support foriose unable to heat their home

- energy saving advice through home visits, diag and groups sessions

- energy savinglevices

- trainingfor a teamof local energy volunteers/ambassadors

- group energy buying schemes

- promotion forrenewable energy opportunities

- a Young Energy Peofenergy youth ambassadagpyoject in local schools.

Estimated cost£50,000 per annum

Funding sourcesiVork is under wayo investigate potential funding sources

includingthewWe |l sh Government’'s Jobtse Gr owt h Wal

employment ofanenergy advisor.

1 Priority: High.This project will be based on a rangevableapproaches already
piloted under the Communit® Fist programme. These have created the
necessary staff and volunteer expertise, and therevisience that added value
might be gained by combinirtgese and developing them further. It is proposed
to launch this project byeptember2015.

= =

5.19 TheCommunity FoodGrowing Project
1 Objectives:
- To tackle health inequality through:

A the provision of healthy, locally sourced food kmse experiencing food
poverty

A opportunities for halthy outdoor growing activity

A opportunities for positive mental wellbeing through tdevelopment of
social networks
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- to make positive use of underused and/or misused public spaces

- to strategically combine a number of local approaches to tackling poor
health and food poverty includinGardiff foodbank, local food €o
operativesthe CardiffSustainable Food City initiative, Cardiff Council
community growing sites allocation, local allotments, local training in
community growing, local mapping activities, and community participation
through Timeplace and the Community Ambassador project

1 Description:

- The Community Food/Growing project will build on a number of projects
that have been piloted under the Communities First programme. It will
develop increased opportunities for community based growing and will
seek ways$o makethe resultingproduce available toesidents.

- Community members will be involved in identifying underused gubli
spaces for community growing.

- Community growing groups will be established and arrangements for
community ownership of land (etihrough asset transfenyill be explored
to enhance sustainability.

- Links will be explored with local food @peratives, Cardiff Foodbank,
Cardiff Council, the Federation of City Farms and Community Gardens,
Cardiff Public Health Team and others.

1 Funding:The estimated cost 50,0 per annum
- A feasibility study which includes an investigation of potential funding

sources will beompleted in May 2014

- CF development will support community involvement and develop project
group.

- Independent grant funded project establishedgocceed CF programme
support in by April 2016.

1 Priority: This project will be based on a rangesatcessfuapproaches already
piloted under the Communities First programnide expertise of staff and
volunteers and has been established, and partnersiopking is well developed
The proposed project will combine these proven elements, anddbe
established by April 2016

5.20 TheCaerau and Ely Rediscovering Heritdg®ject (CAER Heritage):
1 Objectives:
- to engage community members in high quality;produced research
into local heritage
- to support community members (especially those who are currently
unemployed) to develop skills through adult education classes and
active involvementn heritage related activitiesand to equighem to
progress taother educationopportunitiesand employment
- to develp a shared understanding of lodaritage whch can
positively influenceengagement witlcurrentcommunity needs and
opportunities.
1 Description: The high profil&®CAER Heritagerojectis a well established
initiativer un by Cardi ff University’s School
in partnership with ACE, local schools and local community groups. It has seen
hundreds of community members engaged in a wide range of heritage related
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activities, includingwo large scale archaeological excavations at Caerau Iron
Age Hill fort (f eat eam)bdIlocaladulhavaatoess | 4 s T
accredited training courses

1 Opportunities are being explored for developing the project further. by

- developing more #ective pathwayd$rom initial engagement into
higher education

- seeking opportunities for heritage based social enterprise
development égdevelopment of filmmmaking services, development
of iron-age related craft activities etc)

1 Funding sourcesThe CAEReritage Project has been funded from a number of
sources thus farincluding £10,00@com the Heritage Lottery Fund for an
engagement project with disadvantaged young peapie by ACE (the Pathway
to the PastProjec). ACE is working in partnership witie University to apply
for substantial additional funding to further develop the project.

1 Potential: The CAER Heritage Projbets providednany important benefits for
the local people who havbeen involved and for the image of the area, and
there is considerable scope for extendingdardiff University have agreed to
include provisionfot he hiring of ACE’s community ¢
ACE management and core costs within future bids

1 Priority: ACE wiltontribute in future as a communilyased partner as and
when opportunities ariseAny pacticalprojectinvolvement is likely tde from
2017 onwards.

5.21 Crowd funding to support community activities:

1 Objective and activitiesACE willnvestigate the possibilities for using social
networking and phone technology to persuade local people to make instant
donations to good causes. Appeals would be disseminated over existing
networks and arrangements made to process donations via credisaardther
means by internet.

1  Targets:An existing campaign to raise money for the valuable and popular
annual Ely Firework Night (which was cancelled in 2013 because of lack of funds)
could be the first appeal to benefit. There is an initial fundraisimget of £3000
to reinstate the event, which the donations could contribute to. An initial
success is likely to generate further local interest.

1 Management:If viable the simple scheme will be set up by ACE staff and
managed with the support of timebanldrnvolunteers and associated community
groups.

1 Priority: High. Thisis alowost, lowr i sk potenti alwillfbgui ck wi
piloted to support the 2014 Ely Firework Night

5.22 Managingthe evolution of grantfunded projects
1 A strategy for continuity and gstainability: It will not be assumed that every
ACE project must be preserved after its initial funding period comes to an end or
that it must stop when funding stops. The longer term potential of each initiative
will be evaluated to identify
- the rangeand quality of the impacts it has
- transferable methodologies
- its manageability
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- synergy with other ACE programmes and
- value for money.
1 The future options:n this way:
- the potential for sustainability and/or ongoing funding will be kept under
way from thetime it starts
- refunded or partly or entirely new activities can be developed in
innovative ways while preserving the most effective and successful aspects
of projects which are coming to an end
- the best aspects of similar or compatible activities whicymot survive
on their own can be combined to create new projects which benefit from
economies of scale and unified management arrangements
- volunteers may be motivated to sustain valuable projects with
substantially reduced funding
- the potential of commuity activities to close the funding gap by
generating their own income can be positively encouraged
1 Evolution into trading venturesACE will be especially alert to community
activities and grant funded projects which have the capacity to evolve into
trading ventures, and will aim to nurture this potential when it emerges:
- grant funded activities can be treated as market research or practical pilots
for later community trading ventures
- the Communities First staff team can contribute to this proceshauit
the complications of business involvement.
. Anexample of evolutiorg thed [ 2 @S |, 2 dzNJ | 2 YhEabovB y (i S NLINR &
approaches to the possibility of losigrm project evolution and sustainability
are already being applied to the fuel poverty and garohenprojects which may
be difficult to preserve if they are each required to stand on their own.
- Objectives:There may be a much more promising future if:
A the two schemes are combined to create a project with unified branding,
marketing and management wihi promotes a better home life
experience for Cardiff residents (an expansion of the present CF
“Community Pride” initiative in EIly
A both projects are diversified to extend the range of potential services they
can provide-with less successfgervices being abandoned in the light of
experience to safeguard more popular elements.
- ServicesSuggested project enhancements, each of which can be
evaluated, include:
A fuel economy equipment sales to the public
A gardening serves extended to homes throaghCardiff and public open
space
A links and contracts with other registered social landlerés in
association with new housing developments currently planned for the
area
A links with timebanking volunteers to support the development of the
business, inading its marketing
Afitting solar panel s -sawngahCiicome own pr
generating measure and showcase for what can be achieved
A provision of solar panel installations to cut energy costs in other
community buildings in return for ACEceaving the feedn tariff
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A possible demonstration or research coatts with energy suppliers
(emulating an earlier contract with Western Power Distribution)

A possible links with recycling initiatives
A Jobs Growth Wales training places
A action research to delop new opportunities.

- Priority: 2017 onwardslnvestigation of these and other possibilities will
be continuous. The proposed integration could begin to take place
towards the end of a thregear funding period.

Community trading

5.23 The Family Shop:
1 Objectives:

- tosellarangeojood qual ity children);s <c¢cl othe
including lowcost goods for families on low incomes, and higher value
refurbisheditems at accessible prices

- to involve volunteers inrappealingecycling project with opportunities
for work experience in retail trading

1  Activities: The project involves operating a retail outlet selling second hand and
newc hi l dren’s goods, based partly on pub
pilot venture coudl be establishedby volunteersat the Our Place community

hub to testarrangements for collecting, cleaning repairing/refurbishing,

marketing and selling to the public. A longer term objective would be to become

established in a conventional retail shomdato create paid employment

(perhaps at manager level).

1 Priority: Medium.

- Thisi s a p ot e n tpilogploject whichcaulklbe witiatet! by
volunteersat the Our Place community hidy early2016

- Feasibility researcand planning would be necemy for a more
substantial projectafter the end of the CF programme. If viable it could be
in operation by December 2016

5.24 ACE Catering:
1 Objectives:
- to establish a catering capwhichiwilly wi th
serve users of the buildingnhd provide a launch pad for other potential
catering services
- if facilities allow providingaccredited catering training, volunteer and
work experience placements and some paid employment in catering.
- to add value to ACE’'s .social and comn
1 ActivitessAbasi c “community caf étheQuaPtacel i ty wi
community hub Once a basic operation is established, ACE will investigate ways
to develop additional services which might include:
- catering for parties and private socetents in theOur Place community
hub
- buffet meals for attendees at training coursegminars etc to improve the
marketability of other ACE trading activities
- an outside catering service
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1 Priority: High, and easily started as a modest internal cafe.

- A café facility involving volunteers will be established ready to operate
after building refurbishment work is completed at the Our Place
community hub. The provisional target date is December 2015.

- Feasibility research will be needed for effectivegvelopingmarketing
and managing any enhancedtering service, which could be operating by
April 2017.

1 Constraints:There are severaatering establishments and around the g and

Caerau area, and it would be essential not to provide unfair (vekrun)

competition to neighbouring businessby selling takeaway food to the puhlic

5.25 ACE Tempingfhis ambitious anthnovativeproposal combines an idea for a
commercial selsupporting business with a compelling social mission tp ledal
residentsinto paidemployment.
1 Objectives:
- The temping agency would aim in particular to secure realistic
employment opportunities for young people
- It would help to make training courses more effective and meet the needs
of the local labour market
1 Possibleapproach Planning is at an early stage but it is envisaged th@te
might simultaneously
- encourage training agenci¢si ncl udi ng A @Eelgerhighr ai ni ng
quality training in areas iddified by local employers
- support unempl oyeldulp’™® ogpd tei wii ttihe s j oWbc h
and job searche@hrough funded programmes such @mmunities Firgt
- work with employers to provide the staffing they need on a commission
basis.
1 Priority: The difficulty of establishing all the elements of this pobjemean thatt
must bea longterm prospect with low priorityDepending on the outcome of
further investigation and the progress of other activities, including ACE training
services, a feasibility study will be carrieat by April 206

5.26 Childcare and nwsery facilities
1 Objectives: Action is needed to addressshortage ofaffordablechildcare in Ely

and Caerau which are demonstrably depriving some residents of the opportunity

to take up training and employment. A favoured option is a possible community

owned and run childcare nursery.
1 Challenges and approaches

- To be affordable for residents and to become sustainable a childcare
venture would almost certainly need to be run in conjunction with training
and other programmes which meet the costs of soméhefavailable
places.

- Nursery provision would also be more likely to survive in association with
other facilities for unemployed people including grdahded projects for
unempl oyed people, training courses i
proposed temping agesy (above).

i Priority and achievability
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- Feasibility researcto explore possible barriers to take up and to develop a
business mdel which can work in the area will completed by January 2017

- Although greatly needed, a project is likely to be expensivetiamet
consuming to set up and could take nyamonths to become sustainable.
This gives it a relatively low priorityie towards the end of a fivgear ACE
programme of developmerih 2018/19—unless resources become
available earlier.

5.27 Other community trading.Further ideas will emerge in time and be brought into the
programme above as appropriat€hey willbe explored and evaluateak resources
allow, along with the following suggestions which have emerged from consultations.
1 Cottage craftsnan: An idea fo a small retail outlet selling horamade goods
and craft works produced by residents will be examined further. Options include
charging a commission for selling work made privately, and feeding the business
with craft and other work produceby groups of trainees or craftwork
enthusiasts.

1 IT services for the third sector providing employment for skilled IT workers

who have passed through ACE training courses, with ACE providing the

management and marketing capacity which individuals.lack

Cycle servicesncluding bike maintenance

Options arising from the Caer Heritage ProjeeACE has powerful partners in

Cardiff University who share an ambition to develop sustainable activities from

the Heritage Project. So far no winning trading ideagenemerged but

investigations will continuelncome generating activities are not expected to

start before 2018.

= =

St t Ay Enowletlge angskills

5.28 The Communities First successor programrttas too early to speculate what the
successor t&Communitieg-irstmight look like. But ACE is keen to take advantage of
its successful delivery of the programme, its reputation for financial competence and
efficiency and it track record as a reliable partner@ardiff Councih any tenders or
negotiations to deliver a future anpioverty programmen the city. It is recognised
that this may look quite different in scope and geography, and that the charity will
need to continue building its governance and management capaxifyalify for a
possiblefuture role supporting programmes elsewhere in Cardiff.

5.29 Contracting to provide dvolved council services:

1 Potential opportunities:Cardiff Councik currently in the processf
restructuring the way it delivers its servicesgdanis likely that there will be a
significant move towards subcontractisgme of themo other agencies. ACE is
keen to explore any options which may emerge in areas where it has developed
expertise—forinstancej n yout h and damiybugporeservies, ser vi
sustainable employment schemes, social facilities for elderly people, and
training.

i ChallengesFuture contracts can be expected in some or all cases to involve
work across the whole of Cardiff, and ACE vedichto evaluate its capayg to
meet requirements as individual opportunities arise. It will certainly want to
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avoid bidding for contracts which it is not adequately equipped for, or which
take it into areas which are not covered by its organisation priorities (Section 4).
1 I/ 9 Qigue sHlling poins: However, in competition with other agencies ACE
would hope to emerge as:
- a strongvoluntary sector contender in terms of its practical experience
and track record
- an organisation uniquely trusted by residents to understand their needs
and ways of working with them which cannot be matched by other
agencies working in the community but based far away
- an organisation witrexisting links with many key public and voluntary
sector agencies working with the community
1 Shaping up to possibilies: ACE will take a number of key steps to ensure that it
is considered seriously if and when it decides to bid for work from the Council or
other public bodies.
- carrying out risk assessments of the potential for delivering Canafifé
services
- establifing partnerships with locally based agencies in other
di sadvantaged parts of Cardiff to
emulated elsewhere
- securing essential qualificatiofugiality standard4o meet contractor
requirements
- training and pilot expeence with preparing tender documents
1 Priority: While the timing of tendering opportunities cannot be predicted, it is
essential that senior ACE staff are urgently geared up with the skills and the
management capacity to compile successful contract [Stefftraining will be
completed by October 2014.

5.30 Delivering taining services

1 Objectives:

- to provide high qualityraining services to voluntary and community
organisations

- to sell the training expertise and contacts built up through work with the
CFprogramme to generate income

1  Activities: ACE will investigate the possibility of providing a wniaeging training
servicewith appropriate accreditatiomnd ACE brandingased on existing skills
andcourse plans. The scope might include:

- high-demandtechnical topics such as food hygiene, and first aid
- community development and voluntary sector governance
- specialisms such as tackling poverty and job readiness.

1 Market: Training activities can be started on a modest pilot basis to test the
market and pacticalities. The ACE name and reputation together with its CF
associations potentially provide access to a significant voluntary sector market in
South Wales. Partnership building within Carddtild also help to secure
training commissions from publiesc t or agenci es who want
successful approach and expertise with other disadvantaged communities in the
city.

1 Resources:

ACE Strategec Plan, June 2014 Page37

e

n

t



- Trainers would include members of stéfibr a limited number of sessions
per year to avoid disruption to core job respmhilities), and specialist
trainers who have helped to deliver CF courses and sessions.

- Training sessions would take place on
proposedOur Plac&eommunityhub) to recycle room rental fees.

- ACE will aim to recruit some trairesfrom among local residents who have
benefited from ts work and who are able to communicate their own
inspirational case studies in a training or seminar environment.

1 Development possibilitiesin the longer term training might be linked to event
managenent— providing comprehensive packages of accommodation, catering
and organisation for conferences and seminars.

1 Priority: Medium.

- Pilot courses could be runnimmgn a small scale the summer 0f2015.

- The target for establishing a fully branded trainsegvice offering courses
across Cardiff and beyond is 2017.

1 Costs:Met from existing resources.

5.31 Consultancywork:

1  Objectives:as for training, above

1 Opportunity and demandit is anticipated that as awareness of the flagship ACE
enterprise becomes knowtinrough the voluntary and public sectors in Wales
and beyond, there will be an emerging demand for the charity to translate its
successful approaches toher disadvantaged communities. Income generating
opportunities will be missed unless it is gearedeaffectively to secure
contracts.

1  Activities: ACE wilinvestigate options for providingonsultancy support to
other organisations based on i&cumulated knowledge and skills in
community development work.

- The remarkable success of its timebanking salemne of the largest in
Britain—is an obvious starting pointith significant potential for ACE to
roll out its unique approach in other communitigspartnership with
Spice

- The progress ac€ommunities Firgbrojects andhe growth ofnon-CF
projectwork, and asset and entprise development initiativeare likelyto
produceotherar eas of mar ket abl e expertise a
grows.

- Successfulisiness planning, organisatiarstructures fundraising,
management and governanege alsogpossible sources of specialist
expertise.

1  The market:In some contexts focusing on selling marketable knowledge and
skillson a consultancy basimeay prove to banore achievable in the medium
term than winning competitive contracts to deliver compreheesservices
across the whole of Cardiff. The charity could effectively become a
subcontractor serving the needs of the main service delivery bodies (aiiitfer
the CountyCouncil or to main service delivery contractors).

i Constraints:The main constraint onndertakingconsultancy work-as
development trusts have often discoveredavill be the demands oseniorstaff
to address challenges within the parent organisation, rather tbaming money
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helping other communitgroups.The advantage for ACE is tlitastarts with a

large and highly skilled CF staff, some of whom may in time be able to share the

workload manageably.

i Target:

- Ad hoc consultancy services subject to staff availability could be provided
from 2015 onwardsn response to invitationfor specific skills (eg
timebanking developmenand community engagement)

- Aformallybranded ACE service marketing its skills will take loagdr
much greater organisational capacityget established. The target is
2018.

5.32 Property development and housingrhe necessary and irrevocable commitment to
secure and develop property in Ely and Caerau for community benefit introduces the
possibility of more ambitious longrm initiatives, including workspace projects and
rented housing schemes. These aighly comgtitive areas of activity hemmed in by
constraints, financial risk and potential problems. But ACE aims to remain alert to
opportunities.A feasibility study will be carried out before the end of 2018.
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6.1

6.2

6.3

6.4

Section 6:Buildinga sound organisation:

Context: Thissection describes the detailed gawance and management
arrangementsvhich have been set up over the course of more than two years to cater
for the complex and demanding work of a sustainabielti-function community
development and social enterprise @gsationwhich isrooted in the area where it
operates.

The approachThe board and staff have been careful at each stage to:

1 secure internal expertise artdke professional advid® meet their needgsee

below)

follow best practice elsewhere in the woitary sector

take steps which are relevant to anticipated need tanich allow flexibility for

unforeseenchanges

1 ensure that they have the capacity to operatach new set of arrangements
effectively before moving ahead.

The result is a solid foundatidar growth anda pace of development which has

equalled earlier aspirations but has been significantly faster than expected.

1
il

The professional advisors:

Nigel Jones, director andice Chair a solicitor with Cardiff solicitors JIMD Law.

Penny Smith, direor —aretired third-sector fundraising manager

Cassie Bodington, director and Chaa formerfinanceadvisor

Shirley David- Finance consultant

Crownford—HR services

MWR Accountants Accountancy services

Cardiff Third Sector Council, Walésoperative Centre, Development Trust

Association Wales professional advisors to the voluntary sector

1 Mel Witherden, ACE Development Advisacommunity development and
social enterprise consultant

= =4 =4 4 -4 -8 -9

Company policiesACE has a full range of writtenmpany policies orequalities,
financial probity and otheissues affecting its responsibilitigss employees users,
members of the publi¢including children and other vulnerable groypsdthe
environment. These have been drawn up following guidanca fpoofessional
advisors.

Governance Arrangements

6.5

Company structureThe ACE “family” of enterprises

1  Theparent organisatior- ACE (Actioin Caerau and Ely) Limited, abbreviated to
“ A C-Bwhich is a company limited by guarantee and a regesd charity.

i Asubsidiary company Firstplace (Cardiff) Limitedwhich is a private company
limited by shares with AGAS the only shareholder. The purpose of Firstplace is
exclusively to manage and deliver tBemmunities Firgbrogramme in West
Cardif with funding from The Welsh Government under contracCardiff
Council
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1  The potential for one or more additional subsidiaries to be set up (with the same
simple structure as Firstplace) in order to manage future trading activities by the
charity, if ard when they are required.

6.6 The benefits of the company structur&he creation in 2014 of the Firstplace
subsidiarycompanycreates an important distinction within the organisation between
the charitable core (ACE) and thmssive resources of the tempora@pmmunities
Firstprogramme. This will be crucial for:

1 providing assurance to the Welsh Government and CCC of the clear financial
separation of CF finances from those of the charity

1 protecting the charity from the poterdily catastrophic financial consequences
of unforeseen problems with CF funding

1 creatinga clearspaceoutside CF where ACE aggnowindependenty - through
securing project funds, developing assets and setting up trading activities

1 enabling ACE to invest its own independent management staff for the first
time —the new part time post of DevelopmentManaget o dr i ve t he <ch
longterm development

1 enabling ACEb be seen as a legitimate recipient of the CF Management Fee for
supplying servicet® CHsuch as financial administration, transport, professional
guidance etc)

6.7 ACE Membership:

1 Local membershipACE (Caerau and Elyais “ commwnetdy company \
membership open tanyindividualwho lives or workén, and any organisation
operating in,Caerau and ENfhere are currentl230signed up members

1 Recruitment policies
- Individuals or organisations wishing to become members of ACE are

required to complete and submit a membership form. ACE and Timeplace
membership has been combined, @t submission of a sitgform

allows access tboth. This ensures an active rather than passi@GE
membership(with most members giving active time to community

projects and receiving timecredits for their efforts)

- Membership of ACE is approvedthg ACE Development Manager (with
full authorisation from the ACE board) following receipt of a fully
completed membership form and on condition that the applicant meets
the requirements for membership as | a
Articles of Assoation.

- A list of members (including contact details, date of birth, date
membership authorised etc) is kept electronically. A list of new members
is presented to the ACE board for information at monthly board meetings.

- There is currently no membershige.

i Roles of membersand benefits of membership ACE members
- receive regular informatioabout ACEservices and mjects
- are automatically signed up to the Timeplace timebank and are supported

to volunteer in local activities and projeatsreturn for timecredits

- have access to the full range of Timeplacs p eoppibrtunities including
services provided by corporate partners and purchasable with timecredits
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- are encouraged to influence the direction of the organisation using the full
range of consultation and engagement methods set out in section 2.9.

- are entitled to attend the ACE Annual General Meeting , to nominate
themselves and/or other members for election on to the ACE board, and
to vote in elections and on other matters arisingfdBMs.

6.8 The role of the ACBoardmembers

1  The members of the ACE board are directors of the company and trustees of the
charity. They are responsible for operating the organisation within the law and
are publically accountable.

1  The board consists oio mae than12 people (11 currently in office). Members
are electedn rotationfor a term of up to three yes at the Annual General
Meeting to provide stability and continuity. (Up to three members may
alternatively be ceopted at other times to serve untihe following AGM.)

i The board meets monthly to
- receive reports from senior staff and subcommittee
- monitorfinancess er vi ce del i very and the char|
- set policy and take major decisions on personnel, financial and project

development issug

1  The board may be supported by netected and norvoting Advisors who are
appointed for their special knowledge or expertise. Advisors ragularly
attend medings of the board and its subcommitteesr attend specific meetings
by invitation.

6.9 Boardmake up and experienceACE policy is to encourage as far as possible a balance
of local residents who are active in the community and others who have specialist
skills and knowledge of value to the charity practice almost allirectors have a
personalassociation with Ely, Caerau and the surrounding area through current or
previous residence or employment. The collective commitment to the organishyion
members who have diverserange ofpersonal backgrounds major strengthfor the
charity. Memberkip in April 2014 consisted of:

1 Cassie Bodington, Chabusiness owner and forméocalcredit union worker
former Caerau resident

Nigel JonesYice Chairsolicitorand former Ely resident

Penny Smith, Treasureretired third-sector fundraising managandvolunteer,

Ely resident

1 Kim Day Member of Timeplace steering group, member of various local

community groups, Ely resident

Ben DineenWales manager for Spice (Timeplace delivery partner)

Cheryl HughesChair or Ely Community Mothers, Ely resident

Nicola HughesCEO Dusty Forge Youth Centre

Dawn Mannay Lecturer in Social Sciences, Cardiff UniverEily resident

Sue LeaderChair of Ely PACT (Police and Communities Together) meetings,

bedroom tax campaigner, Ely resident

WS I Keefg 8t D ahuictdWasdenCChair of Ely Wheelies, Caerau resident

Peter Sullivan Leader of Ely Garden Villagers, Ely resident

il
il
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6.10 Board training and development:
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1 Prospective board members are provided with information about the
organisation and the opportunity fqgrersonal discussion with a senior member
of staff.

1 New members automatically receive an extensive membership pack (including
the articles of association, copies of key policy documents, accounts and
companyreports a gui de t o membdtegandhaod es and
personal interview with the Bvelopment Manager

1 It is a responsibility of aflirectorsto help new members to become involved as
quickly as possible byhaweringtheir questions and making board discussions as
understandable and acceabte as possible.

1  AnACHEAnnual Review Dawcludesopportunitiesfor directors to work with
staff, andlearn more &out the organisation and their duties as directors.

6.11 The relationship with Firstplace (Cardiff) Limited@he relationship between ACE and
its subsidiary company Firstplace is formalised detiledand evolvingvritten
Partnaship Agreement whickets out
1 governance arrangements the shared objectives of the two companies,

recognition of their individugpriorities, the respective roles and responsibilities
of the two company boards etc
1  management arrangementbetween the ACE Development Manager and the

Firstplace CF Cluster Manageheir separate roles, joint working, formal and

informal meetings, mutulesupport

personnel arrangements$or staff who have jobs in both companies

the requirement to harmonisecompany policies, procedures and practices as

far as possible, particularly the -@vdination of financial and office

administration for efficient workig

1 provision for troubleshootingif problems arise.

= =

6.12 Board subcommitteesThe ACE Board has the power to delegate activities and
decisionmaking to formally established sabmmittees subject to requirements for
regular reporting and the Boatslauthorityto alter or rescind the arrangements.
Subcommitteesnay include paid staff and neglected board Advisors. THisxible
facility is used currently for:

1 a permanent Finance subcommittésee below)
1 ad hoc appointment panels for recruiting certain seni@ffst
1 task and finish groupsegfor work preparing the Strategic Plan.

6.13 Board meetings and reports:
1  Attendance:The ACE board meets monthly throughout the year. Attendance
includes
- Board members and Board Advisors
- The Development Manager, the CF Clustenbtger, the Development
Advisor
- Members of staff and outside organisatibig specificinvitation to inform
members about their work or outside activities (especially to help
directors to reach policy decisions).
1 Reports:Reports and papers considered at bdaneetings include:
- previous minutes with monitored action points
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- the ManagersReport prepared jointly by the Development manager and
Cluster Manager to report progress, raise issues for discussion, and make
recommendations for policy decisions

- financereport with balance sheet and income and expenditure report.

- other papers for information or decision making.

Operational managemenérrangements

614 ¢ KS 5S@St2LIYSyd alyl3aISNDa NRtSY
1 Status:The Development Manager role was established as a part time post, with
the clear objective of upgrading it to a full time position as soofir@snces

allow. It is an important first step in the proces$ establishing ACE as a

sustainable enterprise.

1 Fundng the role

- The Development Manages currently funded unde€ommunities First
management fee arrangements. In the short termsihoped to increase
resourcedor the postusing grant funding secured foore management
costs.See also Section 7 onhaeving financial sustainability.

- In the longer term the post will be funded from a flexible combination of
management fees fotontracts and projectsentals, andther earned
income

- ACE aims to pursue grants to close the funding gap between the pgiresen
part time job and a fultime post. This funding, which might be on a
tapering basis, is seen as an interim arrangement. Theaj@adhieving a
seltsupporting post will remain paramourfResources for longer term
development are considered furtherinte “ Looki ng f or war d”
below.

- In order to provide stability and security for the post holder and maintain
the position through times of possible financial constraints, the
management role could be tnmamgedat ar i | vy
proeccwor Kk in one of ACE’'s grant funded

1  The twin challengeThe two main objecties of the job are defined as:

- helping tobuild the capacity of individuals and groupghe community so
that they can influencéhe pace and direction of regeneratipand

- diversifying income sources aadcelerating the pace of income
generationto fund the work of the charity

Summary ofY' | y 3 S NIAifull jol derption is provided Appendix 4.

Important tasks include:

- planning and securing resources for commity development projects
which meet the needs of local people

- securing building assets to accommodate ACE activities and generate
income

- pursuing opportunities for contracts and other income generating
community projects

- working with and supporting the AABoar¢the CF Cluster Manager and
other partners in the community, voluntary and public sectors to ensure
the chari tayedsliveeedj ecti ves

- providing senior level managemeand/or monitoring for ACE projects

ACE Strategec Plan, June 2014 Page44



- overseengthe effective administratiorof the charity, including financial
and personnel management, promotion and evaluation arrangements.

6.15 Financial management anddministration: The Development Manager will be
supported by experienced part time staff who have transferred partly or wholly fro
roles withCommunities FirsfThe posts and current hours are:

1  Office Manager:q hoursper week)Overseeing effective administration
procedures

1 FinanceOfficer(2 days per week) [duties?] The Finance Manager will oversee
the separate accounting arrangements for ACE and Firstplace in a standardise
format.

6.16 Project management arrangements:t i s essential for ACE’ s

financial survival to set up new grafhinded projects as quickly as possible. But doing

so will create an eveincreasing management burden for the Development Manager

who will be ultimately responsible for personnel, service delivery, finance and

reporting etcfor every new activitySafety neasures will include:

1 adjusting the pace of developmesito a rate which is safe andanageable

1 arranging a system of “early warning al
of difficulties before they arise and to avaerloadng staffand harming
management standards

1 clarifying the Boar d’tlsestaffdrsopghthisi bi | i ty f
transitionalstage

1  ongoing fundraising for additional development staff time

6.17 Management supportThe Board recognises the size of the challenges facing the
Develpment Manager with very limited additional staff resoureesspecially while
the position is part time-andis strongly committed to providing support to make
progress more achievable. This includes:

1 requiring snooth and effective communication and cditaration with the

Firstplace Cluster Manager and other CF project staff

providing sensitivesupervision and support through the Chair

providing guidance and practical help throuije Development Advisor

consultancy

1 agreeingealistic and practical objestes and achievable targetgth the
Development Manager

1 developingworkingrelationships withBoardmembers and other volunteers to
sharethe workload where possible.

T
il

6.18 Personnel management:

1 Communities First employee&:he creation of Firstplace in 2014 has involved
the formal transfer of all CF staffom ACEAction inCaerau and Ely) Limited to
become employees of Firstplace (Cardiff) Limitetlie to come inteeffect in
the summer of 2014The continuity of their eployment is recognised. This was
carried out with the full approval of staff affected. No other employment
arrangements have been affected.

i Staff supervisionEstablished arrangements for staff supervision which have
worked successfully in the past haveen retained.

ACE Strategec Plan, June 2014 Page45



- The Development Manager will be supervised by the ACE Chair
- Supervision for other members of the ACE staff will continue to be
provided by Firstplace Cluster Manager liaising with the Development

Manager.

Financial management and administrian

6.19 Financial record keepindRigorous systems have been designed for administering
Communities Firdiunding, and these have passed due diligence scrutingdrgiff
Council Identical policies androcedures have been established AgHor its

separatefunding arrangements.

1  Sage AccountACE finances will be managed in parallel with CF by the same

SageAccountssystem.

1 purchases and receipts documentatiosupporting documentation is filed in

reference order

1 bank accounts and petty casfre reconciled monthlyand all supporting

documentation and receiptarefiled and retained

1 fixed assetosting more than £250 are documented in detail, and recorded in

the annual accounts.

1 income:it will probably be necessary in due course to adopt a new credit control

systems to manage earned income.

6.20 Monitoring and reporting

1  TheFinanceSubcommittee The Finance Officer prepares draft management

accounts for a monthly meeting of the Finar@eltommitteewhose

membership includes the Treasurer, at least one other board member, the
Development Manager, Firstplace Cluster Manager and the Development
Advisor. Thalraft report isscrutinised and current finance issues discussed.

Recommendations foraiion by the staff may be made at this stage
1 Reportstotheboard The Fi nance Officer’

S

repor:t

presents information itemised separately fGF Firstplacé and ACE, including:
- a simplifiedmonthly balance shedhot includingfixed assets), and a table
showing changes n A @Ecureent assetsfigure (ie reservespver

recent months
- the income and expenditure accoufar the past month

- explanatory notes about key financial movements, grant income and

major purchases.

1  Annual accountsPreliminary annual accounts are prepared by the Finance
Officer for the accountanttWR Accountantd=inal accounts are adopted by

the Board and presented to the Annual General Meeting.

6.21 Financial safeguarddhe systems forash handling, banking, record keeping, filing

and reportingof financial information follovstandards recommended lijie

consultant financial advisor and approved (in the cas€@mhmunities Firgtby Cardiff

Councilaudit staff.

6.22 Reserves policyACE aim#o build reserves sufficient to meet the redundancy
entitlement of existing staff (inherited from their employment with CF) and operating
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costs for a period of four to six montM&CE is working towards a nomitaiget
figure of £50,000-significantly moe than the current finacial reserves of under
£20,000.Theevolution of thispolicy will be kept under review.

Looking forward

6.23 Building capacityThere a many planning issues which cannot be realistically
addressed immediately and which will form thadis for ongoing work by the Board
leading to an updated version of the Strategic Plan in the course of the next 12 to 24
months.These include
1 risk assessment
1 income generation to support a full time management p@se section 7)

1  the end ofCommunities Firsfie the inevitable upheavals to management,
staffing and funding arrangements when t@®@mmunities Firgbrogramme is
either wound down or replaced with a successor initiative)

1 partnership development

1  the leadership succession

6.24 The risk @sessment:

1 A preliminary assessment has been carried out to highlight possible
management challenges and identify potential action to avert or ameliorate
them (see Appendix 5).

1 It is proposed that a more thoroughevi ew of ACE’ s ri sk man.
will be carried outas part of a future governance and management planning.

The aim will be to establish a Risk Management Policy, formalise procedures
currently undertaken and identifsnore clearlyareas where riskctivities could
be strengthened.

6.25 Supporting the post of Development Manager:

1  The long term objectivas to fund core management and administration
functions in ACE from multiple sources which,wdlla significant extentinclude
management fees for mning grant funded projects and contracthis
approach to sustainability is explained in detail in Section 7.

1  The likely end of Communities Firgt 2016 however, imposes massive
pressures on fundraising targets and the pace of project developmerduld c
lead to a damaging hiatus when management time is reducetavelopment
work slows to a snail’s pace for a whil

1 Funding for core managementosts It is intended that grant applicationsill
be made to covepart of the cost of employing the Devmiment Manager for
an initial period olup tothree years.

6.26 Business management:
1  The needWhile the Development ManageroveasACE" s wor k as a w
concentrates on raising grant funding for community activitibeyé will be an
increasing need for a senior member of staff with tieéevantexperience to
developng good business practice in ACE and drigorgmercial income
generation
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1  TheBusiness Development Managmst: It is proposed that the post of
“BusiDee®$ opment Man a @esodhasvwgramtfundingecancr eat e
be securegalthough the end of the CF programme in 2016 provides a
potentially critical deadline
1 Functionsof the postwill include:
- helping to prepare bids secure public sector contcts for delivering
services beyond Ely and Caerau
- initial evaluation of business ideas, and securing feasibility studies for
future business development
- supporting the establishment of new trading ventures, includiiging
start up capital for equipmenpremises and staff, and seed funding for
smallscale pilots
- ensuring effective management is in place for all income generation
activities
- supportng the Development Manager to carry out routibesinessand
financialmonitoring

6.27 Managing ACE after Commities First The impulse behind the Strategic Plan is, in
effect, the need to manage the impact of the closure of @@mmunities First
programme when it eventually happens. However, there are some detailed issues
related to resources which deserve specdttention.

1  The workforce:lt is extremely unlikely that ACE will be able to retain the entire
CF workforce when the programneads In this situation:

- ACE will want to findontinuing or alternative workvithin the ACE family
of companiedor as many CEmployees apossibé, perhaps under
successor contracts for similar types of work if these can be secured.

- ACEBwill nottake any steps whicput the sustainability of the parent
charity at risk. &ff are aware that there can be mmmitmentin
advanceto preserveany individual posts.

1  Accommodation:The closure of the CF programme will aladically change
ACE’' s needs for premises. Securing owne
future operations can be based will significantly control overheadd,give the
charity a greater chance of surviveCF income for management fees and
overheads are reduced or disappear. This will also put pressure on the charity to
be especially efficient in the use of space and rental income opportunities.

1 Contracting: While planning for the potential closure of CF, ACE must also be
optimistic that its expertise, facilities, approach and governance structures will
be of value for othegovernment programmes. It will start immediately to
develop the skills and capacity bid competitively for contract work in forms
required by its potential future customers.

1 Other preparation:ACE staff and directors will remain on high alert for any
indications of change to central and local government policie€@mmunities
Firstand other social programmeso that appropriate steps can be taken

6.28 Partnership working
i Objectives and benefits
- ACHs committed to workingvorks withother organisations to deliver
projects and activities where there are shared organisational values and
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objectives and where the pooling of skills and expertise can bring benefits
for Ely and Caerau.

- Partnerships are formed and sustained through formal forums such as the
South West Neighbourhood Partnership Team and the Local Learning
Board.

- Other partneaships develop around the deliveof specific projectseg
deliveryd tWaem ahd Well anti-fuel poverty project with Severn
Wye Energy Agency).

Current partners

- CardiffCountyCouncil

- Welsh Government

- Spice

- Severn Wye Energy Agency

- Cardiff and Val€itizens Advice Bureau

- Cardiff University

- Countryside Council for Wales (CCW)

- Glyn Derw and Michaelston Federated Schools

- St David’ s College

- Cardiff and Vale College

- Cardiff Public Health Team

- South Wales Police

- Careers Wales

- Jobcentre Plus

- Ely Mill Develpment

- Wales and West Housing Association

- Wales Coproduction Network

Building future partnerstips. ACE i&een to build further partnerships where

they might assist in the delivery of key objectives. There is a particular urgency

to build constructivdinks in the private sector, sk which the organisation has

struggled wih up to now Efforts will be made, led by the ACE Development

Manager, with support from the CF Enterprise Officer, to build links in the

following areas:

- Local small and medium sizbdsinesses

- Large local businesses (including retailers, major housing developers etc)

- Community organisations across Cardiff with similar aims and objectives to
ACE

6.29 Leadership succession

T

The challengeACE is set to benefit significantly from having two highly
competent senior managers in complementary roles (The Development
Manager, and the CF Cluster Manager) who have worked together well over
many years. While this reduces many of the risks experebyecommunity

based organisations which become dangerously dependent on a single
committed leader, the ACE/Firstplace structure poses other potential risks which
need to be evaluated and addresseceithermanager was to leave and be
replaced, it may b@npossible to replicate the existing-cperative

arrangement, and damage to both the parent and the subsidiary company could
result.
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1 Future action:The Board will consider the situation in the course of future
management reviews when the new post of Dieygnent Manager has properly
bedded in. They will aim to identify options and contingencies under the existing
Partnership Agreement should either post holder leave.

1 Board leadershipThe board also benefits from the strong leadership of an
effective Chaiand a welinformed and supportive Vice Chair. Even so, there are
advantages to discussing the implications of future changes as a part of future
management reviews to ensure that any change in leadership can be achieved
with minimum adverse effects.
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Section 7:Towards financial sustainability

7.1 ContentsThi s section describes the Board’s
additional income will be raised to develop the charity

The sustainabilitystrategy

7.2 Sustainability objectivesACEhasadopted best voluntary sector practice in planning
for its longterm financial security. This approach includes a realistic and pragmatic
approach in which:

il
1

it aims to maximise earned income,

it does not assume that it needs to become an entirely-seffportingbusiness
enterprise without any grant supparbut sets realistic targets for progressively
reducing grant dependency

the key goal is0 ensure that its core operati®+ maintaining the capacity to
generate community projects antb operate community cente facilities— will
alwaysbe ableto survive times of funding drought; it will do sy

- depending primarily on earned inconiees, rents, contracts etc)

- using grantsvherever possible tareateadditionalopportunities

above allsecurity is achievedybdevelopingdiversemultiple funding streams
and at all times avoiding dependency on any single funding source or any single
type of income.

7.3 ChallengesThe Board recognise that the ACE is at the start of a process to establish
the longterm sustainabiliy of theorganisation and its activities.

1

T

ACE has been established to tadkige existingocial and economic problems

which have largely defeated earliefforts.

Relative to the size of the population, there is a serious dearth of general

purpose commuity facilities which are commonly the foundation of community

development activity.

ACE itself does not have its own premises, igdffice space is severely limited.

This inhibits any immediate opportunities for generating rental income and

developing ecial enterprise activities.

The Boardecogniseshat securing revenuand capital grantgs astarting point

for developing services and expanding its capaaiiyt ameans forachieving

longterm security

It is clear thasubstantial ballenges rema to:

- plan for and effectively managhe opportunities for increasingncome
from a range of sources

- acquire fundand successfully develop property assets

- developsystemsand skillfor letting, managingand maintaining property
assets

- continuouslygenerateearned income andttract fresh gransin a way
which allows paid posts to continue wherever possible after the end of
each funding period, including making flexible arrangements to scale down
working hours and restructure jobs.
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- to use existinglslls in working with community volunteers to involve them
more comprehensively in supporting ACE and Hsdase projects
- to develop a paid staff team with the capacity to increase inceeaing
activities without adversely affecting community developmork or
creating an unsustainable funding burden
- to manage the inevitable contraction and probable dissolution of the
Communities Firgorogramme and the Firstplace staff team while
mi ni mising adverse effects on eACE’ s i
programme

7.4 5XA OSNEA TR A Y Surtesc th€@cdmpbneriisATEill aim to diversify types

of income as much as possible. These multiple sources will include:

1 Community projects anagnanagement feegat 10%wherever possible A
crucial consideratioim establishing any new grasaided community project in
future wild/ be whether the funder is pr
providing, accommodating, managing and administering it. The combined value
of feesfrom all projectswill be essentiator funding core posts-including that
of Development Manager.

1  Asset development and managemeand the Community HUbACE aims to
secure premises for the development of community hub activities in Ely as an
immediate priority.By acquiring and develapy building assetACE will aim to
gradually increase earned incoraad reduce costs through
- hire fees—for sessional community use by local groups and organisations

providing services to the community

- permanent room rentsfor voluntary sector and suitable business tenants

- hot desking— someoffice spacecanbe made available for renting
individual desks, phones and broadband connectiqasticularly as part
of initiatives to promote local enterprise

- accommodation for ACHiti atives —allowing the rental element of grants
to be retained

- reducing its own longterm rent costs

1 Gontract work: ACE will aim to replace grant funding (eg for the CF programme)
with business contracts as described in SectiereSpecially contras which
recognise its right to control its own resources and generate surpluses

1 Developing social enterprise services:

- ACE is at an early stage in establishing commioaised trading activities
Some ideas have been researched are ready to gostffdin co
ordination withCommunities Fir§thave alreadget about building up the
in-house expertise and a menu of potentially viable projects from which to
selecttrading ideas for further analysis and feasibility studies.

- Although tradng profits ardikely to be a longvay off, the crucial
importance of these developments is that they are helping to create the
business mineget within ACE which will be essential for a sustainable
future.

- New social enterprises will be expected to make meet a fairesbfr
overhead costs as early as possible. Their contributions to rents, heating
and |ighting etc wil/l make a signific
sustainability long before there are signs of trading profits.
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- Small levels of earned income may sometinmeake a difference between
the failure and the survival of a project, sbarges will be made for
services wherever it is appropriate and fair to do so.

- The practice ofising surpluses from one project to prop up another which
is losing monejys a recipe for bringing down bothr@dssubsidisinid CE "’ s
activities will be kept to m absoluteminimum.

1 Shared resourcesnd economies of scal&he impact of ranycosts—such as
office equipment admin staff, power, rates, and professional feesrheads—

can bereduced if they are shared by several project activities opegat the

same location. Costs can also be shared between ACE deddtgsand

communityusers Soitis likelytobe n t he charity’s interes

developrent to foster as muckmew activity as possiblgrovided the

implicationsof sustainingndividual grarifunded activiteswhen their funding

endsare also borne in mind.

Theimportance of grant-funded projects

7.5 Towards a rolling programme of project may seem contradictory to argue that
grant fundingandshot er m pr oj ect s ar eterm sustanabity. al t o /
But developing a succession of new projects over the coming yeamnal a crucial
difference to the strength othe charityin avariety ofways:

1 Direct incomeand free resurces Projects will providenanagement fes and
economiesas describd above Grant funded projects are virtually the only
source of income at present. Sergerating management fees will be critical in
the ealy stages for building and retaining core management resources and
creating modest financial reserves

1 Qreating opportunities, not dependencyACE will ainbto managegrant funded
activities creativelygo that theysuccessivelgreatefresh opportunitieqrather
than static projects which require lotgrm funding. For example
- trading opportunities: some community projects will have the capacity to

spin off modest community trading activities to earn income which offsets
costs and, occasionally, to prdei the foundations for more substantial
social enterprise ventures (eg the proposed Gardening Project)

- new directions: successful projects vatbduce their own evidence of new
needs, opportunities for enhancement, models for dissemination etc (as
has hapened with the present Timebanking project)

1  Successful innovation-by continuing to build omnovative approaches
established withCommunities FirstThe Community Voice project and

timebanking
1 Building! / Or&patation:Successful projects which he
charitableobjectives and create innovatiomi | | bui | deputahoeasc har i t-

an effective community development body which other ageneied funders
can invest irwith confidence.

1  TenanciesNewcommurity projectsare potential tenants for ACE premises,
enabling more project income to be retained in the form of rents

i Avolunteering resourceACE strongvolunteering basdas the potential to
make a significant contribution to sustainability. With gapdality management
volunteers will be available to help
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- support some funded projects after the grant period eraisd launch new
social enterprise activity
- reduce the costsof running premises
- fill staffing temporary staffing gaps amelp ACE to surviveuring
financially lean periods.
1 Strength in numbersWith a broad range of activitiesyen if some projects
cannot be sustained, there is a good chance that others will survive and continue
to meetcore costs.
1 Expertise Diversifying the number and typs projects willincrease the range
of staff skills available to support and develop the organisation.

Earned income

7.6

7.7

The earned income targetACE aims to be generating at least 50% of its resources in
the form of earned income within five yearBhepace of growth is hard to predict

andthe balance between grant funding and trading income will depend on
circumstances beyond ACE’'s control such
public bodiesSo the target will be kept under revie®yven soit will have a symbolic
significance and is both worthwhile and potentially achievable.

Markets and piorities: The services and activities identified in Section 5 indicate the
commitment which ACE has made to reducing its dependency on grants over time and
generating significant levels of earned income. The main components of this strategy
will be:

1  Asset developmentThe ownership of premises will give ACE its best chance to
achieve financial surplusesprimarily by charging users rents and hire fees and
by eliminating its own expenditure on rent. This route is essential for long term
survival.

1 Contract incomeReplacing grants with contracts will put ACE on a stronger
business footing, provide more flexibility and encage entrepreneurial
attitudes. Custmers will beCardiff Counciéind other agencieshis market is
also likely to be critical.

1 Commercial service?ublic bodies and businesses are likely to be the largest
customers for other income generation projects (such as trairangd,
employment serices). Both these and contract work are likely to compel hCE
pursuemarkets across the whole of Cardiff.

Community trading:Sellng services (eg gardening, energjated products and

a ¢

services, catering) to local people will add greatly to the divesfit he char i ty’

work. Demands on management to-oodinate a growing number of different

activities may not be sustainable in the long time, and it is highly likely that ACE

will fairly quicklyneed to:

- broaden its markets to include the rest Gardiff, and specifically in some
cases the more affluent areas in the north of the city

- refine its “products
which there are demonstrable market opportunities; the very large
number of possiblactivities which are under consideration at present will
off plenty to choose from, and it will be necessary to resist the temptation
to retain unprofitable lines simply because they are socially desirable
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7.8 Trading structuresand tax

T

T

Most income generatin will involve the sale of services which are recognisably
charitable, and they will beligible forcorporation tax relief.

However the introduction of contracting arrangements will probably require ACE
to register under VAT regulations. Professionatignce and advance planning

will be necessaryas this change has implications for pricing policies.
Noncharitable trading activities mighteed to be undertakein due courséy a
subsidiary trading companyfirstplace Limited could be used for this pose.)
Ther e seems |sicorgotaton taxistatks while incAniztevels for

this type of trade remain low. But marginal and hard to managkerprisecould
pose a threat to ACE’'s core assets i

ACE Strategec Plan, June 2014 Page55

f



Section 8:A Marketing and Promotion Strategy

A new approach

8.1 Components of the strategyThis section describes:

1  the need for a marketing and promotion strategy

1  the distinct groups of people and organisatieh h e “ mawhicleACE ”
needs to reach

1  the messages which ACE wants to communicate tedffferent markets

i the means of communication it will use to do so

1 how different types of promotional activity will start to be monitored so that its
effectiveness can be assessed and future policies adjusted accordingly.

8.2 The ontext: ACE actively promotes its activities through a variety of media, and is
invariably successful at reaching large numbers of local residents with information
about Communities Firsbpportunities, courses and events. The demands of
developing a sustainablerganisation with new projects, funders and income
generating activities, however, require a more consistently targeted approach. The
strategy for marketing and promotion is a means to increase and focus effort, and a
tool for measuring how effective it.is

8.3 Whatd Y I NJ?$hié tneéssages which ACE needs to communicate at any time
depend mainly on who it is talking td:he more these groups are distinguished in
practice, the clearer the information they receive will be. Térget audiences for ACE
promotionsinclude the following:

1 Residents of Ely and Caerain their various roles as customers, service users,
volunteers and members

1 Potential inders

1 Politicians and other influential supporters

1 Existing and potential partneend customersn the public and voluntary
sectors

1  The business community

1  The wider social enterprise sector

The ACE message

8.4 WhatmessagesACE’' s resourcefulness, the broad
i mpressive track record give t lguwselilgar ity
poi nt” i n mbuta&fenkeypoigts vihiehrappdy t@ach of thesalifferent

markets. The positive messages include
1  ACE is communigased and community led, it has a strong local membership
and local staff and board memberis nmeans it
- isresponsive toand bases its activities olocal needs
- istrusted by local residents
- is accessible anapproachable in ways which large national agencies and
governmental bodies are not
1  ACHSs independent, which means it
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- is non partypolitical
- can beflexible,innovative and experimental
- can support campaigns on behalf of residents
- is aspiring to be entrepreneurial and ultimately salfpporting
1  ACE has a track record for employing staff, managing large budgets and
delivering successf projects, and it is responsible for one of the largest time
banking schemes in Britain. This means it can be
- a reliable and effective partner for other agencies such as schools,
universities, local and central government bodies
- a sound organisation teeceive and manage grant funding
- a source of expertise for other voluntary sector organisations

8.5 Targeting the message3he Marketing and Promotion Strategy will aim to enhance
the effectiveness of the charity and its prospects for future developmentdapiming
better at matching these opportunities to the people who need to hear about them.

8.6 Local residentsEly and Caerau residerdad community groupwiill be targeted as at
present on several fronts
1  toinform them aboutCommunities Firsgenerally ad the specificourses,
groups, events andpportunities provided byJFand other ACE projects
1  to encourage them tdbecomevolunteer imebank members and membeo$
ACE and to use their memberships constructively
1  to engage them in local consultatiorcgmpaigns etc
1  to receiveorganisational guidance and support
8.7 Custorrers: When residents and groups are also customerthetrading activities
andservicesvhich ACE hopes to providenhiring meeting and office space, gardening
services cateringetc — entirely newcommercially orienteanechanisms will be
needed to advertisesvhat s on offer, including
i availability andhe benefits
1 service quality in particular, and the features whiohke ACE stand out from
the rest
T ACE’ s experi enc aichipatentillcystoraens &lse®@le®e may e w
unaware of, and how this experience can be adapted to different circumstances
in other areas

8.8 Potential fundersand supporters

1  Thisis an importar@udiencewho will be better targeted in future using the
AnnualReport, literature and reports prepared for the purpose gatsonal
contactsin particular The main messages will be abéuC Epassionproven
organisational capacity, the effectiveness of its engagement with the
community, its commitment to ceproductive values and approacheand its
ability to deliver measurable results.

i The message to politicians may need add
and independence.

8.9 Potential partnerssFuturesuccess will depend very heavil
with large and powerful bodies includit@ardiff Councileducational institutions and
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agencies delivering government programmes. The charity will need to overcome

prejudices against the voluntary sector, and to persuade officers working at a strategic

level that it is as clever at engaging with them as it is engaging with members of the

Ely and Caerau communifyhis will involve:

1 detailedpersonal contacts

1 a clear understanding aftrategic issuesand the flexibility to respontb the
needs of partners

9 awellprepared case showing that outside b
are to deliver programmes successfully to the local community.

8.10 The business communitACE’' s appeal to businesses will
forms of mutual seHnterest—as trading partners, as training providers, potentially as
tenants etc.The message will focus @reativity,trust and reliability.

8.11 The wider voluntary sectorttseeans i nevi t abl e as ACE’ S succe
organisations will want to learn from the charity. ACE may have the option of hosting
visits to Ely as an inconggenerating opportunity- whichwill involve promotions to a
much wider national audience through woltary sector and social enterprise
networks and publications.

Communication

8.12 Managementand resourcesACE already makes use of a range of communications
media. To be successful in future it will aim to manage its communications in a more
focused way.Resources are available to help with this.
1  the Community Involvement PlagCIP)or the CF programme provides a solid
basis for marketing ACE services to the local commumitizhof it will be
rel evant -Clcomnilifty services n
1  funding: Finance igurrently available through CF to deliver the CIP. Used
judiciously it wildl meet most of ACE’ s
1 staffing:

- The appointment of a CF Communications Officer in 2014 creates the
opportunity for a more thorough and systematic approach to
communicatingAE’ s activities to the |l ocal ¢
projects which are not funded as part of the CF prograntmeoffer
learning, health or employment benefits.

- The Communications Officer will create the opportunity for the
effectiveness of some A@EEomotions work to be monitored and
evaluated for the first time.

1 management:Thebrief of the recently appointe®evelopment Manager
includesresponsibility for overseeing the ACE promotions generally

8.13 Leaflet distribution: The large populatiorcompact nature of the Ely and Caerau areas
and the availability of volunteer heipean that leaflet distribution istill a cost
effective means of disseminating information about important community events and
other areawide activities. Poster advertigg in public buildings can be used in
association with leaflets.
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8.14 Word of mouthand public visibility:

T

1 / 9 Q& NPAfdzlelri Ay2eyat s of positive response
word of mouth is identified as the most effective means for promotingvacts

to residents.Clearly, existing approaches to community engagement, high

standards of project management and quality control will continue to be critical.

Street level premisesThemoveby CF staff in 201#om impenetrable first floor
officesinEy Housing Of fi cefhtow sae inpQardiffni nent “ f
Council’s Il andmark Ely Community Hub bu
on Cowbridge Roadith its own car parkwill be a major boost for accessibility

by the public. The Hub will raisewar eness of ACE’' s exi sten
meeting rooms will make it possible to residents to meet staff.

New community facilitiesACE’ s pl ans t o est abned sh 1its
h u b "leading ompurchasing a building tprovide a multipurpose commuity

centre will be used to establish the independent identity of the core charity

separate from government funded CF activities. (It will of course also create new

needs for the promotion of the centre and its community resources.)

The Community AmbassadsProjectis designed specifically to spread

information about opportunities with ACE by word of mouth.

Streetaceensurestmt ACE st af f amgaging rew parti@apands a b o u't
in key projects.

8.15 & D NJ LISATE Wugstspadtunded by CFj the quaterly Ely and Caerau
community newslettet Gr ap evi ne” -generatgu aobtentlnsfuiures e | f

T

T

the Communications Officer will help to monitor the impact of articles and
advertising and ensure that the best possible use is made dffthee

greater ug will be made of inspirational case studies of local people who have
benefited f amotheAgods nesvs stoaas k

publicity will include information about how residents and other local can
contribute to the charity as members and volunteersreémforce the message

of community ownership

the extension of “Grapevine” into Fairw
advertising opportunities

ACE will aim to retain local good will by giving recognition to the work which
other community groups ardoing

careful consideration will be given in advance to securing alternative funding for
Grapevine after the end of thEommunities Firgprogramme

8.16 Conventional news mediaErom the spring of 2014 ACE will operate a policy of
sending at least one presslease every month to all local news media. Topics
publicised will be aimed at raising awareness of CF and other community activities and
raising ACE’ profile among decision maker :

8.17 Social mediaACE hawell-used and Facebook afdvitter pages anavebsite anda
CF web site. Steps will be taken to:

1
1

continue to enhance scope of information provided and the benefits for users
refining distinctions between ACE’'s gov
chari ty’ s davelogmneepta a ldcaldmmunity development

organisation and aspiring social enterprise
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1 explore opportunities to use social media to fundraise locally for community
activities—eg for the annual firework display which was cancelled for funding
reasons in 2013

1 advertise new opportunities offered by future social enterprise trading activities.

8.18 Facing the competitionAs the only generic community development organisation in
Ely and Caerau providing services for all sections of the community, including all age
groups andvaried levels of ability, ACE faces relatively limited competition. What
there isdoes not need to be a threat.

1 A strong commitment to partnership working means that ACE is already working
closely with many other locallyased community organisations.

1  Themain competition for contracts and funding for local projects is likely to
come from a small number of national charities with a local presereg Save
the Children and Barnardog/hile ACE cannot match their organisational clout
and established reputains, it can offer commissioning bodies an existing and
uniquely successful working relationship with most potential recipients of
community services.

1 Resources for preparing tenders and grant applicatizange until now been
weaker than those gbotential competitors. ButACE is committed to developing
its capacity and expertise in this area through trainiegyuiting expert
volunteer support and building experience through practice (see the Fundraising
Strategy, Section 10).

8.19 Raising the flagACE will raise national awarenesstsfpioneering work and flagship

role in Wales by:

1 maintaining membership of selected national bodies

1 attending and contributing to conferences and seminars held by leading
voluntary sector bodies in Wales and the UK

1 continuing to develop personal contacts with key decision makers in local and
central government and funding bodies

1 involving beneficiaries of the charity in presenting personal case studies to these
audiences

1 disseminating informatiomationally about its ofectives,progressand case
studiesthrough the Annual Report, its web site, contributions to consultations
etc

8.20 actively creating opportunities to host visits by other voluntary sector organisations
and decision makers; in due course this will include a standard presentation by a
senior employee, and tour of activities and meetings with volunteers, directors and
staff to hear inspirational case studiedor which standard fee will be charged to
defraythe costs of hospitality and staff time.

8.21 Other promotionalchallenges:
1 Is it ACE or Communities FirdEdr some residentd C E’ s laclsclargye
Because ofdellreat e and established association
delivery of theCommunities Firgrogramme(which is on the whole a necessary
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and positive feature for publicity) it is sometimes regarded as a guasi

government agencyn future t will be necessary to progressively build the

distinction between itgunction asthe body which manages @Rd its evolving
function as an independent charity whichowned and run by and for the
community It may take the eventual disappearance of CF to fully aehias

image change.

1 Promotingservicesin other parts of Cardiffif opportunities arise in future for

ACE to secure contracts for delivering services outside the West Cardiff area it

will be necessary to:

- develop new tools to promote these activities metnew areas, and to
ensure that the resources are available (through funding arrangements) to
do so

- refine its image as a local Ely and Caerau organisation which for reasons of
sustainability needs to operate in a large marketplace.
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Section 9:Monitoring andevaluating progress

9.1 Monitoring and evaluation objectivesACE is committed to develog and using
effectivesystems to monitor and evaluate all projeatsorder to ensure
accountability to funders, members and our community, and to ensure that lessons
are learned to support improved delivery. The following methods are currently used:

9.2 Meetingfdzy RS NE Q NBACHANSRYtBefigotols use of monitoring
approaches explicitly required by funders for specific projects. This often includes:
1  collectionand collation of statistical informatiore@attendee numbers, session
numbers etc)
1 use of questionnaires to gauge participation satisfaction
1 collection of case studies (written or video diary style)
1 use of creative participatory techniques.

9.3 Results Basedccountability: The Welsh Government and the Big Lottery currently
require the use of Results Based Accountability (RBA) processes to monitor
Communities First delivery and the Community Ambassador scheme respectively. This
involves the collection of priarily statistical information measuring success in
achieving predefined indicators related to the quantity and quality of work, with a
focus on concreté b e t t &utcones for participants. All ACE staff have received
training in these approaches andeaexperienced in implementing them.

9.4 Collecting qualitative information/ACE is committed to achieving real, significant
outcomes for individuals experiencing complex circumstances related to poverty. Itis
felt that these outcomes are rarely captured tpyantitative approaches alonéAce is
therefore committed to collecting detail ect
experiences across periods of time. Approaches include:

1 interviews with participants

i video diaries

1 use of personal developmentgns

1 use of timelines etc.

These “aeeboftem(with permission) shared with funders and with the
community e€gthrough theACE Annual RepQrt

9.5 Reporting:ACE staff employed under the Communities First programme complete a
guarterly/annualreport, in addition to RBA reporting mechanisms, which is made
available to the ACE board. This contains descriptive details of achievements within
the previous three months, and opportunities emerging over the coming months.

9.6 ACE Annual Reviewhe ACE board wjdin with staff to review progress annually.
Staff will be required to prepare and present quantitative and qualitative information
for discussion, and to make recommendations for improvements to current projects
and suggestions for future developmentBhis process will be used to generate the
ACE annual report.
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9.7 Coordinating evaluation processedt is recognised that there is a need to develop

more robust, comprehensive and-oodinated approaches to monitoring and

evaluation.This will be important bith for consistency across all ACE activities and to

reduce the administrative burden of managing a variety of overlapping methods.

1  ACE is committed to providing further training opportunities for staff in creative
and effective monitoring and evaluation.

1  The stafiwill explore examplee f good practice (for exam
| nv e s tappwache’ pioneered by the New Economics Foundation) and will
review processes on an annual basis.
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Section 10:The fundraising strategy

Introduction

10.1 ObjectivesACE’ s funding strategy aims to reflec
seltsufficient as possible within the next five years. ACE and the Cardiff West
Communities First cluster are already recognised in Wales and beyond as developing
“ f | a ga@mmunpy participation projects. ACkow plarstobui | d on our * f |
profile to achieve maximum financial and organisational sustainabilitg.charity
plansto secure a wide range of funding geared to give ACE the freedom to develop
projects which reflect o ¢ a | people’ s needs and aspirat.

10.2 Funding for sustainabiityACE’ s funding strategy recogni ¢
organisation to move creatively from being mainly reliant on grant funding to securing
a portfolio of financial resources generated égrned income wherever @sible. So,
for example, when AC&pplies to charitable trust fundeiswill seek strategic funding
to develop projects which are geared and managed to optimise-teng
opportunities to develop social enterprise.

A strategyfor a period of economic and political flux

10.3 Progress to dateACE has already made substantial progress in the initial stages of
developing and managing the transitibnr o m b e i n gCommuhities Frgf s hi p”
cluster in Cardiff West to laying the groundwdok longterm independence and
financial sustainability. ACE’'s progress |
taken place during a period of economic and political flux which makestéonyg
planning much more challenging.

10.4 Changs facing thesedor: The current economic and political landscape includes the

following elements of change for thirskector organisations in Wales:

1 uncertainty about Welsh Government
following the May 2015 election

i the likelihood of Wels Gover nment and Cardiff Counc
process shifting frongrantmaking to commissioninggndering— with the
corresponding need to upskill to meet new demands and management
procedures

1 UK government funding cuts genéray increased comgei t i on f or “tr ad
trust funding

i UK government’s austerity measures i mpa
opportunities to develop social enterprise within a relatively short timeframe.

s fu

10.5 Opportunities: However, liaison with current and potential funderasimportant as
preparing funding bids, and ACE has already engaged in early liaison &led pro
buil ding with f uiAsanmresulofthosrearly isteligeweer d s hi p
gathering ACE iparticularly aware of several positive factors which supplogtaim
for longterm sustainability includinthe following
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1 Progressive funding:Progressivenajor funders such as the BIG Lottery Fund,
Esmee Fairbairn Foundation and others have recently developed funding
programmes which reflect the need for mallexible social innovation
promoted by organisations such as the Young Foundation. ACE-gaeeitl to
meet the priorities of such strategic funding programmes which support-third
sector organisation such as ACE to work towards leteyen financial
sustinability instead of dependence on shdéerm grants

1 Cardiff, Sustainable CityCardiff has been identified by the Young Foundation as
one of its Sustainable Cities with significant resources to be invested over the
next ten year s. Ysuppsrtstheknt af strategic plan® gr a mme
which ACE has developed and the foundation has offered a brokerage role
aiming to secure r esotdentandlongeheant support
strategic aims

1  Adjusting the funding imbalancevajor funders are now wdiing to address the
long-established fact that Wales is historically undepresented in the
submission of substantive higfualtyf undi ng bi ds, and the *“°
reputation of ACE and Timeplace offer opportunities for us to explore creatively

1 Collabordive relationships:* Col | ahop art t mamd“schanps’or t i um”
working are key themes cuméy being promoted by fundersbmmissioners
and in addition collaborative relationships are valued by progressive funders.
A g ai n /‘“flagstpEepstation gves us a strong platform to liaise positively
with potential fundes and to negotiate consortiurpartnership bids for future
funding at local authority and Welsh Government levels.

10.6 Developing a funding portfolioThis meanshere are several very creativending
avenues for ACE to exploas the charitydevelogs a portfolio of funding resources to
secure our longerm strategic plans for a sustainable future via social enterprise and
other forms of income generation.

Management resourcetd match stratedgc aims

10.7 Priorities for nior management resources:

1 The community hubOne key priority is ACE’s plan
a permanent community hub as a key component of our strategic plan to
develop longterm sustainability.

1  The role of Develpment Manager:A second priority is to increase the current
ACE Development Manager role from ptanie to fulktime in order to ensure
ACE has the capacity to support staff antlmteers whileworkingto develop
the projects listed irSections 5 and 6 abe.

10.8 The Business Development Manager
i The focus on income generatioit the same time ACkeedsto acknowledge
that attracting funds, developing social enterprise initiatives and managing
funding requirements and relationships with funders is ttomsuming and
requires a complementary role at senior management leveit & proposel to
explore wih potential funders the possibility of resourcing a strategic post of
Business Development Manager to focus on income generation.
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9 {FFS3Adzr NRAY 3 !/ 9 Qa&aThOpodt ¥ dysihesSDelopt&nO i A B S &
Managerwill ensure that the ACE Development Mageabas the capacity to
focus on the dvelopment and management of thoposed community hub as
well as the related ACE projects and initial income generation.

1  Tapering fundingor stability andresilience:ACEplansthat the Business
Devel opment Manager’s post wou-yedr attr ac
period from April 2015 in order to ensure initial stability for the pbhetder
while working towards a future funded via income generation.

10.9 Immediate funding mamagement plans and monthly review&Vhile seeking funding
for the senior management posts described in the paragraph above, ACE plans to
briefly review the current and foreseeable funding landscape, funding relationships
and status of funding bids at monthFinance Sub o mmi t t ee meeti ngs. A
Treasurer will then provide a brief progress report at subsequent monthly board
meetings, where a funding update will be a substantive agenda item and ACE and CF
managers will provide additional information as appriape.

Strategic funding tools

10.10Summary strategicplalA s hor t er v Stratsgic Blawill®d produCetl to s
provideanappropi at e t ool f or c qrofdealthiexisang fumlgrs t he ¢
as well as enhancing new relationships with pdtal funders. The proposed
document will be devel opedA4dithe lgdeStlarids Tr e a s
updated and adapted as appropriate for funding stewardship purposes.

10.11Funding calendanhatrix: Regular funding management is not only good pradtige
also provides an evidendsased tool to support future funding plans. ACE proposes to
introduce a threeyear rolling calendar on which to plot dates for monitoring/
reporting/ reviewing/ wupdating action relz:
fundersas well as enhancing future funding relationships.

10.12nternal planning resource:

1 Management and decision making:his type of calendar/ matrix is a well
established mechanism, which if updated monthly for the Finance Sub
committee will provide an internallanning tool to ensure that ACE staff and key
board members have easy access to key data when assessing future workload
and making strategic decisions about capacity to pursue new initiafives.
process will start immediately.

1 Identifying priorities: The strategic decisions about future priorities identified in
Sections 5 and 6 above will provide the first data for plotting on the proposed
calendar/ matrix. Potential funding sources and routes for development by ACE
(sometimes in partnership with otheigancies) have already been identified for
each priority itemised in Sections 5 and 6 above as appropriate, and this matrix
will aid in identifying priorities for potential future funding sources and routes
for i ncome generati onevebogs. ACE' s funding

10.13Enhancing external relations and marketing:
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1  Alerts: This key tool will also include advance alerts about due dates for reports
to existing and potential funders and collaborative partners as well as the
Charity Commission and Companies Houséiioely annual reporting. This will
help to ensure that ACE’'s external rel a
efficiently as possible with the limited resources currently available.

1 Marketinglinks: Itwillpr ovi de a prompt t oarketingport AC
pl ans by raising ACE’ segwirao fACE swvwhvweenbesvietre
new reports can be adapted for promoting successes and new developments.

i Therole of annual reportsl n addi ti on, the Charity Con
first port of call for potential funders checking out new funding applicants; here
our annual reports have the potentit offer an engaging snapshof recent
developments.

10.14TheFunding Strategyas an ongoing process

1  The fiveyear programmeA CE’ s f u n dsidesmgnedto deeeloe g y
creatively within and be responsive to the current state of economic and
political flux and funding opportunities outlined abovighefive-year planning
timeframe isimportant to ensure the rigour of future developments, and ACE is
committed to ensuring that every proposed new (or renewed) project must be
assessed and prioritised within this fiyear context.

1 Ensuring flexibility:However, the funding strategy needs to be as flexible as
possible via monthly review procedures outlthbelow. Inthe current funding
landscape ACroposesto fully review the funding strategy after 12 months and
adapt as appropriate to ensure maximum effectiveness.
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Section 11: Financial projections

ACE FIVE YEAR FORECAST 2014/15 to 2018/19

Fuel Poverty Project
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INCOME 2013/14 | 2014/15| 2015/16 | 2016/17 | 2017/18 | 2018/19 Notes
EARNED INCOME
Van Rental 5,640 5,640 5,640 1,500 1,500 1,500
URC Rental 0 0| 16,000 10,000| 16,210 18,636| £15k from CF, £7K from SPICE, rental for community
Rents charged 1,800 1,800 0 0 0 0
Gardening Project trading surplus 1,000 3,000 5,000
Selling ACE's Knowledge & Skills 0 o| s8o000| 11,000] 16,000 21,000 Mcluding roll outof cardiff imebanking with SPICE &
development trusts support for Cardiff Council
Contracting 30,000| 53,000 54,590
Community Trading surplus 0 0 1,000 2,000 4,000 6,000 | Including 'Love your home', Family shoptering etc
Total earned incomg 7,440 7,440| 30,640| 55,500| 93,710| 106,726
For simplicity project income and expenditure (below
are shown as equal and balancing, and management
GRANT PROJECT INCOME fees are shown separately
Community First
management fee 49,336| 49,829 70,000 0 0 0
Community Voice
management fee 5,400 5,451 5,560 0 0 0
grant for project activities 32,220 31,497 34,709 0 0 0
Gardening Project
management fee 0 6,000 4,800 4,300
grant for project activities 0 63,000 50,000 41,000
CAER Heritage Project Possible contract rather than grant
management fee 0 8,000 8,000 8,000 | Estimated 10% (Full cost recovery?)
grant for project activities 0 80,000| 80,000 80,000
Our Place Community Hub
management fee 0 0 0 0 0 0
grant for project activities 0| 300,000 0 0 0 0



management fee 0 5,000 5,000 5,000 Estimated approx 10% of grant
grant for project activities 0 6,070| 62,000f 62,000| 62,000 0 | JGW posts, £50k from grant funding
Crowd funding/Share Options/Donations
management fee 0
grant for project activities 0 3,000 5,000 5,000 5,000 5,000
Grant funding for Core posts include half ACE Developent post + f/t Business Dev
management fee 0 0 4,200 8,600 7,500 2,200 | Manager post + p/t Timeplace development post
grant for project activities 0 0| 43,341| 88,218| 75,255 22,601| Tapered funding.
Communty Food/Growing Project
management fee 0 0 5,000 5,000 5,000 | Estimated approx 10%
grant for project activities 0 0 50,000| 50,000 50,000
Total grantincome| 86,956| 395,848 298,810| 366,618 343,055| 172,801
TOTAL INCOME 94,396 403,288| 329,450( 422,118| 436,765| 279,527
EXPENDITURE 2013/14 | 2014/15| 2015/16 | 2016/17 | 2017/18 | 2018/19 Notes
Core costs staff salaries and orcosts
Business Development Manager 0 0 o| 42607| 43885 27121 'ag‘lizrt; enter lower on pay scale. ¥5days on project
ACE Development Manager 1,532 20,683 42,607| 43,885 45,202| 46,558
Timeplace cerdinator 21,037 21,668| 22,318 0
Administrator 2,179 4,358 4,489 13,870| 14,286 14,715
Finance Officer 6,219| 12,437 12,810| 13,194| 13,590 13,998
Total core staff costs 9,929| 37,478| 80,943]| 135,225| 139,282| 102,392
Other core costs (ACE contribution):
Rentand rates 0 0 0 0 0 0
Utilities 0 0 5,000 5,150 5,305 5,464 | estimated URC utilities
Telephones and IT 0 0 1,600 1,648 1,697 1,748 | Telephone, IT support & software
Stationery 0 0 0 2,400 2,472 2,546 | Incl printing/photocopying
Accounting angrofessional fees 4,000 4,000 4,040 2,500 2,575 2,652 | Audit & HR services
Insurance 0 0 0 5,250 5.408 5,570 BU|Id|ng + Vehicle + Employer indemnity + Professior
indemnity
Care taking/cleaning 4,000 4,120 4,120 4,120
Maintenance 4,000 4,120 4,120 4,120
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Marketing 3,000 3,090 3,183

Motor expenses 300 500 515 530 546 563 | Van MOT & repairs
Volunteer expenses 1,000 1,030 1,061

Consultancy 13,700| 13,700 3,000 6,000 5,000 5,000

Memberships & Subscriptions 879 879 888 897 906 915

Total other core costs 18,879 19,079| 23,043 36,615| 36,268 36,941

Grant expenditure

Community Voice 32,220 31,497 34,709 0 0 0

Gardening Project 0 0| 63,000f 50,000| 41,000 0

CAER Heritage Project 0 0 0| 80,000/ 80,000 80,000

Our Place Community Hub 0| 300,000 0 0 0 0

Fuel Poverty Project 0 6,070| 62,000( 62,000| 62,000 0

Crowd funding/Share Options/Donations 0 3,000 5,000 5,000 5,000 5,000 2014/15 dedicated to bonfire night
Communty Food/Growing Project 0 0 0| 50,000] 50,000( 50,000

Total grant project expenditure 32,220 340,567| 164,709| 247,000| 238,000| 135,000

TOTAL EXPENDITURE 61,028 397,125| 268,695| 418,840| 413,550| 274,333

ACE FIVE YEAR FORECAST 2014/15 to 20 B/MMARY

| SURPLUSOSS | 33,368 6,163| 60,755 3,278| 23,215 5,194|
| FUNDS TO REDUNDANCY RESERVE | | 6,000/ 9,000] 11,000/ 14,000 15,000]
| UNRESTRICTED RESERVES bf | 15,000 15,163| 72,918| 74,196] 94,411| 98,606
| TOTAL RESERVES bf | 15,000| 21,163 81,918| 85,196| 108,411| 113,606| Say £15,000 is current reserve.
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Section 12: THE ACE DELIVERY PLAN 2014-2018

Jan Apr June  Sep Jan Apr June  Sep Jan Apr June Sep Jan Apr June Sep Jan Apr June

| | | l | L1 | | l l | | 1 | |

I

Sep

PROJECT WORK

2014 | 2015 1 2016 | 2017 | 2018

Communities First |

building

Our Place hub project

Fuel Poverty

agreed

lease;
Lottery bid

community main
consultation fundraising

refurblSh_mem; bfg > n marketing for private hire, hot desking etc>
community opening

- grantfunding ends; project >

mainACE office

integrated with Timebank

development work comepleted;
_proje:t now operating
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INCOME
GENERATION

The Family Shop

Temping Agency

Childcare
Other enterprises
Contracting

Training + consultancy

MANAGEMENT
AND GOVERNANCE

| ‘

Promotions

startof possible
volunteer pilot

volunteers start
community cafe

potential contracts to deliver
devoived public services

training intendering
and contract delivery

pilot ACE training
courses start

grand Our Place >
opening -

full catering

business launched

agency feasibility
study completed

childcare possible nursery
feasibility study opening
housing

new feasibility business
studies startup study

marketing campaign for comprehensive

training and consultancy service

hosting for
ACE "tours”

Grapevine
funds secured

evaluation
inplace

Apr June .Sep Jan Apr June Sep Jan

A IS P I B

leadership succession policies developed

50% of annual resources
come from earned income

Apr June Sep Jan Apr June Sep Jan Apr June Sep

2014 2015 |

2016 |
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Appendix 1: The SWOT Analysis

This is the result of the board’s
Strengths Weaknesses
Qualities of the staff Leadership

1 memberswork both independently
and as part of a team
knowledgeable, expert

efficient

committed, passionate

focused determined resilient
flexible consistent
realisticaboutwhat can be achieved
supportive approachable

= =4 8 -4 -8 -9 -9

Recognised experience
1  project management
1  personnel management
1 knowledge of local area
1 community development
thinking

Ways of working
1  empowering local people an
group development
1 active involvement and
participation
1 geographically spread acros
whole area
1 strong networks and
partnerships
1  an ethos of collective
responsibility
1  transparent professional
1 no duplication of services
Theorganisation
influential
respected by local authority
good political support
strong volunteer support
start up funding viaCF
voluntary sector

= =4 4 -4 -8 -

management of CF now a

1 slow to develop direction and targets
1 limited capacity for progress chasing

Limited PRexperience
1 selfpromotion and
marketing
1 communication with the
public
| recruiting and maintaining
new members

Resources and capacity

1 asinglemain fundingsource

I the restrictions of Communities First
funding

T limited fundraising experience

1 limited projectdevelopment experience

1 need for training strategy for directors
and new officers

1 narrow target setting and monitoring

Premises

i poor first floor facilities; very
limited space

1 lack ofcommunitybuilding
for activities

1 inadequate physical space f¢
activitiesand new projects-
a communitywide problem

Limited businesgfinance experience

1 developing successful social
enterprises

1 operating as a social
enterprise business

1 balancing business
imperatives with community
objectives/commitments

1 attracting andmanaging
funds from multiple sources
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rarity
1 effective Board recruitment
1 a solid,broadly skilledeffective board
with valuedknowledge and contacts

budgeting for and ranitoring
multiple cost centres

Opportunities

Threats

The area
1 economic opportunities in
large Ely and Caerau area
(and wider CF area)
building on strength of CF
an organisation founded on
CHprinciples; CF as resource
catalyst, and launch base
1  the only Ely and Caerau
organisation delivering
projects to all agesA CE ' ¢
unique selling point

= =4

1 Cardi ff’s cap
1T developing th
space
Management

1 new company structure whichllows
ACE to develop

9 staff time allocated exclusively for ACE

1 commitment to gaining tendering
expertise

1 new project and financial monitoring
mechanisms in place

Partnership building and networking

1 building new partnerships,
including with the local
authority

i joint work with local schools
(and proposed new
secondary school)

1 developing strong solid
networks locally (including
Timebank)

Putting Ely and Caerau on the map
i a base for heritage tourism
i heritage/history—in terms of

regeneration and a leggy for

The organisation

T

T

The area
1

T

T

The economy

T

T

improving sustainability and
diversifying funding
overcoming thecompetition
for funding

longterm management of
ACE

finding ways to employ
Communities First staff
permanently in ACE
uncertainty of funding after
2015-potential end of
Communities First

possible loss of staff during
run down of Communities
First

develming quality standards
eg for volunteers

attracting people to come to
Ely and Caerau

the reluctance of local peopl
to get involved-eg as
volunteers

the size of area

loss of meeting places withir
community hub

the road as a community
division

unforeseen development
eg in the Local Development
Plan

the political environment

limited aspirations of some
local people
finding viable social
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T

Community Participation/involvement

T

= =4

future
becoming known for what wg¢
do —hosting visits to ACE

potential for involving local
people, fostering community
ownership, enhancing
community spirit further
offer the community more
choice

developing dcal education
opportunities

developing local employmen
opportunities

developing an asset base
social enterprises possibilitig
—eg community garden,
heritage, energy

T

Tactics

1 difficult balance between being strategi
and opportunistic fundraising

enterprise ideas in area of
low private sector activity
attracting outside investmen
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Appendix 2: The PEST Analysis

i s the

r es ul tthe issues affectinglCd=d rsd 'ex t &@m anlay s iop eo

environment- the political, economic, social and technologise¢ne (PEST).

Political Economic

1 Welsh 1 Recession
Government/Communities First 1 In work poverty

1  Welfare Reform 1  Welfare Reform

1 Budget cuts | Cost of living increases/less

1  Asset transfer policy expendable income

1 Community hub policy 1 Accessibility of affordable

f  Neighbourhood Management finance
Process 1  lllegal money lending

1 Families First 1  Timebanking

1  Commissioning of services 1 Need for local credit union

1  Staff changes in LA branch

f Welsh Gover nme !  Funding for 3 Sector
agenda | Procurement

1  Status of Community Voluntary 1  Commission and Contracting
Councils capacity (Tendering)

1 Decision making/politics 1  Area of deprivation therefore
dependent on who is in power ability for people to pay for
and their policies and agendas services is reducedmust take

q New Cardiff Citiens initiative into account affordability and

subsidy
1 Social enterprise / business
development
| Must be cost effective and
efficient
1 Full cosrecovery
Social Technological

1 City district/peripheral 1 Funding
communities 1 Digital Inclusion

1 Demographics 1 Licences

i Stigma 1 Maintenance

i Links with press i Website/Social Media

1 Something for nothing culture 1 Updating technology

i Timebanking i Monitoring, evaluation and

1  Arts & culture collection of data

1 Ethnic/religious factors 1  Timebank platform

i Low aspirations of local 1 Renewable technologies
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community 1 ICT
Lack of engagement
Low selfesteem

Area of deprivation
Lack of financial skills
Equality and diversity

= =4 =4 4 A
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19.

20.

21.

22.

Appendix 3:The planning processfrom analysis to strategy

Context: The outcomes of the series of planning sessions involving the ACE board and
its advisors led to the followinigitial appraisal.The followingplanning notes takénto
consideration both the internal examation inthe SWOT analysis (Appendix 1) and

the view of theexternal operating environmemnwhich emerged fronthe PEST analysis
(Appendix 2).

The value of the appraisalfhe effort devoted to the planning process has had several
important results:
1 confirming views about the charity’s
1 helping to attach realistic priorities to these objectives
1  filling out the detailed issues which future policieslgmrojects will need to

address as the organisation develops.

dHow can we develop our strengths?

1 Developing and maintaining a high quality workforce

1 Retaining current staff, developing a sustainable future beyond and in

partnership with the Communitiesrist programme.

1 Ensure that work focus remains on Ely and Caerau.

1 Development of ACE board and a membership supported by Timeplace

1  Continue to create and develop relationships with voluntary, statutory and
private sector organisations

1 Integration of work stams with regional and Local strategies; What Matters,
Tackling Poverty, families First etc.

1 Develop strong links between the board and staff members to promote a good
understanding of delivery and board functions.

1  To continue finding means of supportingcadeveloping the Timeplace project
and its associated volunteers (who form the ACE membership).

oHow can we overcome our weaknesses?

1  ACE to employ a marketing strategy (incl. in business plan) for the organisation,
our services and projects, to enablettee publicity and greater communication
with the wider public. Press release and publicity included as a standing agenda
item at board meetings. ACE to aim to create a monthly press release to create
consistent relationship with press.

1 Funding-diversify through income mix, with funding strategy linked to strategic

plan objectives. A need to develop the business vision of the behayond the

board meeting/tapping into skills, freeing up board potential

Developing projects to create incomesocial enerprise.

A vital part of developing our organisation should come from within, with a

programme of training for Directors and staff which would prioritise key areas of

development needed to take the organisation forward to the next steps of social
enterprise and income generation.

i Premises-explore opportunities for asset development/ownership/partnership.

= =
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23.

24.

25.

1 Governance/Management/Deliverybalancing business imperatives with
community objectives/commitments

1 Budget/Finance- Developing an efficient resource manage financial activity,
building in succession plans across staff.

1 Developing long term reporting capacity to develop needs of the organisation?

dHow can we make the most of our opportunities?

1 Positioning ACE to capivalssaetos, Cardkif
developing work with key service providers, allowing ACE to focus economic
opportunities towards Ely and Caerau

1  To build on the strength and success of almost 30 years of community
development practice in the local area throughilding strong partnerships, and
investing in relevant networks

1  To empower and involve local people in thedmsign, cedevelopment, and co
delivery of local services through active citizenship.

T To mar ket and promote ACE’'e®rgamisabowi ng pr o
delivering a range of coproduced and community focused projects to all ages

1  To become known for what A@Bes, and why itloesit through hosting visits
to ACE to share experience and iy & Caerau on the map.

1  To further develop and pronie local heritage and history through learning,
training and regeneration projects creating a lasting legacy for future
generations.

aHow can we overcome identified threatg?

1  ACHwill generate income through a range of trading, funding and other means
which will produce positive community outcomes.

1  Toimplement a transition strategy, using existing CF funds and new generated
income to employ an ACE Coordinator/CEO post which would provide
management and drive forward the future development of ACE activitie

1  Toimplement a transition funding strategy, using existing CF funds and new
generated income to maintain realistic staff levels to deliver ACE work
objectives/priorities.

1  To continue to invest in a community time bank scheme (Timeplace) to support,
devdop and widen community involvement/participation in ACE activities.

1  To develop a street/community ambassador scheme to link individuals,
households and community groups together.

1  ACE will engage with the community asset transfer scheme, exploring
acquisiton of relevant buildings, green spaces and resources.

1  ACE will actively promote a neutral stance with all political parties.

Conclusions from the External (PEST) AnalyS@E recognises that building on existing
strengths and existing work is fundamehta achieving our mission.
1 ACE will continue to carry out and expand on:

- Asset ownership and management;
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- Challenging perceptions of the local community through links with press
and media

- Continue to deliver the WG strategic aims;

- Continue to work with &y partners, developing and formalising
relationships in response to need;

- Expand on existing work with partneeg, voluntary, public and private
sectors;

- Developing a more active community by continuing to develop the
capacity of local people;

- Continueto develop and promote community participation through
Timeplace (Ely/Caerau Timebank)

- A training programme for staff and Board of Directors and strengthening
governance; and

- Continue to be responsive to community need.

1  The following areas of work wilhot be a priority:

- Physical administration of local groupe filling in forms, taking trips,
taking minutes;

- Community safety projectsthese have been prioritised in past yeah<CE
now needto be focusing on deeper issues around health, learning and
economy.

1 New opportunities: The analysis of our environment has provided focus on
opportunities which will add value to our work and provide additional value to
our stakeholders. New opportunite whi ch are in |l ine with
- Taking over new assets, which will lead to new activities
- Implement a marketing strategy;

- Reflect, develop and strengthen current organisation with new staff,
independence, more business contacts / partnerships.

- Develop social enterprise modehigher vision for future sustainability;

- Diversify the activities of ACE to promote and develop a sustainable future
beyond Communities First
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Appendix 4:Job Description for the Development Manager

This job descrifpon applies to the eventual full time post of Development Manager. A
scaled down version applies to the current part time position.

ROLE SPECIFIC TASKS

1. Work with members of théCE Actionin Caeravand ElyBoard to develop the strategic
direction, goals and activities tie charity,anddevelopproposalsn co-ordinationwith
seniorCommunitiesirstofficersunder the terms of the ACE/Communities First
Partnership Agreement.

2. Take a lead role in researchindeveloping and fundraising for new ACE projects, and
generating financial reserves.

3. ldentify and engage with key partners necessary for the successful delivery of the

Strategic Plan.

Ensure ACE projects and activities are effectively managed.

Provide,or arrange for, line management, supervision and training for ACE staff, and

ensure that staff receive suppairt managing their personal and professional

development.

6. Ensure that the ACE budget is managed effectively and the Board receive timely ffinancia
reports.

7. Work closely with CF staff to @ydinate activities and share information and
opportunities under the terms of the ACE/Communities First Partnership Agreement on
all issues where common interests are involved.

8. Take a lead in developing a targdtCommunications Strategy for the charity and
making provision for its work to be publicised by any appropriate means, including
newsletters, web sites, social media, events and publicity campaigns.

9. Monitor all ACE activities and provide regular writteports to the ACE Board to keep
members aware of progress, future plans (including sufficient details for effective policy
decisions to be made) and other significant developments.

10.Develop, over time, practical ways of evaluating the impact of the charity

11.Arrange for the production of Annual Repor:
and successes to a wide audience.

12. Liaise with the Timeplace community timebank project, and manage ACE membership
procedures for applications, recruitment, record keepargl communications.

13.Work with partners, including Communities First, to secure the involvement of members
of the community in ACE’'s work through | oc
and direct engagement with groups and individuals.

14.Help to embedhe values and principles of charity in all aspects of its work.

15. Act as company Secretary fACE Actionin CaerauandEly.

ok

GENERAL TASKS

1. To work within and promote all of ACE's po
2. To keep accurate records including statistic&bimation where appropriate.

ACE Strategec Plan, June 2014 Page8l



3. To provide written reports and information as requested by the Board or the line

manager

To work atiocationsoutside the normal ACE office basg and when required.

To attend supervision, training and meetingsd undertake professional development

as and when required.

6. To work flexible hours as appropriate to the needs of the post (@eciisome outside
normal office hour¥

7. Any other reasonable duties requested by the line manager.

ok
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Appendix 5 Riskassessment

A review of risks was undertaken as part of the analysfs 6fE * s difectionuThi®
identifieskey risks to strategic priorities, assesthe likelihood of the risloccurring, its

impact and action which might be taken now and later.

ACE Risk Assessment
Risk Likelihood Impact Action Contingency
Failure to generate | High High Strategy for Prepare
sufficient project continuous Plan
fundingcore funding fundraising Look at alternatives
Scale back
objectives and/or
timescales
Funding for Unknown Severe Robust Pursue range of
developing building applicatiors sources of funding
assets delayed or (Big LotteryCRT,
unavailable Biffa, CFAP)
Downscale plans
Explore alternative
buildings
Change in national | Medium Medium | Be aware of
policies policies
Work towards
sustainability
Loss of senior Medium Severe Prepare Ensure staff have
management staff leadership interchangeable
succession policy skills
Loss of stafais CF | High Medium | Advance planning Reinforce key
programme runs to secureother positions/roles in
down contracts and ACE
projects
Loss of key High High Training Act now
volunteers Develop
induction /
recruit
Lack of formal risk | Low High Develop
management policy expanded policy
No further need Low High Continually Develop contract
and/or resourcesgor assess need tendering and
ACE to worln the Marketing fundraising capacity
community Project and skills
fundraising
Competition Low Medium | Be aware of new
services
Continue to
develop
relationships
Work together
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Lack of resources o1l Low Low Developresilient | Act now
capacityto manage infrastructure

staff

Positive Low Low Continue to build| Accelerate other

relationships with
local councillors

relationships
Prioritise
promotion work

promotion work
Adjustplans
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