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THE CARNEGIE COMMISSION
The Carnegie Commission for Rural Community Development published their Charter
for Rural Communities which summarised in a petal diagram (below) the elements
required for rural communities to be sustainable.

In our report that follows we have used the petal diagram format to illustrate the
key elements for Community Organisations in rural locations to be successful
and sustainable.

A summary of the Carnegie Charter for Rural Communities can be downloaded from
the Carnegie UK Trust’s website – www.carnegieuktrust.org.uk

Petal Diagram of Carnegie’s
Charter for Rural Communities



INDEX

Page

Executive Summary 1–5

Research Background 7–11

Case Study Descriptions 12–17

Case Study Findings

– Six Key Elements 18–22

– Need 23–27

– People 28–31

– Community Support 32–35

– Governance 36–41

– Assets 42–47

– Sustainability 48–50

Templates and Framework 51–54

Mountain Empire Older Citizens (MEOC) Study Tour 55–57

Best Practice and Policy Implications – Explanations 58–63

McLean-Clunie Framework for Understanding 64–68
Community Organisations

Conclusion 69

Appendix – See attached booklet for more details of the Case Study Organisations

The quotations used within the report come from the focused interviews carried
out with our four case study partners and from our visit to MEOC, Virginia.



Acknowledgements
The researchers would like to thank the following organisations, and the
inspiring individuals involved, for their participation in this study.

Atlantis Leisure, Argyll

Mountain Empire Older Citizens, Inc. South West Virginia

Shannon Swimming and Leisure Centre Ltd., Eire

Chipping and District Memorial Hall, Lancashire

Kilwinning Community Sports Club, Ayrshire

Grateful thanks also toMurdoch Gatward of Imani Enterprise Ltd, Oban for his
valuable contribution to the research through his involvement and experience
of social enterprise in the UK and developing countries.

We also wish to express our appreciation for the support and encouragement
from Kate Braithwaite and Kirsty Tait of the Carnegie UK Trust and our lead
consultant Dr Sarah Skerrat.



RURAL ACTION RESEARCH PROGRAMME (RARP)
The Carnegie RARP concentrates on commissioned work
designed to influence public policy and deliver long term
sustainable change. Its purpose is to demonstrate and
pilot cost effective community led solutions.

COMMUNITY-LED SERVICE PROVISION
IN RURAL AREAS
PROJECT BACKGROUND

The clear focus of our action research is on sport & leisure provision in
rural areas. Our report though has wider implications with our research
framework and conclusions being applicable to most community-led
service providers whether at the start-up or ongoing stage.

The researchers, Hugh McLean and Roy Clunie were concept founders and
Directors of Atlantis Leisure (Oban and Lorn Community Enterprise Ltd.) with
Hugh serving as Chairman for the first 10 years and Roy for the next 5 years.

Atlantis Leisure, now in its 17th year is an extremely successful community
enterprise. The community, having leased the existing town swimming
pool from the local authority, have developed and expanded the facilities
into Atlantis Leisure becoming the regional centre for sport and leisure in
North Argyll. With 14,000 users per month and a staff of 40+ between
core staff, coaches, class instructors Atlantis Leisure brings obvious health
and wellbeing benefits as well as being a major employer and economic
asset to the area.

RESEARCH KEY AIMS

With this background we were contracted by Carnegie to study Atlantis
Leisure and other successful community-led organisations across the UK
and Ireland who operate in the sport and leisure field as part of their Rural
Action Research Programme.

The study focuses on what makes these organisations successful and on
how it can be made easier for other community organisations to positively
impact on the provision and delivery of sustainable facilities and services in
rural areas.

To this end the analysis of the information gained in the research enabled
us to distil the essence of these successful organisations into Key Elements
of success and the factors required for community organisations to be
sustainable. 1

Best Practise, its Transferability and Policy Changes required to meet the
above aim have also been formed from the analysis. 2

This Executive Summary lays these out in brief with greater detail in the full
report that follows.

METHODOLOGY

Stage 1 – Carry out a critical analysis of Atlantis Leisure.

Stage 2 – Research other potential case studies – desktop research

Stage 3 – Visit and research 3 case studies

– Shannon Swimming and Leisure Centre

– Chipping and District Memorial Hall

– Kilwinning Community Sports Club

ALSO – Part of Carnegie UK Trust Study Tour to Mountain Empire
Older Citizens (MEOC), Virginia, USA

“If the problems are in the

community, the solutions

are in the community”

1 – pages 2 and 3
2 – pages 4 and 5



THE SIX KEY ELEMENTS OF
COMMUNITY ORGANISATIONS

EXPRESSED IN PETAL FORMAT TO
DOVETAIL WITH THE PETAL DIAGRAM

OF CARNEGIE’S CHARTER FOR
RURAL COMMUNITIES

THE SIX KEY ELEMENTS
OF COMMUNITY ORGANISATIONS

IN DIAGRAM FORMAT

THE THREE KEY AREAS OF
COMMUNITY ORGANISATIONAL

SUSTAINABILITY

Findings in diagram formats

Sustainability



SUMMARY OF FINDINGS 3

Successful, Community-Led Service Providers exhibit
Six Key Elements

The six key elements are divided into 2 categories:

The 3 BEDROCK ELEMENTS
� NEED – Recognition in the community and in a wider

area of the need for the facility / service

� PEOPLE – Committed, experienced, skilled people with
community interest

� COMMUNITY – Developed by the right people addressing
SUPPORT need to generate general support across

the community that will actively back the
development

WITHOUT THESE 3 BEDROCK ELEMENTS NO COMMUNITY
INITIATIVE WILL ACHIEVE LONG TERM SUCCESS

All the study partners exhibited common themes in
these elements

� No or very poor quality existing facilities

� Local Authority inactive in remedying this situation

The 3 OPERATIONAL ELEMENTS
� GOVERNANCE – Charitable community company operating

in a businesslike basis within local
circumstances to meet community needs.
Vision / Focus / Timing are addressed
within Governance

� ASSETS – Framework of physical development
creating human and social capital

� SUSTAINABILITY – Ensuring that People, Finance and Asset
bases are kept in balance

The manner in which these 3 operational elements were
implemented quite correctly varied considerably due to
specific local circumstances. There are no significant common
themes other than each organisation makes these 3 elements work
for it because they are successfully addressing community need.

“Remain focused

on the NEED”

“Atlantis Leisure has both

a commercial and

community feel

to it”

3 – full details of findings start page 18



BEST PRACTICE AND POLICY IMPLICATIONS 4

1 PARTNERSHIP WORKING
Agency and Community organisations working closely together to
achieve common aims.

BEST PRACTICE
Exhibited by Chipping & District Memorial Hall.

POLICY IMPLICATIONS
� Improve statutory agencies ability to communicate and work hand

in hand in true partnership with fast moving, entrepreneurial
community organisations.

� To encourage Social Enterprise, statutory agencies need to be much
better at inter-agency working, be prepared to learn how toworkmore
constructively and give them more support

� Investment in sports and leisure facilities and services should be
made a statutory spend

2 SECURING AND UTILISING SKILLS
Ensuring the community organisation is run professionally and has the
appropriate skills to meet community needs.

BEST PRACTICE
Whilst all different, each study partner has evolved to a working
system that best suits their circumstances.

POLICY IMPLICATIONS
� A method (perhaps via the tax system) of providing support,

especially to SME’s to make time available for owners and staff to be
involved in community development

3 BIG PICTURE FOCUS
Ensure that the overall objective is uppermost.

BEST PRACTICE
All organisations exhibit this to a significant degree and have been
successful in remaining focused on achieving the overall aims.

POLICY IMPLICATIONS
� Eliminate short term funding of organisations doing important

community work

4 SUSTAINABILITY AND SUCCESSION
Ensuring the organisation has the people, finance and assets for the long
term.

BEST PRACTICE
Atlantis Leisure has been able to maintain the three aspects (People,
Physical Assets and Finance) of sustainability being now in year 17
of operation.

POLICY IMPLICATIONS
� To provide stability National/Local Government and Funding Agencies

should pay rate for the job and not view funding of community
organisations as a cost saving exercise

� Sports and leisure facilities and services should be made a statutory
spend

“Partnership working –

similar people with

similar aims who want

to work together and

have something to

bring to the table”

“Right skills, commitment

and overall community

interest need to be

present within the

group”

“Believe in Incremental

Radicalism. Keep the big

goal in mind, remain a

radical, don’t lose sight

of that, but know you

must get to it with

small steps, one after

the other”

“Important that the

funder pays the rate for

the job and not seen as

a cost cutting exercise”

4 – full explanation of Best Practice and

Policy Implications start page 58



� Simplify the Disclosure system

� Transfer of assets, if deemed beneficial, requires being at the
appropriate time for both the community and the organisation and
not seen as a requirement of policy

� V.A.T. – rules are overtly complex. Simplify for charities and build in
flexibility that will financially support charities delivering government
policy priorities

5 PRIVATE FUNDING
Raising community generated funding to contribute to and lever
additional capital funding.

BEST PRACTICE
Demonstrated by Atlantis Leisure and their success with ALF
(Atlantis Leisure Fund) in raising £350,000 from a population of
10,000 in one year.

POLICY IMPLICATIONS
� Gift Aid – extend scheme to include money raised at fund raising

events for local charities to be eligible for tax rebate

6 COMMUNITY INCLUSION
Addressing the needs of the local community through active
community participation.

BEST PRACTICE
Demonstrated by all the study partners.

POLICY IMPLICATIONS
� None identified

7 ADVOCACY
Inform and educate the community and agencies of the impact of
the work done and opportunities for the future.

BEST PRACTICE
Only MEOC showed real commitment to this aspect and treated it as an
important part of their work.

POLICY IMPLICATIONS
� Ensure the Social Enterprise sector has a more prominent position in

the development of policy

ADDITIONAL POLICY RECOMMENDATIONS
� Water rate relief for community-led charitable organisations

� Simplify procedure processes for accessing government based funds

� Change practice relating to resource accounting / annual spending limits

� Increase NHS spending on prevention to improve health

� Long term funding streams should be identified for pilot projects before
the programme is initiated

� Mainstream travel budgets for rural schools to allow improved access
for pupils to facilities and opportunities to participate e.g. to fulfil
curriculum needs; wider social gain for the children

“Local people must be

the guiding force”

“We examine EVERY

situation that we are

in as a chance to

promote MEOC and as

an opportunity to involve

a new person/partner

in the work of MEOC.”

“Try to be a responsible

‘expert’ – stick to

what you know”

“Director skill sets
require to change

in line with the

business needs”





BACKGROUND

RURAL ACTION RESEARCH PROGRAMME

The Programme covers six themes:

� Involving rural residents in community planning

� Developing sustainable management of community assets

� DEVELOPING MODELS OF COMMUNITY-LED SERVICE PROVISION IN
RURAL AREAS

� Building inclusive communities

� The needs of remote and peripheral areas, with reference to young
people and those in vulnerable occupations

� Addressing skills development of those involved in community
development

Importance

Our research in the Developing Models of Community-Led Service
Provision theme illustrates the importance of the projects in the case
studies to their communities. All have grown out of a significant need
in their community which was not being met by the public or private
sector and would have remained unmet without direct action from
the community. The case studies demonstrate that communities
bring inventiveness, enthusiasm, passion, and given the right support
will outperform their public sector counterparts both in service delivery
and in value for money.

All the case studies illustrate how the initial brief of the community
organisations have been surpassed bringing many important secondary
benefits to the area such as additional employment, skills, confidence,
positive attitude, spin-off projects. The effect of having a vibrant,
successful community-run project in the area is immeasurable. All
communities studied view the absence of their community project as
unthinkable and not an option. Their project is at the very centre of
their community.

By researching Atlantis Leisure and our case study partners we aim to
demonstrate through best practice and policy change how it can be made
easier for community organisations to positively impact on the provision
and delivery of sustainable facilities and services in rural areas.

Research Stages
STAGE 1 – Critical analysis of Atlantis Leisure

The researchers carried out 20 focused interviews with 36 people selected
from both primary and secondary stakeholder groups 5. This concluded
with our Interim Report – Critical analysis of Atlantis Leisure presented
to the Carnegie UK Trust on the 30th June 2007.

The critical analysis of Atlantis Leisure identified key elements to the
success and sustainability of the organisation and areas of best practice.
This information was transferred to a series of diagrams which together
make up a framework to illustrate how community organisations
work. This framework was used as a comparative tool throughout our
research. This Framework was trialled as a research tool during the study
tour to MEOC.

“Current belief is that
active communities and

social enterprises are

more innovative in

finding solutions”

5 – stakeholder definitions page 10



STAGE 2 – Research other potential case studies – desktop research

Selecting 3 community projects suitable as case studies required considerable
thought and extensive desktop research.

The projects required to be:

� True community led initiatives

� Successful, with a proven track record

� A variety of scale, facility and service provision

� Located within different areas of GB and Eire thereby reflecting any
differing approach by national and local government and agencies

The researchers explored numerous organisations through web sites,
industry channels and the Carnegie RARP network.

The membership of the Sports and Recreation Trusts Association
(SPORTA) was fully explored. However the majority of the members are
‘Independent Trusts’ set up by Local Authorities as this is currently
perceived to be a cost saving and more efficient method of delivering sport
and leisure services. Although these Trusts display an element of
independence and community input the researchers did not include them
in the study.

SportEngland were contacted, through their national and regional offices
for their suggestions of prospective case studies. SportScotland were
similarly approached.

Prospective case studies were then ‘interviewed’ by telephone and, if they
still proved to fit our criteria and expressed a willingness to participate,
were written to with details of the Carnegie UK Trust Rural Action Research
Programme and our suggested agenda.

The extensive research and filtering resulted in three organisations being
chosen and willing to be case studies.

� Shannon Swimming and Leisure Centre Ltd., Shannon, County
Clare, Eire

� Chipping and District Memorial Hall, Chipping, Nr Preston, Lancashire

� Kilwinning Community Sports Club, Kilwinning, North Ayrshire

In addition the researchers were part of the Carnegie UK Trust – Study Tour
to Mountain Empire Older Citizens (MEOC), Virginia, USA in October 2007
organised by Dr Sarah Skerrat, Lead Consultant of the Community-led
Service Provision theme of the Carnegie RARP.

The two aims of the study tour were:

1. To create a targeted exchange and learning opportunity for
commissioned RARP Partners which will generate workable ideas and
strategic responses for improving community-led rural service
provision in the UK and Ireland.

2. To generate policy-relevant recommendations through an international
comparison of rural policy context, infrastructure, public-private
partnerships, and analysis of associated constraints, challenges and
opportunities.



STAGE 3 – Case Studies and Study Tour

� Mountain Empire Older Citizens, (MEOC) 6

Virginia, USA
5th—17th October 2007

Day 1 – Introduction & description of region; History of MEOC;
Introduction to MEOC’s role and service provision; MEOC and
Partnerships; workshops on MEOC Projects.

Day 2 – Tour of selected MEOC facilities. Study MEOC as an organisation –
Focused interviews with Marilyn Pace Maxwell, Executive
Director and concept founder and Ray Moore Director of
Administration.

Day 3 – MEOC – Success, worries and failures. Workshops – Transit; Care
co-ordination; PACE; Volunteerism & RSVP; Kincare; Independent
Living. Sharing, learning, experiences and observations.

� Shannon Swimming and Leisure Centre Ltd., (SSLC) 7

Shannon, County Clare, Eire
3rd—4th December 2007

Six focused interviews with primary and secondary stakeholders
including Director and Hon. Secretary; Immediate Past Manager (now
part-time with responsibility for Marketing and Book-keeping); Manager;
Director of Services Community & Enterprises, Clare County Council;
Leader, Tae Kwando Club and Leader, Gymnastics Club.

� Chipping & District Memorial Hall (CDMH) 8

Chipping, Nr Preston, Lancashire
13th – 14th February 2008

Eight focused interviews with primary and secondary stakeholders
including Trustee and Secretary; Manager (and one of the original
sub-group set up to explore building a new hall); Trustee and Treasurer;
Community Futures Executive (formerly Community Council of
Lancashire); Chair of Parish Council and hall user; Hall user; Bar and
Licence expert at CDMH; and Leader, Pilates Class

� Kilwinning Community Sports Club (KCSC), 9

Kilwinning, North Ayrshire
10th – 11th June 2008

Seven focused interviews with primary and secondary stakeholders
including the two Directors and concept founders; Director;
Community Police Officer; Administration Manager; Development
Manager; North Ayrshire Council official.

RESEARCH APPROACH
Initially we studied the factors that contributed to the birth, growth,
development and sustainability of Atlantis Leisure.

From this study we identified four key factors.

Community – the individuals and groups in the area with a need and
those with the ability and desire to meet that need

Public bodies – statutory agencies that have a partnership role during
set-up, development or ongoing sustainability of the
project

Funding – Public, private and charitable trust sources of capital
and revenue funding

Organisation – How it operates, leadership, style and focus

6 – details of MEOC are on page 17

and appendix booklet
7 – details of SSLC are on page 14

and appendix booklet
8 – details of CDMH are on page 15

and appendix booklet
9 – details of KCSC are on page 16

and appendix booklet



The four key factors are likely to be common to all voluntary sport and
leisure organisations.

It was recognised that external conditions impact the organisations studied,
these conditions are Economic, Political, Cultural, and Environmental
and formed an important part of our research.

These four contributing factors and the external conditions were
included in the research framework which was developed into
The ‘McLean-Clunie Framework for Understanding Community
Organisations’ copyright Reg No. 277557. 10

Discussion on the research framework with Kate Braithwaite (Rural
Programme Director Carnegie UK) encouraged us to give particular attention
to Governance, Assets, Private sector funding and Sustainability as the
lessons from Atlantis Leisure and the case study partners may have wider
implications within R.A.R.P.

From the framework we identified Primary stakeholders
as being:

‘those identified in ‘need’ of the service provision and
those that directly enable the provision to be made’.

and Secondary stakeholders

‘are the organisations that give the opportunity for
the service provision to happen, or who indirectly
benefit from the service provision’.

Stage 1 – Critical Analysis of Atlantis Leisure
From the above definitions we carried out a stakeholder analysis listing the
Primary and Secondary Stakeholders.

The research was carried out using focused interview technique. For the
Atlantis Leisure study - the selection was made from within each category
of Primary Stakeholders. For Secondary Stakeholders we interviewed
representatives from Argyll based organisations. Where the interview was
with an organisation the choice of who would participate was with the
organisation rather than the researchers.

In stage 1, from the 20 focused interviews with 36 people selected from
primary and secondary stakeholders 7 Key Elements were identified as
being the major factors in the success of Atlantis Leisure. 11

Stage 3 – Case Study and Study Tour
In the research with the case study partners, the study partners set up a
range of Primary and Secondary stakeholders for us to interview. The
templates produced at each location were shared with the principles in
the organisation for feedback before leaving. The templates highlight
similarities and show differences between the various organisations
studied.

On the following pages each of these Key Elements is analysed in turn with
findings shown as a template and supported by notes on each organisation
from the evidence gathered.

10 – full details start page 64
11 – see page 51



Researchers:

Hugh McLean CChem, FRSC (Fellow of the Royal Society of Chemistry)

– Managerial career at Factory Management level within a US owned
major pharmaceutical company with exposure to management of
change and quality systems.

– Currently undertaking management consultancy work.

– One of four concept founders of Atlantis Leisure
(Oban & Lorn Community Enterprise Ltd.).

– Chairman of Atlantis Leisure for the first 10 years during the
phases of major development.

– Involved in community for many years in a variety of roles.

Roy Clunie

– Started the family printing and stationery business in 1985,
with first-hand knowledge of the private sector working in
a rural location.

– One of four concept founders of Atlantis Leisure
(Oban & Lorn Community Enterprise Ltd.).

– Chairman of Atlantis Leisure 2001 – 2006, currently a director.

– Carries out consultancy work for Social Enterprises locally and
in East Africa.

– Involved in community roles for many years.

Our contribution to the research:

The two researchers are not professionals in community or rural development.

What we bring to the research is:

� Decades of experience in voluntary community participation,
serving and leading numerous community organisations.

� Business and management skills and experience in the SME and
multi-national sectors.

� Living in and raising our families in the West Highlands.

� Experience in establishing successful community enterprise solutions
to community needs, from initial concept to ongoing sustainability.



CASE STUDY DESCRIPTIONS

OBAN & LORN COMMUNITY ENTREPRISE Ltd.
T/A ATLANTIS LEISURE 12

Oban, Argyll www.atlantisleisure.co.uk

OBAN
Oban is situated in the West Highlands of Scotland, 90 miles northwest of
Glasgow. It has a population of 9,000 which trebles during the summer
holiday season.

Oban owes its existence to the sea and is known as ’the gateway to the
isles’. It is the main port for the western isles and fishing is one of the
traditional industries in the area. The Victorians, with the arrival of
steamships and the railway, changed a coastal village into a bustling holiday
town. Today, Oban is very much the hub of North Argyll (Lorn) a very large
and scattered rural economy with a population of 15,000. Government
agencies and local authority offices for the area are based in Oban, as are
health facilities, professional and service industries. Oban High School has
over 1,100 pupils coming from 25 feeder primary schools with many
children staying in the school hostel during the week.

Oban is part of Argyll and Bute Council (A & B C). A & B C covers the second
largest geographical area of any Scottish local authority, stretching for over
100 miles from Appin in the north to Campbeltown in the south and more
than 80 miles across from the island of Tiree in the west to Helensburgh in
the east. It has six towns, 23 inhabited islands and over 2,700 miles of
coastline. There are four council run swimming pools in Argyll & Bute
Dunoon, Campbeltown, Rothesay, Helensburgh and four community
operated pools Oban, Lochgilphead, and the islands of Islay and Mull. Until
the opening of Aqualibrium, a council facility in Campbeltown in 2006
Atlantis Leisure in Obanwas the only dedicated sports centre in Argyll & Bute.
All other parts of Argyll & Bute rely on a combination of after hours use of
school facilities, add-ons to swimming pools and town & village halls.

Since its inception Argyll and Bute Council have argued strongly for additional
central government support citing the case thatwith a total population of only
90,000, the equivalent of an English town, it has to provide similar services
across 691,000ha comprising 6 towns and 23 islands. Consequently spending on
non-statutory facilities and services is limited and often dependent upon
attracting third party grant aid.

Situation at 1991
At a fund-raising meeting of the local tennis club, four of the committee
stayed behind and, predictably for Oban, the conversation turned to the
lack of sports facilities in the area, in particular indoor facilities, and the
apparent lack of money and desire on behalf of the local authority to do
anything about it.

Nationally, at that time, controversial policies were being introduced to put
council facilities and services out to compulsory, competitive tender (CCT).
Locally, the council had still to address this issue though the four were
aware that facilities in Oban were being considered for CCT. The Tennis Club
facilities are situated on and surrounded by Council owned land comprising
the local swimming pool, a large grassed area, garden area, car park and
some waste ground.

It did not take long for the obvious to surface.
Firstly — The land surrounding the tennis courts and swimming pool,
already in public ownership, would be the best site for new facilities which
could be directly linked to the existing facilities. It was considered that the

12 – further details in appendix booklet



council were in no position, either financially or politically, to deliver such a
development and with swimming pools and community sports facilities
acknowledged as being a continual financial drain that no commercial
business would be interested in doing so.

Secondly — If we really need and want sports facilities we were going to
have do something about it ourselves. To do this we would need to involve
others with suitable experience.

Situation at 2007
14,000 users per month >£3M capital investment
40+ staff Swimming Pool with Flume
6-court Regional Sports Hall 2 Squash courts
5 Tennis courts (3 floodlit) State-of-the-art Gym
Dance Studio Floodlight all-weather pitch
Soft-play area Sauna
Climbing wall Sports development programme
Partnership working delivering Cafe
youth, health & sports programmes



SHANNON SWIMMING and LEISURE CENTRE Ltd 13

Shannon, Eire
www.shannonleisurecentre.ie

Shannon - Geography and Demographics
The Shannon Region consists of the counties of Limerick, Clare, Tipperaray
North, South Offally.

Shannon Town is a new town and owes it’s existence to the adjacent
Shannon Airport. It has expanded rapidly in recent years and continues to
do so and now has a population of approx. 12,000.

Shannon Swimming and Leisure Centre Ltd (SSL) has a catchment area of
approx. 15km with a population of approx. 25,000.

There are no other indoor facilities available for community use within this
area. There are some small private gyms within hotels.

Shannon Swimming and Leisure Centre (SSLC) started in 1973 when
the community pulled together and built the swimming pool. The
swimming pool is used by primary schools, swimming clubs, swimming
lessons, Lifesaving, parties, fun hours etc.

The dry facilities and activities include Tae Kwondo, Football leagues,
Aerobics & dance etc, Climbing wall, Gymnastics club, Holiday clubs, Girl
Power, Sports Therapist, Gym and junior gym.

Many of the clubs have waiting lists and availablility of the pool and dry
facilities are limited for any new additional activities. With little local
authority support, SSLC operates under quite severe financial constraints
resulting in small staff numbers and tired facilities. The usage figures are
extremely impressive, putting larger better resourced facilities to shame.

1973-1979 The community built the swimming pool and operated it
on a voluntary basis. Extended periods of closure during
this time due to lack of funding.

1992–1994 Planned and built new indoor facilities, opened by the
President of Ireland in1994.

1994-2007 Became a limited company and developed the facilities
within the existing buildings.

2008-2009 Building a €1.3M extension and upgrade to facilities,
starting November 2008.

13 – further details in appendix booklet



CHIPPING & DISTRICT MEMORIAL HALL 14

Chipping, Preston PR3 2QH
www.chippingvillage.co.uk

Geography and Demographics
Chipping is a picturesque village situated in the heart of Lancashire's
scenic Ribble Valley, on the edge of The Trough Of Bowland. It has a
population of approx 1,300 within a 5 mile catchment area. It has a real mix
of residents, with many people retiring to Chipping. However it has a healthy
number of young families with 60-70 children attending the 2 primary
schools.

Chipping and District Memorial Hall (CDMH) – The old Village Hall was
in debt (outstanding loan) and in a very poor state of repair. Even in this
condition it was very well used but there was a growing dissatisfaction
about its suitability and being fit for purpose. In 1996 as a result of a
positive village survey supporting improvement or replacement of the Hall
a new sub-committee was formed to drive the project forward.

The new Hall is at the heart of the village providing superb facilities and
activities – Gym, Yoga, Line Dancing, Brownies, Cubs, Scouts, Badminton,
Pre-school, Youth Group, Indoor Bowling, Pilates, Mother & Toddler, Exercise
on prescription, Circuit training. Outdoor – All-weather floodlit multi-use
games area for football, tennis (4 courts), netball, hockey etc. The CDMH is
also an important economic asset to the village generating employment
and income from hiring the facilities for conference use, business meetings,
weddings and private parties.

1997 Agreement that a new hall is the best way forward

1999 New hall opened in November 1999

2002 Conversion of loft space (pre-planned) to provide additional
meeting space for youth groups and accommodation of a new gym

2006 Upgrading of the play equipment in the adjacent park and the
provision of new all-weather, floodlit, multi-use sports area.

14 – further details in appendix booklet



KILWINNING COMMUNITY SPORTS CLUB 15

Kilwinning, Ayrshire KA13 6LF
www.kilwinningsportsclub.co.uk

Kilwinning - Geography and Demographics

Kilwinning has a population of 25,000 and is located in the Cunningham
district of North Ayrshire. Kilwinning once relied on coal mining as its main
industry. There are 2 secondary and 7 primary schools. The town has
several areas that qualify for Social Inclusion Partnership status (15% of the
adult population have higher or further education qualifications).

Kilwinning Community Sports Club (KCSC) evolved through
frustration at the poor condition of local football pitches and changing
facilities. Irregular maintenance, drainage problems and poor booking
arrangements resulted in pitches being unavailable and matches being
cancelled at short notice. Dissatisfaction grew into a desire to ‘do
something’. A local audit of football facilities was undertaken and at the
suggestion of the Scottish Football Association the Scandinavian concept
of Community Sports Clubs was eagerly explored. The success of KCSC has
been dramatic in an area of considerable social disadvantage – an increase
from 350 to 2,500 people regularly participating in sport; new sports
introduced hockey, golf, gym and fitness etc.; over 60 coaches helping
adults and juniors. There has also been significant social and economic
benefits to the area e.g. through job placements, volunteering
opportunities, community ‘ownership’ and a reduction in crime in the area.

1999 2 x 11 a side and 2 x 7 a side poorly drained football pitches and
changing rooms for 4 teams

2008 10 full-time employees, new drainage, 7x11 a side pitches, 8 x 7 a
side pitches, changing for 12 teams, disabled and girls changing, 40
member football teams, three girls teams, golf practice range,
weightlifting section, netball section, Gym/fitness suite. There is also
a sports development programme in local primary schools, delivered
by KCSC, floodlit synthetic pitches and premier quality grass pitches,
equivalent to the standard at SPL grounds. Partnerships with Schools
and James Watt College.

15 – further details in appendix booklet



MOUNTAIN EMPIRE OLDER CITIZENS, INC 16

Big Stone Gap, South West Virginia
www.meoc.org

Geography and Demographics
Area is approximately 1,400 square miles.

Total population is approximately 92,000.

Population density is approximately 65 persons per square mile.

Highest rate of uninsured persons in state - 20.4% as compared to state
rate of 14.9%. Rate continues to rise - from 15% in 1996 to 20.4% in 2001.

Percentage of Persons 65+ continues to rise (Since 1980, region has seen
a 30% increase in the 65+ population as compared to 4% for the state).

Highest percentage of persons over 65 with disabilities (in Virginia, 40% of
population 65+ reports a disability. In Southwest Virginia, 48% to 70%).

Mountain Empire Older Citizens Inc (MEOC) was established in 1974
and is designated as the area agency on aging and public transit provider
for Wise, Lee and Scott counties and city of Norton in the south western
tip of Virginia in the mountains of Central Appalachia. In addition, MEOC
directs Healthy Families for Southwest Virginia, The Mountain Laurel Cancer
Resource and Support Center, and the Southwest Virginia Children’s
Advocacy Center. MEOC also provides management services to The
Junction Center for Independent Living Services.

1974 No community based services for elderly
No specialized or public transportation
$12,500 budget from one funding source
Mission solely to serve and advocate for the Elderly
One staff person – Gerontology Planner
No support for families caring for older members
Who and what is MEOC?

2007 37 different community services
Fleet of 63 vehicles
Honored nationally
New transit maintenance/office facility
$7 million budget/ 70 funding sources
Expanded services for abused and at risk children, cancer patients
and medically indigent
200 staff members - full and part-time
Infrastructure of support services named one of top five programs
in nation
MEOC is now woven into the fabric of the community

16 – further details in appendix booklet



FINDINGS

Six Key Elements
of Successful Community-Led
Service Providers

Introduction
The findings are in two sections:

1 A summary of each key element

2 Each key element is then presented in detail as determined in each of
the case studies

The 3 BEDROCK ELEMENTS

NEED 17
– People – Community Support

All five case studies grew from a recognisable need in the community and
the realisation that central/local government or public agencies were
unable or unwilling to meet this need. Therefore in all five instances if this
need was to be met it required direct action from the community as an
advocate and catalyst for change and then to provide the vehicle that
would address the need.

Atlantis Leisure Indoor sport and leisure facilities and services

Shannon Swimming and sport facilities

Chipping A new community village hall

Kilwinning Upgraded, playable outdoor sports pitches

MEOC (Virginia) Care and support for the elderly

For a community-led solution the NEED requires to be:

� An overall community need that is understood and appreciated by the
community

� Not need as perceived by a small section of community with singular aims17 – Individual Case Study details pages 23–27



� The Need can be for a specific group in the community which touches
the whole community

� Response to need requires to be appropriate to the size and type of
community (otherwise it will not be sustainable i.e. not be able to meet
the three requirements of organisational sustainability) 18

� The solution to the need has to be realistic and achievable to gain
community support

� Need is tied-in with People and Community Support. These should not
be seen as separate

� The response has to stay focused on the need

Need – PEOPLE 19
– Community Support

Community-led solutions are not always the easiest way to provide facilities
and deliver services. They are time consuming and require a high level of
commitment and energy from those involved.

However the four case studies (and MEOC) demonstrate the ability to
enthuse and involve individuals with a range of skill sets and form them into
a dynamic group working for the community.

For this group to be successful the following characteristics require
to be present:

� Right skills, commitment and overall community interest need to be
present within the group

� Self assessed skill base may show up deficiencies and how these
deficiencies can be overcome requires to be addressed. There are
various ways to make this happen

� Willingness to work as a team

� Requirement for everyone in the organisation to be actively involved,
not just there to make up numbers

� Non-representative – specialised interest and knowledge yes, but group
loyalty to the overall need and objective is paramount

Community-led solutions, as shown by the case studies, will
out-perform their public sector counterparts both in quality
of service and in financial efficiency.

Need – People – COMMUNITY SUPPORT 20

It is not sufficient for the group (organisation) alone to recognise the need.
The whole community has to see the value in meeting the need and be able
to ‘buy into’ the solution. However community support is not a given it has
to be worked for by the organisation.

To gain support of the community the organisation require to:

� Provide evidence of the need, both quantitative and qualitative

� Provide evidence both quantitative and qualitative that the solution is
realistic, achievable and sustainable

“The NEED is the

glue that holds

it all together”

“Not many strong

community businesses –

down to individuals

with drive + succession

planning also a factor”

“Correct mix of people”

“Sold the concept

and strategy to the

community”

18 – Organisational Sustainability details

page 22
19 – Individual Case Study details pages 28–31
20 – Individual Case Study details pages 32–35



� The organisation has to be pro-active in gaining the trust of the
community. Must maintain an organisation of integrity and stay focused
on addressing the need

� The organisation must understand that not everyone will be supportive
but stay focused on overall aims and community support

In turn the support has to be:
� Broad based, embraced by all sections of the community

� The community has to have the opportunity to demonstrate its support
and become involved in the organisation or by assisting directly in
meeting the need

The 3 OPERATIONAL ELEMENTS
GOVERNANCE 21

– Assets – Sustainability

The term “governance” is a very versatile one. It is used in connection with
several contemporary social sciences, especially economics and political
science.

For the purpose of our research work we define governance as being “the
manner or way the organisation is operated”

There is no common model of operating, each organisation must
operate to fit the cultural, economic, political and community environment
it finds itself operating in and find its own style, skills and people available
to the organisation.

This inevitably is dynamic and the organisation must evolve as the
circumstances in which it operates change. Thus each organisation must
continue to self examine and adapt to reflect the changing needs of the
community it serves. Otherwise it will not continue to meet community
needs and inevitably, over time, start to die.

Thus inevitably each organisation had a different “way of doing things”

Atlantis A business based model with responsibilities shared across a
departmental type structure with Board and staff interacting
regularly.

Shannon An entrepreneurial type structure based on one dominant
figure controlling and linking between board and staff.

Chipping A devolved structure where a large board representing users
and community devolve authority to the employee manager.

Kilwinning An executive team structure controlling staff and driving the
organisation forward with other staff and board members in
supporting role.

The Atlantis Leisure operation has evolved from being one that was Board
driven with management supporting to one where it is Management driven
with Board influencing.

VISION

Clearly each organisation has or has had a vision of what it is trying to achieve
but these are not always written down and presented as “visions”. However
in each case the vision drives each organisation through the person/s with
the vision. This vision forms the backbone of each organisation’s focus.

“If the rate of change

within an organisation

is not in keeping with

the rate of change

outwith the organisation

it will die”

“Get lots of people
involved and keep

them involved. Each

person is treated as

a valuable resource”

“Has to be run on a

business like manner

for the benefit of the

community and with

responsibility for

the staff”

21 – Individual Case Study details pages 36–41



FOCUS

Both Shannon and Atlantis Leisure recognise focus as a significant factor in
their success.

Atlantis This was evidenced by ensuring we constantly met objectives;
not being diverted by other opportunities and the use
of sub-groups to address specific issues kept workload
manageable and utilised skill base to good effect.

Shannon The focus here is on two areas, survival and development and
these are achieved by strong governance coupled with
understanding community needs.

TIMING

Chipping and Atlantis Leisure both recognised timing as being significant to
their success

Chipping Funding opportunities were becoming available at just the right
time for Chipping with the Millennium Fund, European Funds
and Community Futures. Within Lancashire county an
emphasis was placed on creating a number of village halls to
suit a new millennium thus there was impetus from the
agencies to make things happen.

Atlantis Scottish Sports Council (now Sportscotland) had identified, in its
vision document ‘Sport 2000’, Oban as a place for a “Regional”
facility. Thus with the Lottery coming on stream at about the
same time and ERDF (European Regional Development Fund)
in place our timing was very opportune.

Governance – ASSETS 22
– Sustainability

Human and Social assets are required at the
start to identify and respond to the need.

By creating the physical assets the community
benefits by being able to enhance human and
social assets which in turn generate new
assets of all types. The overall major benefit
for the community may result from the
upward spiral of the virtual circle of activities
and not from the initial activity itself.

An example of the virtuous circle from our study.

Kilwinning. 2 football enthusiasts identified the requirement for improved
football facilities and had the human and social assets to make changes in
football provision. That was their vision and focus. The community
benefited from these improved football assets. This benefit is reflected in
growth in human and social terms and Kilwinning Sports Club has moved
forward to create facilities across a significant number of sport and leisure
interests for the community resulting in all sorts of wider human and
social benefits. Thus they have gone from a football facility to a widely
based community facility with human and social assets well beyond the
originators initial expectations.

Examples of similar circle of benefits could be shown for all the organisations
studied.

“Staying centered

on mission builds

credibility”

“The more successful

you are, the greater

the needs become.

Our unmet needs

and waiting lists

grow annually”

22 – Individual Case Study details pages 42–47



Governance – Assets – SUSTAINABILITY 23

Our study shows that sustainability is a 3 legged stool

If any of the legs are weak or not there then the stool
becomes weakened and will eventually break.

Within this model of sustainability each leg has key
requirements to keep it strong.

People
� The organisation has to have the ability to attract people with the right

qualities, skills and community spirit to serve as a Director/Trustee.

� The need for succession planning has to be recognised at Board/Trustee
level and proactively managed.

� For the correct people to come forward the organisation has to offer
them the opportunity to make a positive impact in the community
through developing existing provision, addressing new needs, creating
a vision for the future and making it happen.

Assets (physical)
� Appropriate finance secured, budgeted and spent on maintaining and

upgrading existing assets

Finance
� Core funding has to be in place to cover budgeted overhead costs.

It is critical that the organisation does not rely on voluntary
fund-raising to cover day-to-day costs as this is very debilitating,
time-consuming and impacts on the ability of the organisation to deliver
its core aims.

� Capital expenditure, though often grant assisted will require a
proportion of the cost to come from the organisation itself. This
requires the organisation to operate at a surplus or to have secured
additional unrestricted funding streams.

“Sub-groups are a
good introduction
for prospective
directors”

“Council willingness to
negotiate additional

funding to aid

sustainability of

organisation”

23 – Individual Case Study details pages 48–50



NEED
ATLANTIS LEISURE
AT COMPANY START UP

� Oban Times article in our initial proposal to the Argyll Bute District
Council with the public commenting on the lack of facilities principally
for young people

� Scottish Sport Council’s document ‘Sport 2000’ section 4.101 states
that ‘Scotland’s biggest single need at local level is for multi-purpose
sports centres’. Oban was identified as a potential regional facility.

� No purpose-built indoor sports facility available within 90 miles

� Very limited opportunity for the community to use Oban High School
sports hall

� Corran Halls adapted for a limited number of sports and only available
when not booked for its primary functions

� Argyll & Bute District Council, in response to our initial proposals, issued
a Brief for the Development and Operation of Leisure and Recreation
Facilities stipulating the provision of a sports hall and all-weather pitches

� Local authority acknowledgement that they would be unable to provide
such facilities

� Local authority finances were forcing the Council to consider reducing
the opening hours of the existing swimming pool

� No public play-park of any consequence in the area (swings at Ganavan
in disuse/unavailable)

� Most local primary schools did not have dedicated gym facilities

� The recognised need resulted in 120 people turning up at a public
meeting on 1st June 1992 to formally establish the company, Oban and
Lorn Community Enterprise Ltd., to elect directors and to approve the
proposals.

DURING MAJOR FACILITY DEVELOPMENT

� Sub-group of Atlantis Leisure directors used business planning tool to
explore and prioritise proposed new facilities

� Contributions from sports clubs, users of the existing facilities and
community groups resulted in the final planmeeting the community need

� Community support during the ALF (Atlantis Leisure Fund) campaign



� Official statistics, information and advice from Scottish Sports Council

� Letters of support for the development from West Highlands and
Islands of Argyll Tourist Board, Oban Community Council, Oban Saints
Football Club, Oban Lorne Rugby Football Club, Oban Athletic Club

ON ON-GOING BASIS

� Continuing need demonstrated by:

• The level of use - 14,000 users per month

• Schools – primary – some not able to fulfill their curriculum
requirements without Atlantis Leisure

• Schools – secondary – able to offer greater range of facilities /
activities – important for youngsters not keen on standard sports

• Number of new clubs emerged since Atlantis Leisure was built

� Number of new ideas and needs identified by the people interviewed
for this research

� Concerns about the nations’ health

� Loss of community amenities for young people in particular

• Bowling alley closed

• Cinema future in doubt

� Rules, regulations, lack of volunteers, changes in life-styles all results in
less sports clubs being active in the area requiring Atlantis Leisure to
assist club start-ups and development until they are able to be self
reliant eg. netball, cricket.

SHANNON SWIMMING & LEISURE CENTRE

AT START UP

� No swimming pool in the area. The local community raised the money
and with some grant aid built the swimming pool.

� The importance of the facility to the community was demonstrated by
the fact that it was staffed entirely by volunteers for 6 years 1973 - 1979

� Kept the support of the community even though finance issues forced
it to close several times for prolonged periods in the 1970’s.

CURRENTLY

� New indoor facilities were developed to provide sports provision in the
area. Opened by the President of Ireland in 1994.

� Used by individuals, clubs and all local Primary Schools.

� Clubs are oversubscribed and could take on extra classes and additional
members if time / space was made available.



� Population growth from 2002 census figure of 8561 to 2008 figure of
12,000 with a total of 25,000 in the wider communities served by SSLC.

� Nearest indoor comparable facilities are in Ennis some 15 miles away.
This is out of reach of most local families to go on a regular basis.

� Several sports catering for children would cease if the facility was not
available as their only alternative option would be unaffordable renting
of commercial premises.

� Ongoing need has resulted in a €1.3M expansion and upgrade of indoor
facilities which is due to start in November 2008. At time of study visit
approximately half had been raised. The ability to raise money within
the local community has been a feature of SSLC development over the
years as has the support of lenders including the Credit Union.

� The Council recognises that SSLC is providing a necessary service and
acknowledges that it would have to step in if it could not continue in it’s
present format.

� Has continued in operation for 35 years.

CHIPPING & DISTRICT MEMORIAL HALL

AT START UP

� In 1995 the old hall was in a spiral of decline, was in a poor state of
repair and had only around £1,000 in the bank account and had
outstanding loans.

� The committee surveyed every household in the village to discover the
level of support for the improvement or replacing of the hall. The
response was very positive. This gave the committee the necessary
encouragement to set up a sub-group to explore the options.

� Community Futures was approached for advice and were supportive.
The need was recognised by the Parish Council who made available land
for a new building and the development agencies came together with
the committee to agree the way forward.

� All users groups were asked to identify the features they required from
a new hall

� The new hall was opened to the public in November 1999.

CURRENTLY

� The usage level increased quicker and at a higher level than expected
resulting in two subsequent developments (which had been allowed for
in the plans). The loft space was developed in 2002 to provide additional
meeting space, accommodation for a new gym and the upgrading of
the halls IT equipment. The second and most recent development
involved the upgrading of the equipment in the outdoor play area and
the provision of a new all weather sports area early in 2006.



� The new facilities resulted in usage from a larger geographic area.

� New organisations / clubs have been formed.

� The ability of the hall with bar provision to accommodate private party
usage for e.g. weddings, birthdays, etc and business meetings has
resulted in financial stability and the hall being an economic resource to
the village.

KILWINNING COMMUNITY SPORTS CLUB

AT START UP

� The North Ayrshire Council operated several football pitches with
changing rooms in the one area of Kilwinning. These had received
minimum attention over the years. As a result the pitches and changing
areas were in very poor condition.

� Inadequate booking arrangements allied to the poor condition of the
pitches resulted in many pitches being unplayable and matches being
cancelled at short notice.

� With the backing of the majority of the football clubs in the area the
now Secretary of KCSC carried out an audit of all the facilities in the
area and approached the council with a list of improvements. The
council acknowledged the situation and agreed to carry out some
improvement works. This step highlighted the need for better facilities
and showed what might be achievable with all the interested parties
working together.

� The SFA recognised the need for improved facilities and were very
supportive and proactive in exploring possible solutions.

� The town has several areas that qualify for Social Inclusion Partnership
status. Many people within the community are unable to access
alternative public facilities in North Ayrshire or private facilities (gym/
fitness clubs).

CURRENTLY

� An increase from 350 to 2,500 people regularly participating in sport at
KCSC.

� The need for affordable facilities open to all is demonstrated by the use
made of new facilities and sports introduced and clubs established.

� The Gym is deliberately pitched at those in the community who would
benefit from regular exercise but traditionally are unwilling or cannot
afford to join a private club. Membership costs £15 pa + £1 a session.
The gym club has 1,800 members.

� Sportscotland recognised the work being done and carried out a Case
Study 24 of the development as a model for other aspiring community
organisations.

24 – see appendix booklet for more details

of Case Study by Sportscotland



� The organisation has been opportunistic in providing additional facilities
by utilising equipment and accommodation made available to them by
business and organisations in the community.

� Kilwinning is close to Irvine where the Council provide major indoor
facilities at the Magnum Centre. Although close this is out of the reach
of many of Kilwinning residents who may wish to go on a regular basis.

� Partnership working has resulted in regular programmed use of the
facilities by the local primary schools; Job Centre Plus – programmes
for the long term unemployed; James Watt College – Apprenticeships
and placements.

� From a small basic position KCSC has transformed the quality of the
playing surfaces, created new facilities both indoor and outdoor, make
coaching available to a vast number of youngsters and have created
playing facilities the envy of all equivalent sized towns in the country.

� What started as a football facility has over the past 5 years become a
community facility utilised by all sections of the local community.

� Continued demand has resulted in ambitious plans to build new purpose
built indoor sports facilities.



People

ATLANTIS LEISURE
PEOPLE which in the instance of Atlantis Leisure means the concept
founders and the DIRECTORS of the community company.

Drawn from the focused interviews, stakeholders comments and the
researchers experience of Atlantis Leisure, the aspects to this element
have been:

CHARACTER– COMPETENCE– COMMITMENT–COMMUNITY INTEREST

There are other aspects that some may consider should be included in this
element e.g. continuity, integrity, team working etc. Whilst these are
important without Character, Competence, Commitment and Community
Interest the others would not be enough.

CHARACTER

Whilst character is a subjective term we believe that it has relevance within
the study of Atlantis Leisure as it directly impacted on the long-term
success and sustainability.

� Approached the tasks with humility, modesty, demonstrated by their
ambition for Atlantis Leisure and not for themselves

� Pre-opening phase allowed confidence in each other and trust in each
others views to be developed which resulted in there being only two
votes at Board meetings in 17 years

� This was demonstrated by the acceptance of alternative thinking and
creation of a ‘can do’ attitude

� Boardmembers clearly demonstrated passionmatchedwith performance

COMPETENCE

� All successful in chosen career / business field

� Personal credibility opened doors and led to agreement with official bodies

� Led Argyll & Bute District Council to:

• Discuss project’s potential when approached by the un-constituted
group of 8

• Agree a lease committing the council to approx £4.5 million (plus
inflation) spend over the 21 year lease

� Argyll and the Isles Enterprise Ltd. to support the project with funding
for specific projects throughout the existence of Atlantis Leisure

� Operating efficiently, through a professional business-led approach
ensured community needs were met resulting in greater usage that
generated an annual surplus for re-investing in facilities and additional
services.



� New management structure and community focus changed the
previous (Council’s) operational culture

� Due to personal and combined credibility never a problem to speak /
meet discuss with community leaders (from MP down)

� Directors have been invited to get involved in a number of other
community organisations and projects

COMMITMENT
� At set up the period of appointment for a director was three years with

the ability to be re-elected at the AGM

� The same directors were in place for 8 years (during that time the
building of the centre was completed) before 2 stood down due to one
moving away and the other becoming the President of the Law Society
of Scotland

� Excepting the 2 above the next leavers were after 13 years then 14
years service. The 4 youngest of the original directors are still directors
after 16 years

� Protracted negotiations by Directors achieved charitable status
resulting in 100% rates relief

� After 4 years of the project the Chairman worked away from the area
(Monday to Friday) for 2 years and with board approval remained as
Chairman. During that period, he negotiated with his employer 1 day
per month, to attend Atlantis Leisure business and Board meetings.

� Due to the way the organisation operated it was possible for directors
to take an “Atlantis holiday” (generally to address periods of excess work)
without having to resign from the board.

� Succession planning was explored and in place before the original
Directors started to retire. 25

COMMUNITY INTEREST

All the original directors were / had been involved in community activities
in one shape or form before / during and since their involvement with
Atlantis Leisure.

These range from:

� Chairman of Sports Council � Church organisations

� Setting up Auction Mart as a � Many sport clubs –
community company activities and committees

� Rotary/Round Table organisations � Village hall committee

� Cultural activities � School Boards

� H2O Youth charity � Oban Skateboard Partnership

� Oasis Drugs rehabilitation charity � Gaelic Partnership

� Oban Youth & Community � Oban Mountain Rescue
Association � and many others

25 – succession details pages 48–50



SHANNON SWIMMING AND LEISURE CENTRE

� The Board of SSLC is long serving giving stability and consistency to
staff and outside agencies.

� There is no doubt that the Company Secretary is the main stay and
driving force of the organisation. Whilst playing down her role this fact
is recognised by both the board members, staff, club users and the local
authority.

� The Company Secretary is the link between the Board and the Staff and
maintains strict control of finances.

� The Company Secretary is a Local Councillor and is currently Convenor
of the Council. Obviously the relationship she has with the Council is
important to SSLC.

� It is clear at this point in time that without the experience, drive and
expertise of the Company Secretary the organisation would have difficulty
surviving in its present format.

� The organisation is staffed by local people who are very loyal, supportive
and passionate about the organisation.

� In turn the Board are supportive of the staff ensuring that training
opportunities to achieve national qualifications are made available and
actively promoted.

� Maintenance staffs are particularly supportive considering the need for
them to continue to operate and repair very old swimming pool
equipment. This is very much recognised within the organisation.

� It is the combination of commitment at the Board level, especially
relating to the Company Secretary, and at the staff level that impresses
about this organisation and is the glue that keeps it afloat despite
severe financial constrains.

CHIPPING AND DISTRICT MEMORIAL HALL

� The Trustees are formed from the representatives of all the users. This
results in the Trustees being a large group of over 20 people, a varied
cross-section of the community.



� The Trustees are not the main drivers for the organisation this is the
Manager who has established a working relationship with the office
bearers for the normal day to day management of the facility.

� The key to the success of the hall is the Manager who is very
committed to the village as a whole and particularly the hall. She is
innovative in the hall’s use, flexible in her time and ambitious for the hall
and facility development. Her business approach is framed within her
overall community-minded spirit.

� This is a very traditional village which over the centuries and decades has
always been a very supportive community. It is this background that
forms the success of the build and development of the new facilities.
This is evidenced by the level of fundraising achieved.

� A significant part of the success of this development can be attributed
to the people working in the public sector agencies that gave the
committee expertise and encouragement to develop a facility beyond
their perceived basic needs which has resulted in the ability to develop
additional uses and become financially stable. The agencies worked
together, not just to secure funding to allow it to proceed but to give
it every opportunity to be successful and sustainable.

KILWINNING COMMUNITY SPORTS CLUB

� Whilst KCSC has a Board it is the three people who form the Executive
that are the main drivers and organisers for this organisation

� They initiated the organisation and control the day to day operation
and the future direction

� Without these three people KCSC would not exist

� The Chairman and Secretary devote the bulk of their non-working time to
KCSC. In their work both are able to operate flexibly so that being
occasionally at KCSC during the day is possible. In this way staff can be
directed,meetings held and checksmade on progress of any ongoing activity

� They have an entrepreneurial, can-do attitude and take advantage of
opportunities that may arise

� They have learned to be successful bidders for capital funds

� The staff are supportive of the club and recognise the contribution
made by the executive members

� The other board members have specific roles within the club and
provide support to executive members

� KCSC is a very inclusive organisation resulting in many volunteers from the
community coming forward and helping in the football and sports clubs e.g.
60 football coaches and volunteers.

� SFA Community Development Manager has been instrumental in the
development of the Executive team by broadening horizons, exposing
them to the Scandinavian concept of Community Sports Clubs, general
encouragement and particular assistance during the start-up phase.



Community Support

ATLANTIS LEISURE
AT COMPANY START-UP

� Letters of support from Oban and Lorn Chamber of Commerce, Oban
Tennis & Squash Club, Oban Lifesaving Club, Oban Otters Amateur
Swimming Club, Rotary Club of Oban, Ray Michie MP, Oban High School,
North Argyll Development Agency, Oban Mull and District Tourist Board

� 120 people turned up at a public meeting to form the company

� Rotary Club of Oban, Oban Round Table, Oban Lions Club, Scottish Hydro
Electric donated start-up cash to allow the company to start trading
on day 1 (subsidy from the council is paid in arrears)

� Donations in-kind from various trades/business e.g. painting and
decorating

� Support from local councillors with two being appointed as Council
representative board members

DURING MAJOR FACILITY DEVELOPMENT

� Local community effort raised £350,000 from fund-raising and
securing donations from charitable trusts out of a £2.3M total.

� Willingness of Oban Tennis & Squash Club to assign lease/facilities over
for a nominal £1 to Atlantis Leisure to allow a fully integrated sports
centre development to take place

� Approaching 800 people became shareholder members of the company

� Patrons: Rev R Buchanan-Smith, Mrs J Bennett, Earl of Dundonald,
Winifred Ewing MEP, Mr John Holt, Lord MacKay of Ardbrecknish, The
Hon. Ray Michie MP, Mr J.A.M. Orr, Mr Craig Readie, The Hon, Frances
Shand-Kydd, Mr Graeme Simmers

ALF (ATLANTIS LEISURE FUND)
Director-led with sub-group support consisting of Directors and Staff

� Professional scale model built of possible development

� ALF fund-raising ‘mascot suit’ used throughout the campaign

� Oban High School and local primary schools were visited and the Atlantis
Leisure concept explained at school assemblies

� Presentations made to numerous local organisations and clubs

� The local media (Oban Times, Oban FM, Press & Journal) all fully supported
the development with superb media coverage and sponsorship



� Massive public support for community fund-raising campaign

� £35,000 was raised from 90 separate donations from local clubs and
associations. The bulk of this money came from over 60 fund-raising
events held within the year – more than 1 a week!

� 3,200 bricks bought in the Oban Times ‘Buy- A-Brick’ campaign

� 170 local business donated over £34,000

� Local charitable trusts assisted in grant funding the development: Oban
Charitable Trust; Oban Common Good Fund

� Major donations from a locally based charitable trust, North British Trust
helped secure the funding package

ON ON-GOING BASIS

� Carnegie interviews clearly indicate a huge support for Atlantis Leisure,
both the operation and provision of the facilities and for the concept of
a community company

� Additional revenue support from Argyll & Bute Council achieved in 2007

� Continued funding support from Oban Common Good Fund

� Willingness of members of the community to become involved at
sub-group level and/or to become Directors of Atlantis Leisure

� Customer surveys

� 14,000 users per month

SHANNON SWIMMING AND LEISURE CENTRE

� The swimming pool was built in 1973 and in the early years was managed
and run purely by volunteers. A severe shortage of funding resulted in
prolonged periods of closure.

� In the early 1980’s the method of running it was changed to being run
as a business with a manager and 2 staff appointed.

� The community successfully fund-raised for a major £1.0m expansion
and redevelopment in the early 1990’s

� Clare County Council and Shannon Town Council support the company
by paying SSLC to run the play area and the recycling centre with the
County Council making a contribution towards running costs (2006=
€65,000, 2007= €85,000 about £55,000)

• Note Atlantis Leisure subsidy from Argyll & Bute Council for the
operation of the pool only was £290,000 in 2007–08



� The clubs and organisations that use the facility are oversubscribed and
if more room / time were available would be able to further develop
their sports.

� The clubs continue to be supported by parental help to make them
operationally viable.

� People come from outlying areas to use the facilities.

� The clear evidence of the pride and passion the people have for the
centre despite the facilities appearing tired in places through usage.
It is this pride from across the community that has enabled the
organisation to keep going against severe financial constraints.

� There is evidence that the business focus and tight financial controls
are not fully understood outwith the organization, leading to friction
with community aspirations.

� At the time of the visit approx. half of the €1.3M planned expansion
due to start Nov. 2008 had been raised. The ability to raise money within
the local community has been a feature of SSLC development over the
years as has the support of lenders including the Credit Union.

CHIPPING AND DISTRICT MEMORIAL HALL

� Chipping Hall Committee surveyed the whole community to find out the
level of support for the improvement or replacement of the hall. This
showed strong support.

� Clubs have grown and the number of organisations using the hall has
increased.

� Agencies and organisations beyond the immediate area hire the hall for
meetings demonstrating the flexibility, practicality and quality of the
hall’s accommodation.

� Local residents not active within the hall committee structure will give
of their time and expertise as required to assist.

� Fund raising for the new hall was extremely impressive with over £100,000
raised over 10 years. This within a community of approximately 1000
people.

� Local Trusts donating money for community benefit continue to
support the Hall.

� Because of the success of the new hall there has been two further
developments requiring capital finance. These have been able to be
provided without major setbacks.



� The users recognise the benefits the hall brings to all ages within the
community and therefore is respected and looked after in exemplary
fashion, including the local youngsters.

� It is difficult to see how a community could develop, maintain and
manage a hall facility better than has been achieved in Chipping. The
community recognise the impressive advice and co-ordinating efforts
of the agencies they worked with to develop the hall.

� This co-operation and co-ordination between Chipping community and
their agency partners was the best example of this we saw during our
study.

KILWINNING COMMUNITY SPORTS CLUB

� The initial coming together of the various factions within the local
football community was the first example that the community would
support a development. This involved putting aside decades of old
adversaries – never an easy thing to do

� The pride shown by the community in the playing facilities which include
Premier Division standard pitches and a wide range of other pitches is
very evident

� The standard of the indoor facilities is far from ideal but the usage
levels confirm that they are very much appreciated and are well used

� The additional actions taken by the organisation to assist the
community by having partnerships with educational college (James Watt
College), schools and by providing apprenticeships and jobs for long
term unemployed is reflected by the community and shown by the pride
they have in the facilities and organisation

� The lack of moral and financial support from the top levels within the
Council also serves, in a perverse way, to fuel the community spirit
shown to the facility. This is also demonstrated by the practical support
shown by the operational levels within the council

� The use of the facility by the SFA (Scottish Football Association) for
training and age level matches is viewed with pride by the community

� Vandalism was a problem during the early years, this is now no longer an
issue due the community appreciating and respecting the facilities.
Crime is down in the area a fact that is attributed to KCSC by the local
community police

� The plans for a major indoor development to replace the old Portacabin
type accommodation and expand the uses and users further
demonstrated that the community is very supportive of this facility



GOVERNANCE

ATLANTIS LEISURE
The term “governance” is a very versatile one. It is used in connection with
several contemporary social sciences, especially economics and political
science

� For the purpose of our research work we define governance as being
“the manner or way we operated” in running and developing Atlantis
Leisure

� In setting the company up there was and still is the legal agreement and
framework between the local authority and Atlantis Leisure contained
in the 21 year lease document. This document does not drive the
governance of the company (the lease agreement has since been
renewed)

� It is clear however that the way we operated within the board,
internally with the management and staff and externally with the
community was and continues to be key factors in the Atlantis Leisure
story

� Similarly to other aspects, time and other factors change the internal
dynamics.

� Thus the template of Culture in the 1st Decade symbolises the way we
operated.

� The template of Culture in the 2nd decade shows an evolving picture
where the principles that started the organisation are retained but the
relationships have evolved

� One factor in this evolution has been the ability, with the enlarged
facilities, to attract professional leisure management and staff that was
not possible in the early years. Obviously this impacts on the relationship
between the Board and the Management team.

Potential Board Members

Board of Directors

MarketingFinance &
Management

Centre Management

Special
Sub Groups

Facilities

Example
• ALF fund (private money)
• Public Money funding
• Development Planning
• Pool Plant Upgrade
• Sports Festival

Governance Structure



BOARD’S INTERNAL DYNAMICS

For a group of volunteers to come together and work as a team to deliver
an ambitious community project requires forethought and effort, it does
not automatically happen.

The dynamics of the Board was achieved by:

� Social interaction

� Early success

� Planning

� Established Director Code of Conduct

� Review sessions informally run

� Meetings structured

� Continually seeking new ways to do things

� Teamwork – covering for one another

FOCUS

By necessity, the focus changed through the phased
development of Atlantis Leisure, with the overriding
focus of providing quality sport and leisure facilities and
services that meet the needs of the community remaining
constant.

Throughout this period Atlantis Leisure demonstrated
its intention and ability to stay focused by:

� Consistently achieving our stated objectives

� Not engaging in activities that do not meet our core
objectives

� Not being tempted by other opportunities outside our
core objectives

� Not engaging in public debate

� Direct community engagement with appropriate
partners throughout the development

� Setting up specialised sub-groups to lead particular
objectives

� Co-opting specialised skills onto these sub-groups

� Consistently taking decisions based on the whole
community rather than narrow interests

� Built in business disciplines at each phase ensured
ongoing viability of Atlantis Leisure

FUN

Getting enjoyment from the process as well as the achievement

1st Decade

2nd Decade

Governance
Culture



SHANNON SWIMMING AND LEISURE CENTRE

� The main focus of the Board is to ensure the centre survives and further
develops to meet the ever growing needs of the enlarging community.

� By developing the centre further would open up new revenue sources,
increased throughput and become an even greater resource to the
community.

� Shannon operates within very tight financial constraints. This dictates
the method of operation.

� The Board are long serving with the Company Secretary as the driver
and main link to everything the organisation does.

� As a local County Councillor and current Chairperson of the County Council
she is well known, admired and has excellent contacts throughout the area.

� Themanager operates with power of spend limited and very tight staffing
levels.

� The Board links directly to the manager via the Company Secretary. The
manager then manages on the basis of this relationship and the
Company Secretary does not interfere with the day to day running of
the centre.

� The cost of running the swimming pool is not covered by the amount
given by the County Council each year and this puts additional pressure
on all the other income streams to help make ends meet.

� The County Council are not obligated to give any money to the centre
and the amount is negotiated on a yearly basis.

� It would be very easy for the financial control to be relaxed in favour of
community gain, however this would result in the centre running into
financial difficulties which would put the future and any further
developments at risk.

� Some of the users resent the tightness of the control on spend but
due to the way the board operate they are not fully aware of the
financial position of the centre.

� Staff gives excellent commitment to the organisation but the financial
pressures are evident on the staff

� It is well understood, having developed over 35 years into the current
system of operating, that once the present senior people, principally the
Company Secretary, wishes to stand down there will have to be a
different operatingmodel. For a time this maymean that the Council have
to take over the running of the centre until a differentmodel can emerge.

� The fact that the centre has survived for 35 years on a meagre subsidy
(when running a pool) is almost a miracle and reflects wonderfully on the
commitment, dedication and determination of those involved.



CHIPPING & DISTRICT MEMORIAL HALL

� Chipping Hall Trustees are very privileged in having an excellent
Manager who although part-time runs the hall and ensures the facility
operates effectively and efficiently.

� It is her expertise which allows the Trustees to have very little to do on
an ongoing basis. They provide a supportive role providing stability and
ensure that all the user organisations, which have the right to have
a representative on the Trustee Board, have an input. Not all
organisations take up this opportunity.

� Sensibly the office bearers on the Trustee Board provide an informal
reporting line for the Manager. This enables decisions to be taken as
matters arise without continual reference to the full Trustee Board.

� The manager was one of the concept holders on the sub-committee
who pursued and oversaw the development of the new hall.

� The manager is seen as the expert, the driver and she sets direction
within an operating framework. She has ownership of the project, is
highly motivated for the hall project and the village as a whole and
adopts a business-like approach.

� There are supportive people in the village that will provide diverse
specialised services as the need arises. Examples include a retired
publican who provides advice on matters relating to the Bar, a retired
Bank Manager who has helped with grant applications and financial
advice.

KILWINNING COMMUNITY SPORTS CLUB

� Kilwinning have an executive of three and they are the main innovators,
drivers and administrators of the organisation.

� It was on their initiative that the whole project started. Due to financial
pressures they oversee all activities and support and direct staff.



� The Board are there to support the executive three and have specific
duties within sub-groups of the organisation. This arrangement
has evolved as the initial set-up where people were nominated as
representatives without regard to what they could bring in terms of
expertise did not work and was holding back the organisation.

� When specific abnormal issues arise it is from the executive and board
that sub-groups are formed.

� It is the executive that are innovative in their ability to ensure that
opportunities that may present themselves are fully developed. Whilst
there is no written grand plan, the executive know the direction they
wish to take and will seek funds and opportunities to make what they
want happen.

� The staff are supportive and report to the Chairman.

� The executive have formed Partnerships with education and Job
Centre Plus to widen the beneficial impact within the community.

� The executive members all live, know and interact within the direct
community and because of their close day-to-day involvement have the
finger on the pulse of the community and it’s needs.

� Importantly two of the executive, Chairman and Secretary, are able to
work flexible hours. This enables them to be involved at times during
the normal working day that might have caused problems if this were
not so.

� It is clear that KCSC forms a major part of the executive members lives
and it is very apparent that they contribute so much to the community
through KCSC. They also receive great buzz from that involvement and
contribution.

� It is not possible at this time to visualise KCSC without the executive
members.

� The financial pressure to maintain what they have created is evident
but doesn’t diminish their desire to improve and develop the facilities to
meet the community needs.

TIMING

Atlantis Leisure
AT START UP

� Government policy required Local Authorities to consider Council
facilities for Compulsory Competitive Tendering (CCT). Argyll and Bute
District Council were in the first throws of considering the implications
of this policy



� Community participation was high - The Chamber of Commerce was
active as was North Argyll Development Agency. Oban Round Table,
Rotary Club and Oban Lions were buoyant. Oban FM was being set up.
Recent successful fund-raising and building of ARMS hyperbaric
chamber. The Tourist Board was locally based with Argyll Directors

� A nucleus of ‘bullish’ business/professional people in their 30’s-40’s
with young families with community experience were prepared to put
in the effort

� There was a sceptical view that the proposed Waterfront Development
would deliver any community leisure gain

� The identified local need coincided with the recently published Sport
2000, the sports development strategy from the Scottish Sports
Council (SSC) which identified that a Regional facility should be based at
Oban. Also SSC officials proved keen to work with us on meeting ‘their
agenda’ of Sport 2000

DURING DEVELOPMENT

� The National Lottery had recently been established with substantial
funding available to grant aid suitable projects. Also considerably easier
to access lottery funding in the early years

� Due to the combined objectives, grant funding from the SSC managed
Lottery Fund was secured. The development fund was kick-started with
a £750,000 grant with a further top-up grant of £290,000 to complete
the funding package

� European Regional Development Funds were sourced from the
Highlands and Islands Objective 1 programme which was running at the
time of the development

CHIPPING & DISTRICT MEMORIAL HALL

Of the three other study partners only Chipping was identified as having
Timing as a Key Element similar to Atlantis Leisure.

� This was down to the availability of funds via the Millenium Fund and
the set aim of the Communities Futures programme to make village hall
development a priority at that time.

� Without these coming together, the ability of the agencies to work
in partnership, the vision generated by the architect and adsorbed by
the committee it is unlikely that the present hall would have been
developed.



ASSETS

ATLANTIS LEISURE
THE PHYSICAL ASSETS – FACILITIES
The basis of the agreement with Argyll & Bute District Council was for the
‘Development and Operation of Leisure Facilities at Oban Swimming Pool’

LEASE

In 1992 the existing swimming pool and surrounding council land was
assigned to the new community company, Atlantis Leisure, on a 21 year
lease. This was the minimum length of time required of applicants for large
capital grants from potential funding partners. Since then Atlantis Leisure
has required to provide further evidence of security/renewal of lease for
additional capital grants e.g. the Pool Plant Upgrade programme which
started in December 2007.

Ownership was retained by the local authority. However if Atlantis Leisure
were to cease trading the lease and the facilities would revert to Oban
Common Good Fund, a registered charity administered by the local
councillors. This arrangement was crucial as it was the key to Atlantis Leisure
gaining charitable status (the Council not being a charity). The rates relief
attached to charities realised a saving of over £50,000 per annum which
was available for re-investing in facility development.

Retention of ownership by the local authority ensured that the facilities
would remain in public hands if the new community company failed.
Transfer of ownership to the community company was never considered.
Today circumstances have changed and expectations are that the
community company would gain ownership of the assets. However, at the
time the proposal was seen to be bold and ambitious but at the same time
retained a degree of comfort for both parties.

REVENUE SUBSIDY

All swimming pools are expensive to run and require to be heavily subsidised.
An index-linked revenue grant for the period of the lease was negotiated
with the council. This grant was fixed at £217,000 in year 1. This was
£50,000 less than the acknowledged net amount that it cost the council to
run the facility.

It is important to note that the revenue grant was for operating the
existing swimming pool; all future developments were to be the
responsibility of Atlantis Leisure.

Up until the last three years the revenue subsidy had largely kept in line
with operating costs. However substantial rises in utility costs along with the



political decision that removed water rate relief thereby incurred an
additional £50,000 pa cost to Atlantis Leisure. In April 2007, in
acknowledgement of this the Council agreed to a £30,000 uplift in subsidy,
again index linked for future years.

OBAN TENNIS & SQUASH CLUB

Early on Oban Tennis and Squash Club (OTSC) could see the benefit of
consolidating sports facilities through Atlantis Leisure. It was hugely
encouraging that OTSC took the selfless act of assigning their ground
lease and facilities over to Atlantis Leisure for a nominal £1. This paved the
way for Atlantis Leisure to seamlessly incorporate the swimming pool,
tennis and squash courts into a ‘one building’ design for the new Sports
Centre.

FUNDING OF PHYSICAL ASSET DEVELOPMENT

By responding to community need and operating efficiently Atlantis Leisure
was able to double the number of users in year one resulting in a healthy
surplus which it continued to maintain in subsequent years. This surplus
was the key to unlocking grant aid for facility development.

PHYSICAL
The main funding partners for the £2.3M Sports Centre project were:

� Lottery, administered by the then Scottish Sports Council £1,040.000

� Argyll and The Isles Enterprise £250,000

� Argyll and Bute Council £200,000

� European Objective One £160,000

� North British Trust Hotels £250,000

� Locally generated Atlantis Leisure Fund (ALF) £400,000
comprising grants from Trusts, major community
fund-raising, and operating surplus

If required the company had arranged a £100,000 overdraft facility, which
was indicative of the support of the bank, the standing of the community
company, and the commitment of the directors to make the development
happen. This facility was not required.

Other smaller developments were financed by Atlantis Leisure and one-off
grants from charitable trusts. For example, the outdoor development
in 2004/5 which comprised a floodlight all-weather pitch; rejuvenating,
floodlighting and re-fencing the tennis courts at a cost of £120,000
received approx 40% funding from Argyll and The Isles Enterprise. The new
relocated gym and dance studio incurred a capital spend of £85,000 all
from Atlantis Leisure reserves. The new gym equipment is leased.

HUMAN CAPITAL – DEVELOPMENT OF PEOPLE
BOARD OF DIRECTORS

Throughout the history of Atlantis Leisure directors have been contributing
considerable energy and expertise into its success. However all directors
readily state that what they have gained from the Atlantis Leisure
experience far outweighs what they put in. The directors learned from each
other, some will have learned setting budgets, business disciplines,



negotiating contracts, others public speaking, partnership working,
community development. Since 1991 many skills have been learned and
knowledge gained.

Several directors have continued in the community development field being
directly involved in or initiating other community initiatives.

STAFF
When Atlantis Leisure took over the lease of the swimming pool it had a
staff of 12 – 15 people. In 2007 Atlantis Leisure is one of the largest
‘private’ employers in the area with a staff of over 40 (full and part time).

Many of the staff join Atlantis Leisure from school, first as leisure
attendants or receptionists. Atlantis Leisure has a comprehensive training
programme encouraging staff to gain industry qualifications as well as
coaching qualifications. Several Atlantis Leisure ‘trainees’ have moved on to
further their career in the sport and leisure industry elsewhere.

OTHERS EXAMPLES

� Similarly young people from the Oban area are taking sport and leisure
qualifications at college or university and returning to Oban to take up
posts at Atlantis Leisure.

� Providing access to training facilities for local ‘elite’ sports athletes.

� Atlantis Leisure has also attracted quality management staff and their
families to the area.

� Evidence exists, from the business community, that Atlantis Leisure is a
motivating factor for attracting potential employees to the area.

� Atlantis Leisure is valued by senior management at Oban High School as
a valuable resource to introduce non traditional sport pupils to a wide
range of alternative activities.

SOCIAL CAPITAL
– COMMUNITY ASPIRATIONS AND GROWTH
Without doubt, Oban has benefited from the positive, can do attitude of
Atlantis Leisure which has consistently made things happen. Over and above
meeting the identified need of primary and secondary stakeholders by
providing first class sport and leisure facilities this ’Atlantis effect’ has
resulted in Atlantis Leisure being the catalyst for other community initiatives:

� Supported new club formation e.g. archery, netball, kayak, cricket

� Initiated the Football Development Group, (a contributing factor to the
appointment of an A & B C Football Development Officer)

� PlaySport development programme

� Outreach coaching programme in village halls

� H2O youth charity (2 youth workers and a trainee reaching out to
hundreds of young people every week)

� Oban Skateboard Partnership

� Expanded in-house activities

� Soroba Community Enterprise

� Oban Mountain Rescue



SHANNON SWIMMING AND LEISURE CENTRE

� During the study visit to Shannon assets were not identified as one of
the key elements of Shannon’s success.

� Obviously with the facilities available the asset base is strong and is a
factor in the continuation of the facility for 34 years.

� SSLC plays a significant role in the lives of the users of the facility
therefore the assets present have a significance in the social and human
benefits as seen in both Kilwinning and Chipping.

� Due to the financial circumstances SSLC continually find themselves in,
the maintenance of the physical assets is viewed as a burden rather
than as assets. There is no doubt however that the centre itself is an
asset providing significant benefits to the community as a whole.

� SSLC takes pride in employing local staff and encouraging them to
complete recognised professional qualifications.

� With the community ethos of the organisation the staff go ‘above and
beyond’ normal expected duties.

� The financial pressures and heavy workload does have an effect on staff
resulting in ‘burn-out’ of management and poses a threat to retention
of staff.

CHIPPING & DISTRICT MEMORIAL HALL

� Importantly Chipping had the old village hall site to sell and the Parish
Council looked favourably and donated the land for the new hall and the
surrounding area which was suitable for an outdoor sports and play area.

� Thus the physical asset base had a strong foundation.

� By taking architect and agency advice and building beyond their
immediate needs and beyond the committee’s initial vision, they have
created a significant asset base that can be used to develop both social
and human assets.

� The hall therefore provides wide opportunities in relation to learning
(e.g. the computer centre), health and fitness (e.g. fitness suite and
various classes) and all age groups from crèche use to adult classes.



� Included in this are the opportunities for small businesses to utilise the
hall, e.g. yoga classes providing services that would not have been there,
and give employment.

� Thus from this base the human benefits are far and wide including
providing a focus both indoor and outdoor for the youth of the village.

� Having the ability to operate a bar during social functions not only
provides a service to the community but provides the ability for
financial stability for the hall. (As the hall was being developed the local
hotels were invited to operate the bar but declined leaving the hall
committee with a problem at the time but now with an asset in terms
of financial benefit).

� The manager is a major asset within the community and this is
recognised by the Trustees and by the village. There is no doubt that if
her circumstances changed there would be an adverse impact across
the asset base at least for a period of time.

� Due to the high quality of the facilities, they are able to hold social
functions in the hall, this brings an overall economic benefit to the
community with events requiring services which would otherwise have
to be sought outwith the community.

� Similarly the manager has been successful in securing regular commercial
bookings of the facilities for conferences and meetings from both the
public and private sectors, generating a significant income for the hall
and part-time employment for members of the community.

KILWINNING COMMUNITY SPORTS CLUB

� KCSC took over the running of the local football pitches which were
in poor condition along with the changing facilities in equally poor
condition. Drains were blocked by roots of trees growing in the centre
of the pitches area, games being postponed due to flooded pitches.

� In a relatively short space of time this has been transformed into 7 x
11-a-side pitches with 2 show pitches built to Premier League standard.
The other pitches can be regularly moved around the area to balance
wear. The show pitches have spectator areas and a small terraced
presentation platform and reception area. Additionally there are 8 x
7-a-side pitches.

� In terms of physical assets the area has been transformed. This has been
achieved with very little input from the local authority. It has been
done by shear hard work by the initiators of KCSC and their board and
volunteers.

� Changing still takes place in the old changing rooms but these have been
renovated and augmented by portacabin type accommodation. This is
not to the standard KCSC would like to have but priority has been given
to the playing facilities.



� As opportunities arise KCSC will enhance their services and facilities.
There are numerous examples from the newly opened (Aug 2008) golf
practice area, the indoor facilities for fitness training, new car parking
and play areas.

� On the back of these physical assets come the social and human
benefits. There is no doubt that the young people using KCSC have
improved opportunities for sport, leisure, fitness and to stay out of
trouble.

� The local people identify with KCSC resulting in improved community
spirit, improved health and wellbeing opportunities for all the families in
one of Aryshire’s less affluent areas.

� By developing partnerships with schools and James Watt College, KCSC
has attracted many young people who would not normally come to this
type of facility, and introduced them to opportunities they would not
normally have.

� Providing apprenticeships and work for the long term unemployed
spreads the benefits of the facility increasing the opportunities
provided and in turn benefiting the wider community.

� The Boot Room demonstrates a simple form of asset and community
gain. The Boot Room is where handed in old boots are kept and made
available to others. This enables any youngster to be kitted out without
having to purchase. Simple but effective with the additional benefit
that some grant funding bodies like this example of helping the
community.



SUSTAINABILITY

ATLANTIS LEISURE
We have identified three major factors for Atlantis Leisure to be sustainable
in the long term.

PEOPLE
� There has to be a solid backbone of people with the right qualities, skills

and community spirit prepared to serve as board members. Without
this the rest will crumble and fail.

� For the organisation to attract these type of people there has to be a
significant challenge and opportunity to create their vision of the future
and make it happen. If the only challenge is to run a status quo
operation there is less likelihood of attracting the right people.

The other two factors follow from the first:

ASSETS (physical)

� These must be maintained, upgraded and have the opportunity to create
new assets. Business can and do at times neglect the maintenance of
the asset base but this can only be a short term measure

� There must continue to be a flow of money to maintain these assets to
a high standard.

FINANCE

� It is important to understand that the initial subsidy was for running the
swimming pool only and any additional facilities created by Atlantis
Leisure had to be self funding. Each major development phase has been
followed by a period of time to ensure continued viability before
embarking on the next phase.

ATLANTIS LEISURE ORGANISATIONAL SUSTAINABILITY



� In financial terms the income generation has gone from approx. 50% of
subsidy (1992 subsidy £217,000) to 150% of subsidy (£330,000) in 2007.

� It is vital that the organisation does not have to be scrambling to find
enough money to attend to core activities. This has a debilitating
impact on the work of the organisation.

� Grant funding bodies normally require applicants to contribute to a
funding package hence the need to continue to be able to create a
surplus.

� Recent ability of the organisation to secure uplift in subsidy due to
dramatic external changes in costs shows the value of partnership with
the Local Authority and an understanding of the contribution made by
Atlantis Leisure within the community.

� This partnership working is the key to future development and
sustainability. These partnerships will embrace funding, personnel,
resources and in-kind activities.

Thus whilst the diagram represents a model in a moment in time the
linkages are flexible and will vary as internal and external partnerships and
the climate in which Atlantis Leisure operates changes.

SUCCESSION PLANNING
1. It was clear that having the people, skills, attributes and attitudes

brought into the organisation was the key to the future sustainability of
the organisation. Thus given the success of the project in creating a
suitable facility it was important that the directors put succession
planning high on the agenda.

2. Once the large scale development was built the initial steps in succession
planning were taken. This involved the planned change of Chairman, the
continuation of the ex-Chairman staying on the Board and the principle
method agreed of introducing new people.

3. The operation of the sub-groups proved an ideal vehicle to introduce new
people.

Having identified a list of potential people the possibilities were that
they:

• were discounted without being approached

• discounted themselves after being approached

• came onto sub-groups but did not then become directors

• came onto sub-groups enjoyed the work, made a solid contribution
and developed into directors

The Board recognised the importance of attracting the right people and
consequently held familiarisation sessions with potential future directors.

Having established the principles, as per 2 and 3 in the first decade they
have been effectively continued to be applied in the second decade.



SHANNON SWIMMING AND LEISURE CENTRE

� The swimming pool was developed by the community in 1973 and run
on a voluntary basis but was forced to close for prolonged periods.

� In the early 1980’s SSLC adopted a business approach to operating the
facilities appointing a manager and staff and from there on the facility
has been stable and grown through the development of indoor facilities.

� This was achieved by the determined effort of a few people to make the
development happen and for the finances to remain stable to enable
continuity of operation. Thus for the last 35 years or so this community
company has operated for the good of the whole community.

� Swimming pools are very expensive to operate due to fuel and staffing
costs. Normally these are run by local authorities at considerable
expense. For a community organisation to run a pool without
guaranteed subsidy from the council is remarkable.

� Having run for 35 years it can be claimed that this operation
has sustainability. However it’s sustainability is fragile and has for that
period depended to a very considerable degree on the work and
dedication of one person – the Company Secretary. As she approaches
the age where the same commitment is unlikely to be maintained there
is a recognised problem. There is no one else who could provide the
same input. This is recognised within the organisation and the council.
The council recognise that at some point they are likely to have to step
in and provide stability until a new structure involving the community
can be developed.

� The relationship between the Company Secretary as Chairperson of the
County Council and the Council will no doubt assist this process. In the
meantime the centre presses ahead with a new development that will
bring additional facilities and upgrade some of the existing ones and
thus bring in new sources of revenue.

CHIPPING AND KILWINNING
� Neither Chipping nor Kilwinning had sustainability as a key element due

to their relative youth as organisations and due to the relative youth of
the people running them.

� Both could see that in perhaps 10 years time sustainability and
succession planning will play a role but in the meantime it is not
considered significant tomerit time and effort when, at this stage of each
organisations development more important things have to be done.
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CARNEGIE STUDY TOUR

MOUNTAIN EMPIRE OLDER CITIZENS, INC
Big Stone Gap, South West Virginia www.meoc.org

MEOC
In October 2007 the participants of the Community-Led Rural Services
Theme were given the opportunity to visit Mountain Empire Older Citizens
(MEOC) in Virginia. MEOC is a very successful community led organisation
providing services for older citizens and children at risk in a deprived
ex-mining rural area in the south west corner of Virginia.

The results of the visit are related here in a separate section from the main
part of the study since the visit was additional to our planned research but
is significant as the results were equally relevant and helped shape the
ongoing research visits within the main part of our work.

The two aims of the study tour were:
(i) To create a targeted exchange and learning opportunity for

commissioned RARP Partners which will generate workable ideas and
strategic responses for improving community-led rural service
provision in the UK and Ireland.

(ii) To generate policy relevant recommendations through an international
comparison of rural policy context, infrastructure, public-private
partnerships and analysis of associated constraints, challenges and
opportunities.

During the visit we had an opportunity to look at MEOC as an organisation
as a whole and in particular, governance, sustainability and funding. It
allowed us to use MEOC as a trial for our research in particular to test our
research framework tool.

What follows here are the results of the work done during the visit. Whilst
the time involved did not allow for the same depth of thought into the
evidence of the key elements the lessons learned both at a personal level
and for our study were invaluable. In the company of our Lead Consultant,
Sarah Skerratt, one day was spent with the two most senior people within
MEOC, the founder and Executive Director, Marilyn Pace Maxwell and
Director of Administration, Ray Moore.

During this time using our framework model we:

(i) were able to identify the Key Elements of Service that make MEOC the
dynamic visionary organisation it is.

(ii) briefly developed core aspects of each element



Key Element Evidence

NEED
� Poor health statistics

� Low income and high unemployment – mines automated

� No transport service – at mercy of taxi firms

� Increasing elderly population

� Low quality housing expensive to heat

PEOPLE
� Long serving staff

� Responsibilities go with strengths / talents / skills

� Staff from local area

� Determination – don’t take no for an answer without further
investigation

� Entrepreneurial spirit

� Staffs are employed to help others e.g. bus drivers are not just ‘bus
drivers’ but are there to help in whatever way required

COMMUNITY SUPPORT
� Trust of local community

� Practical/funding support e.g. Sponsored walk which raises $170,000 in
one day for winter fuel for the elderly.

� Proud of MEOC and what the community have achieved

� Communication of what is being done and recognising partnerships

� They benefit from the religious communities belief in helping others
– they use their values without imposing them on others

PLACE
� Sets the context in which they operate

� Where they are because of place and culture

� Responsive to local culture

� Local staff represent most sectors of local community

� Largely forgotten by national government results in an introverted
community which has realised, that if they want to improve things then
they will have to do it themselves

GOVERNANCE
� Consistent management team leadership

� Services and department support each other

� Shared sense of values

� Willing to take risks

� Incremental radicalism

� Pioneering spirit

� Credibility through building new HQ with a warm, informal atmosphere

� No partisan politics

� Staying relevant

� Knowing their area of expertise

� Work with the political systems – educate officials – re-organise them
as supporters not adversaries

� Entrepreneurial spirit



PARTNERSHIPS
� Recognise the need for partnerships

� Have had partners from the beginning

� Developed working and personal relationships with officials

� Recognise ‘toxic partnerships’ and turn away

ASSETS
� Building gives credibility – welcoming not institutional

� They develop personal relationships with officials

� Staff’s local knowledge

� Draw on religious community without imposing on others

� They say what they do and do what they say with openness, character,
honour and integrity

� Held in great respect by the community; local, state and national
governing bodies

� The organisation recognises that their staff are their biggest asset

ADVOCACY
� They think and act regionally

� They stay neutral to politics but are not afraid to be advocates of
elderly & children’s issues

� Ability to use and work with political systems to their advantage

� They educate the local / state / federal officials – but recognise them
as supporters with shared values rather than players they must fight or
follow

� They do a good job of letting people know what they do and recognising
partnerships

INNOVATION
� Always looking ahead – anticipating future directions, trying to be at

cutting edge

� Entrepreneurial spirit – calculated risks to go in direction that fits with
mission and service local needs

� Challenge the status quo, ‘local solutions for local needs’



Best Practice and Policy Implications

EXPLANATION
1 PARTNERSHIP WORKING

Agency and Community organisations working closely together to
achieve common aims

Best Practice
Exhibited by Chipping & District Memorial Hall

Difficulty
The reality is that it is very uncommon for community organisations to
be treated as partners by statutory agencies despite having common
aims. There are multiple reasons for this including not being seen as
professional, lack of financial security resulting in poor job security
leading to staff turnover, short term finance leading to short term
organisations despite carrying out essential work in the community.
Additionally statutory agencies operational systems are not in line with
a more entrepreneurial outlook and speed of response of community
organisations.

How Overcome
Our study showed one excellent example of co-operative working.
Chipping & District Memorial Hall. The agencies had objectives to
create 21st century halls in the Lancashire area. Thus the Hall
development sub-group and agency workers were all trying to achieve
the same objective. The Hall people knew the community and the needs
whilst the agency officials new and worked in the system producing an
effective combination.

Policy Implications
If as a society statutory agencies are, as has been communicated to us
during our focused interviews with senior agency officials, going to be
limited to carrying out their statutory duties with other activities not
receiving any significant attention then there are significant policy
implications arising. Also if the statutory agencies are going to increasingly
look to community groups / organisations / companies to take on the
provision of such services then again there are policy implications.

We believe the following are areas that require policy thinking
arising from the above:

� Improve statutory agencies ability to communicate and
work hand in hand in true partnership with fast moving,
entrepreneurial community organisations.

� To encourage Social Enterprise statutory agencies need to lead by:
•Being much better at inter-agency working especially in rural
areas to increase the effectiveness of supply of services and make
the costs acceptable. During our research good example of
inter-agency working emerged from Scandinavia.

•Being prepared to learn how to work more constructively
with community groups.

•Giving community organisations more support by providing
expertise from within their resources or by providing the means to
assist organisations to have the means to be successful. e.g. if the



organisation carrying out important work within the community
lacks a skill, say finance, then that should be provided until the
organisation can be self supporting.

� Investment in sports and leisure facilities and services should be
made a statutory spend and not at the vagaries of budgets within
Local Authorities particularly given the need to increase the nations
activity levels for health reasons (and cost to NHS).

Action required by: National Government, Government Departments,
Statutory Agencies, Local Authorities

2 SECURING AND UTILISING SKILLS
Ensuring the community organisation is run professionally and has the
appropriate skills to meet community needs.

BEST PRACTICE
Whilst all different, each study partner has evolved to a working
system that best suits their circumstances.

Difficulty
The difficulty experienced by several of the study partners was to find
the right formula for the governance of their operation. They had to
change their structure and systems and people to enable them to be
effective in their operation.

Overcome
Kilwinning – initially had a structure in which some committee members
made little or no contribution. This was changed to a more selective
committee membership, although endorsed via AGM, where everyone on
the board has a role and the organisation can be more dynamic and
responsive to needs as these evolve.

Shannon – in the 1970’s was a volunteer based organisation running
the swimming pool, built by the community. Whilst commendable
this resulted in the pool closing for extended periods. Strong leadership
took over, Manager and staff was appointed and the organisation
was professionally run on business principles. Despite continuous
finance difficulties the operation has continued and grown for the
past 35 years.

Atlantis – based on a business model with responsibilities shared
across a departmental type structure with Board and staff interacting
regularly.

POLICY IMPLICATIONS

� A method (perhaps via the tax system) of providing support,
especially to SME’s to make time available for owners and staff
to be involved in community development is recommended.

� Statutory organisations to actively promote secondment of
appropriately motivated and skilled staff to the management
team of community enterprises when a skills gap has been
identified.

Action required by: National Government, Government Departments,
Statutory Agencies, Local Authorities



3 BIG PICTURE FOCUS
Ensure that the overall objective is uppermost.

BEST PRACTICE
All organisations exhibit this to a significant degree and make sure
that minor obstacles put in their path do not divert them from
achieving the overall aims.

DIFFICULTIES – Examples
Atlantis Leisure had the potential to be diverted by being offered other
opportunities by the Local Authority.

Shannon has to deal with the extreme difficulties of day to day finance
which has the potential to swamp the objectives of supplying services
and continue to develop to meet community needs.

The danger of being caught up in internal politics between agencies,
politicians with differing agendas.

Similarly, jealousies within local organisations can build resentment to
success to overall community detriment.

Policy Implications
� Eliminate short term funding of organisations doing important

community work. A rolling programme of funding against agreed
targets is likely to be more productive for both partners.

� Funding agencies have an obligation to ensure the organisation to be
funded is clear about the “Big Picture” and has the capacity to deliver.

Action required by: National Government, Government Departments,
Statutory Agencies, Local Authorities, Grant bodies, Community
organisations

4 Sustainability and Succession
Ensuring the organisation has the people, finance and assets for the
long term.

Best practice.
Atlantis – has been able to maintain all three aspects of sustainability
now in year 17 of operation.

Shannon – has performed miracles on the asset and finance basis but
has not addressed succession and as a result has difficulties in this area.
It has to be remembered however that Shannon has been running for
35 years.

MEOC – demonstrated a similar pattern as Shannon over the same
period of time.

Both organisations are now addressing the succession issue in their
own ways.

Difficulties
The difficulty is in identifying new people with required skills and
commitment willing to give up their time to assist these organisations.

Ensuring the organisation can offer challenges, the ability to fashion their
own vision for the organisation to meet the changing needs of the
community. The right minded people will not be interested in just
maintaining the status quo, there has to be challenge and the opportunity
to make a difference.



Overcome
Atlantis Leisure uses sub-groups to introduce potential board members,
this is likely to be for a specific purpose e.g. upgrade of pool facilities,
helping organise the bi-annual sports festival and awards dinner.
This allows both parties to see how this evolves without serious
commitment on either party. Half of the board in 2008 have been
introduced in this manner.

After 10 years we changed Chairman with the first chairman staying on
for 3 years as a Board member.

After further 5 years the second chairman (also an original director)
stood down and will remain a board member for 3 years also.

Policy Implications
� To provide financial stability agencies should pay rate for the

job and not view funding of community organisations as a cost
saving exercise. Agencies need to take the longer view as at the
end of the day a better used service properly funded will turn out
to be the more cost effective. Funding is more than providing
services and facilities, it kick-starts a virtuous circle of community
development.

In return for financial stability organisations and the statutory
agencies need to be equal partners to achieve common aims.

� VAT – Make it simpler for charities and social enterprise businesses
to understand VAT regulations for charities. – re-write VAT notices
that are associated with charities and publish an easily understood
VAT guide for charities explaining how they can receive zero-rated or
reduced rate of VAT on certain goods and services (which they are
already entitled to).

� VAT relief – Allow VAT relief for charities involved in delivering
specific Government policies e.g. health initiatives.

� Or – Reduced or zero National Insurance contributions for
charities delivering specific Government policies.

� Water Rates – Reinstate rates relief for charities or at the very least
sever links with rateable value and charge only for water used.

� Government/Agency funding – replace cash limited to annual
budget accounting to Resource Accounting.

� Sports and leisure facilities and services should be made a
statutory spend and not at the vagaries of budgets within Local
Authorities.

� Simplify the Disclosure system. The current system is a definite
disincentive to people volunteering. It is bureaucracy gone mad to
the detriment of the organisations and the people the system is
there to help.

Action required by: National Government, Statutory Agencies, Local
Authorities, Grant bodies, Community organisations



5 Private Funding
Raising community generated funding to contribute to and lever
additional capital funding.

BEST PRACTICE
Demonstrated by Atlantis Leisure.

Difficulty
How to gain community support for an ambitious project which required
the community to raise substantial funds.

Overcome
Atlantis Leisure ran ALF 26 (Atlantis Leisure Fund) for 1 year.

This was a director-led sub-group with a project that went out into the
community visiting groups, schools and clubs explaining plans, showing
model, gaining the confidence of the media and encouraging everyone
from business down to schools age kids to do something to raise money.

In the event over £350,000 was raised (with a substantial amount from
one source – a local charitable trust who could see all the activities going
on and they joined in the community effort). The overall total was not
only a significant amount in itself but it also sent a message to the other
institutional funding bodies that this was a community that really
wanted this to happen, deny at your peril.

Policy Implications

� Gift Aid - Extend scheme to include money raised at fund-
raising events for recognised charities be eligible for tax rebate.

Action required by: National Government, Statutory Agencies, Local
Authorities, Grant bodies, Community organisations

6 Community Inclusion
Addressing the needs of the local community through active
community participation.

BEST PRACTICE
Demonstrated by all the study partners.

Difficulty
At the start of each project each organisation was addressing only a
small proportion of the community.
Atlantis Leisure and Shannon had swimming pools only
Kilwinning was purely football focused
Chipping was a small indoor hall with limited use.

Pro-active partnership working between community organisations,
existing groups, local authority to counter natural protective reactions
and standpoints getting in the way of the overall community good.

Overcome
Wider vision, focus on the big picture, 1 step at a time.

Policy Implications
None identified

Action required by: Community Organisations, Local Authorities,
Statutory Agencies

7 Advocacy
Inform and educate the community and agencies of the impact of
the work done and opportunities for the future.

26 – ALF – page 33



BEST PRACTICE
Only MEOC showed real commitment to this aspect and treated it
as an important part of their work.

Difficulty
Scottishness / Britishness

Not seen as part of vision / role of those involved

Grant aid and operational success have the potential to cause petty
jealousies and resentment within other organisations in the local
community

Community organisations to acknowledge the importance of advocacy
and focus on the benefit of the service and facilities to the community
and not on the organisation and the people involved.

Overcome
MEOC do this superbly. They do this by:
Staying neutral to politics but are not afraid to be advocates by
promoting the need for their clients / user have for their services.

Educate local / state / federal officials but recognise them as
supporters with shared values rather than players they must fight
or follow.

Give partners credit for their role in accomplishments. Include partners
at every opportunity – celebrations, prize-givings, media events etc.

Policy Implications
� Ensure the Social Enterprise sector has a more prominent

position in the development of policy.

Action required by: National Government, Community Organisations,
Social Enterprise Sector



TheMcLEAN – CLUNIE FRAMEWORK
FOR UNDERSTANDING COMMUNITY
ORGANISATIONS
The Framework allows researchers to examine,
understand and compare Community Organisations.

Template Use
The emphasis on the use of a template format is to force the researcher to
distil the essence of the points rather than being long winded and to give

a) the study clarity

b) ease of understanding

c) the ability to compare organisations by highlighting where they are
similar and where they are different.

If comparing organisations then once a template has been used for one
organisation it should be possible to show the other organisation/s using
the same template.

Examples of templates follow the steps as detailed below.

Step 1 Consider the Common Framework for Research

a) Define the service the organisation has been created to provide.

b) Then create the framework into which the main linkages can be
related.

Normally Community Organisations have 4 main areas interacting

Community itself
Organisation itself
Public Agencies
Funding / Finance

Consider whether the organisation being studied has a different
framework and are the differences significant enough to include here.

The Framework
expressed in steps

Registered with the
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c) Surround the organisation framework with the elements of
society that actually or potentially impact the organisation.

These are normally seen as

Economic
Political
Cultural
Environmental

Step 2 Taking each leg of the framework in turn consider the major
contributors.

Fill in each leg. Whilst doing so items / groups that are seen as
being more important than others can be highlighted.

Step 3 Identification of the Key Elements of the organisation

Starting with the discussions during the identification of the
components of the framework continue to develop the analysis
of the organisation to identify the KEY ELEMENTS that make the
organisation what it is.

This may start as a long list but after analysis and discussion should
be able to encapsulate the findings into the real key elements
and define each element so that it’s relevance to the organisation
is clear.

Using Templates to demonstrate the results ensures clarity.Registered with the
UK Copyright Service UKCCS
Registration No: 277557
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Working examples shown below.
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It can be seen that the format can be used to highlight different
aspects e.g. by use of different colours or width of arrows.

This is a key part of the process as Step 4 is to analyse each of the
key elements in turn. By getting the key elements right and
analysing each elements the complete picture of the organisation
will be revealed

At the end of the analysis process if the complete picture is felt
not to be revealed then the missing element/s should be
examined and change/s made to the key elements template.

Step 4 Analysis of each Element in turn to create a template that
encapsulates the essence of the element

Aim here is to paint a picture of the essence of each element thus
building a picture of the organisation at each important phase.

Greater detail can be written to back up the information distilled
into the template.

If felt relevant, when analysing the elements, the phases the
organisation has gone through up to date and the next future
phase can be used to bring more structure to the analysis of the
element.

Example may be

Phase 1 Start-up
Phase 2 During major development
Phase 3 On on-going basis

Complications Where a subject looks to have many components
and be very complicated it should be possible to list them and then
cluster them into significant components

Step 5 Assess whether the templates convey the essence of the
organisation.

This should be done by discussion with the people involved and a
critical review of the process. Any gaps identified and if necessary
further consideration given to aspects felt not to reflect the
organisation.

Working example
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Step 6 (A) Write Report if analysing one organisation.

OR

Step 6 (B) Use the templates of one organisation consider where
others to be analysed fit the same template AND
where they DO NOT fit.

Use e.g. colours / highlights / arrows / text to show
differences between organisations.

It is up to the researcher to seek innovative ways to
highlight key factors rather than the framework being
too prescriptive and attempting to cover every angle.

Examples of Templates

Potential Board Members

Board of Directors

MarketingFinance &
Management

Centre Management

Special
Sub Groups

Facilities

Example
• ALF fund (private money)
• Public Money funding
• Development Planning
• Pool Plant Upgrade
• Sports Festival

Governance Structure

Sub-group Chairman
Company Chairman

2 Directors

Manager
Asst Manager

Chairman
Vice-Chairman

Finance Director
Company Secretary

Manager

Sub-group Chairman
Company Vice Chairman

2 Directors

Manager
Asst Manager

To deal with new issues /
projects as they arise

Appropriate
Directors + Staff

Manager and 2 Asst Managers
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IN CONCLUSION

Our research and involvement with the Carnegie Trust has taken us to
community initiatives in the USA, Eire, England and Scotland. We have also
benefited from the many introductions, discussions, conferences and
information exchanges through the RARP network of 50 + practitioners in
the rural community field. Not forgetting the practical learning experiences
since the start of our journey initiating Atlantis Leisure in Oban, Argyll in
January 1991.

We have been constantly impressed, amazed and inspired by the
projects, the people involved, the quality and depth of the services and
facilities, and most importantly the positive impact of the projects on
individuals, and the whole community.

Communities have the capability to, and do as shown in our travels, deliver
exceptional levels of service and facilities. The case studies in the Report are
all bottom-up initiatives and have been born out of adversity, grown and
developed through a maze of obstacles, set-backs and disappointments.
Yet not having them is unthinkable, they are at the heart of their
community.

Are there lessons to be learned?

Could more rural areas benefit from community-led services?

Can steps be taken to allow these success stories to be repeated elsewhere?

How can you reduce the risk and increase the success rate?

YES, but there is never one answer. All communities are unique with their
own problems and difficulties but have a corresponding set of unique
strengths and assets. Therefore there will never be one solution, however
certain shifts in thinking and practice is required to free the potential in
communities and help to replicate the successful stories in the report.

At its core our research and report has two functions:

� To offer practical assistance to aspiring and ongoing community
organisations through identification and focus on the key elements
required for success.

� To advocate for a change in thinking and policy among government,
statutory agencies, and funding bodies that allows them to enter
into true, positive, forward thinking equal partnerships with
community initiatives that between them have the ability, enthusiasm
and drive to create and sustain vibrant rural communities.
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