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1. Introduction

This report has been prepared by the Charity Commission (‘the Commission’) following a Review Visit to Churches Together in England (CTE) on 15 November 2006. 

The Review Visit was conducted by the following Commission staff: Tony Pino and Alex Uden.

The Charity was represented by Pauline Johnson (Director), Peter Hammond (Director and Honorary Treasurer), John Cole (Director), David Jones (Finance Officer), and Revd. Bill Snelson (General Secretary).

A Review Visit is one of the primary methods that the Commission uses to engage in dialogue with the charitable sector. The purpose is to:

· Ensure compliance with the legal framework within which the charity operates;

· Identify evidence of good practices already in place and advise on areas for improvement;

· Learn about how charities in different parts of the charitable sector operate, and what issues are currently influencing or concerning them.

A Review Visit cannot cover every aspect of a charity. It is instead based around agreed objectives, which relate either to particular issues arising from our analysis of background information on the charity, or to specific projects/interests of the Commission. 

For this reason, a Review Visit should not be regarded as an audit or an inspection; nor does it provide an accreditation. Nor is the report intended to be a full record of all the issues or of the information considered or discussed. 

The Commission aims to be a proportionate regulator: the report only addresses those matters which the Commission identifies as being of genuine regulatory concern or of significant regulatory interest. 

In addition to any sources of information signposted in the report, we would encourage charities to take advantage of the wide range of advice and guidance available to the charitable sector from the Commission and other bodies. In particular, we would recommend the following sources of information:

· The Commission’s guidance CC3 – The Essential Trustee: what you need to know;
· CC60 - Hallmarks of an Effective Charity;

· Guidance from The National Hub of Expertise in Governance: Good Governance: A Code for the Voluntary and Community Sector

All of these publications signpost to further sources of information.

As far as it is compatible with the Commission’s regulatory role, the Commission intends Review Visits to be based on co-operation between the charity and the Commission. We will seek to agree Recommendations with the charity and try to ensure that any deadlines for action are reasonable. The Commission can provide further guidance if the trustees require it.

2. Charity Profile


2.1 Charity Details

Charity Name:
Churches Together in England
Registration Number:
1110782
Governing document:
Memorandum and Articles of Association.
Objects:
The advancement of the Christian religion in accordance with the statement of faith given below, the relief of poverty and the advancement of education and any other purposes which are charitable according to the law of England and Wales. 
2.2 Management & other structures:

Those responsible for the administration of a charitable company are its directors (referred to as ‘The Trustees’ in the charity’s memorandum and articles of association). The directors are also the charity trustees for the purposes of section 97(1) of the Charities Act 1993 and are referred to as ‘trustees’ throughout this report.
Day-to-day management is carried out by 
the General Secretary and 16 supporting staff.
2.3 Background information (from charity sources):

The charitable company, Churches Together in England, took over the activities, net assets and human resources of the unincorporated body of the same name on 1 January 2006. The company was incorporated on 7 February 2005 and registered as a charity on 9 August 2005.
The charity has partner bodies in Scotland, Wales and Ireland. Churches Together in Britain and Ireland is the successor of the British Council of Churches, and co-ordinates the work in the United Kingdom and the Republic of Ireland.

At a national level Churches Together in England has 26 Member-Churches or Councils of Churches and 27 Bodies in Association. 
The charity works at a regional/county level with approximately 50 ecumenical groups which are served by county ecumenical officers, who are independent of the charity. Co-ordinating groups made- up of specialists from the churches and related organisations enable work together in education, evangelisation, youth work, rural issues, local unity, family life, theology and unity.
At a national level ‘The Forum’, a group of 300 representatives from the member churches, regional ecumenical bodies and related groups, meets every three years to review how the churches are working together and suggest priorities. There is also ‘The Enabling Group’ which meets in the interim. As well as holding the general meetings of the company this group enables member churches to make decisions in common.

The original charity created in 1990 had all members of The Enabling Group as its trustees.  However CTE reduced the number of trustees at the point of incorporation, its aim being to have a trustee body large enough to bring in a range of skills, backgrounds and perspectives and to share out the tasks of the board, yet small enough to be effective at decision-making, involve all trustees and work as a team.
The charity’s work for 2006 includes: broadening the fellowship of Churches Together; promoting principles of inclusion in the churches; advising on free- church healthcare chaplaincy; and communicating good practice in inter-faith relations.
The charity is due to file its first accounts for the year ending 31 December 2006. 

3. Objective A - To identify good practice and innovation in operation at the charity


The scrutiny of the information provided by the charity prior to and at the visit gave rise to no issues of concern. The only significant issue identified prior to the visit related to the role of the trustees in the complex constitutional arrangements that the nature of the charity has given rise to. However, it was clear at the visit that the trustees fully understand their responsibilities. 

The charity, in its present form, is very new and its governance is still being developed by the trustees and the General Secretary. The recommendations made in this report are intended to help in that process. 

The general impression is of a charity that already has many of the characteristics of an effective charity. Evidence of this includes:

· A comprehensive document ‘identifying and responding to risks’, covering issues such as finance, reputation and child protection. A person is attributed responsibility for each individual risk.

· A detailed staff handbook with a clear equal opportunities policy, disciplinary procedure etc.

· A trustee induction process

· A trustee body that is well represented from different stakeholder groups.

· A clear focus on stakeholder interests

· A strategic plan is being formalised setting out future goals and deadlines.

· Strong trustee interest in financial and budgetary controls.

4. Objective B – To explore issues concerning the trusteeship and general governance of the charity.

Recommendation 1: The trustees’ role in relation to the Forum and the Enabling Group should be more explicit.
It is clear that the trustees recognise they have ultimate responsibility for the affairs of the charity. However, the information provided by the charity prior to the review visit gave more prominence to the respective roles of the Forum and the Enabling Group than it did to the function of the trustees. 

We recognise that the complexity of the charity’s membership and purpose means that the charity’s ecumenical agenda will be determined by the constituent churches. However, it is important that all the charity’s stakeholders understand that the trustees have duty in law to ensure that any agenda or activity pursued by the charity or in its name is in furtherance of the charity’s stated objects and consistent with the legal and fiscal frameworks within which CTE must operate.

We recommend that the charity’s current documentation, including the Rules made under article 60 of the articles of association, should be reviewed to ensure that there is clarity about:

·  the trustees’ role and legal duties

· how the trustees are involved in other fora

· how decisions of the Forum, Enabling Group and other committees are referred to the trustees to check for legal compliance. 

Recommendation 2: A clearer distinction could be made between when the Enabling Group is acting as a forum for stakeholders and when it is a general meeting of the company.
The Enabling Group has dual functions:

· the development and pursuit of its ecumenical agenda 

· the undertaking of constitutional actions relating to the governance and legal processes of the charitable company 

It would be helpful if these functions were distinguished in the records of the Group’s meetings. We would suggest, for example, that when ecumenical policy and discussion are being pursued, the meetings are recorded as being those of the Enabling Group. When actions in pursuance of the provisions of the Companies Act, generally, and of the Articles of Association, specifically, are being undertaken, the meetings could be recorded as General Meetings of the members of the company. 

This separation of functions may also be useful in simplifying the process of organising meetings of the Enabling Group where it is not to act as the membership of the company. Notices and procedures for such meetings would not necessarily have to follow those prescribed for company meetings and could be covered in the Rules. However, this is a matter for the trustees to consider with the members. 

Recommendation 3: The rules should be reviewed to enhance clarity and consistency. 
As a general point of good practice, it is usually better to keep the more important constitutional arrangements within the body of the memorandum and articles of association, rather than in the Rules made under article 60. This will aid external transparency and can avoid the risk of Rules being made that are inconsistent with the memorandum and articles.

As far as the current Rules are concerned, there are two main areas where they could be enhanced: 

· the first has already been mentioned in footnote 2 and would necessitate an amendment to Rule 2 to include the trustees

· the second relates to Rule 3 and the definition of the Officers of the charity.

The current definition of Officers covers a range of positions, of whom:

· some of are more in the manner of patrons (the Presidents)

· some are trustees, 

· some have roles associated with the Forum and Enabling Group (but not necessarily a role in relation to company governance) – the moderators, their deputies and the chaplain

· some are staff.(the General Secretary and other executive staff)

As the constitutional status of these various Officers are either varied or, in some cases, non-existent, it might be better to segregate out the different elements of clause 3 into separate Rules. For example:

“Rule 3: The Presidents
3.1 The Presidents of the charity shall be:

XXXXX…

3.2 The Presidents shall have no role in the administration of the charity but shall represent as necessary CTE in person…and perform such other duties as agreed with them by the trustees”

Rule 4: Officers of the Charity
4.1 The Officers of the Charity shall be:

The Chairman of the Trustees

The Honorary Treasurer

The General Secretary

Such other executive Officers as appointed by trustees 

4.2. The Chairman shall be appointed and act in accordance with Article 44.

4.3 The Honorary Treasurer shall be appointed by and from amongst the trustees and shall hold office for four years and be eligible for re-election.

4.4 The General Secretary shall be appointed by the Trustees in accordance with Article 49.

4.5 For the purposes of this Rule, the provisions of Article 49 shall also apply to the appointments of other executive Officers 
Rule 5: Post holders of the Forum and Enabling Group

5.1 The post holders of the Forum and Enabling Group shall be:


XXXXX

5.2 The post holders shall be appointed in the following manner:

XXXXX
Rule 6: The Forum (…etc)”

The reference in rule 12 to article 59 is not clear, as that article does not apply to the Rules, and Rule 60 does not appear to impose a time period on delivery of notices.
We will be pleased to offer further assistance or advice on specific alternative proposals.

Recommendation 4: The trustees should be provided with specific role descriptions.
Role description can help new and existing trustees be clear about what is expected of them. Where individual trustees are given specific duties or areas of responsibility, the role description can be tailored accordingly.

Recommendation 5: The charity should continue with the formulation of a strategic plan.
The Commission commends the charity’s formulation of a strategic plan, which is at the initial draft stage. Meaningful planning can help trustees and their senior staff identify where the charity needs to be in the next 5-10 years, how to get there, how to mitigate the obstacles and recognise success. Strategic planning should take into account existing risk management and impact measurement processes. (See also section 5 below).

5. Objective D: To explore how the charity measures its impact and manages risk

6.1 Context

Following changes to the format of the Review Visit programme, many of our visits, as well as continuing to aim at benefiting the individual charities concerned, are also part of wider projects which may lead to the publication of topical or sector reports. In the case of this review visit, we are collating information on behalf of the Commission’s Research Reports team. Research Reports focus upon a variety of governance and finance issues currently affecting the sector. The reports’ purpose are to provide an overview of what is currently happening in the sector and to strengthen accountability by assessing how far best practice is being followed in relation to each topic. 

In the next financial year, April 2006 to March 2007, two of the topics to be researched are Risk Management and Impact Assessment. 
6.2 Risk management
The Charity maintains a comprehensive risk register. This includes assessments of risk likelihood, risk impact and control procedures. The register also gives responsibility for managing each risk to specific individuals. Members of staff receive copies of the risk assessment and a high/medium/low rating system is used.

Key risks of interest are:

1) Membership

2) Finance 

3) Disaster Management

4) Reputation 

1) CTE has a number of checks in place to ensure that its membership consists of bona-fide churches. Churches need to be sponsored by an existing member-church. They are then recommended to the Enabling Group, who upon consideration, ballot the member-churches. If there are concerns about a prospective member-church’s status they might be invited to attend meetings on an informal basis.

2) A new computer-based accounting system (SAGE) is being installed. Financial procedures will be reviewed when this is up and running.

3) CTE has reciprocal links with another charity in the event that it is cut off from its premises. Since the Tavistock Square offices were cordoned off during the 07-07-2005 London bombings, CTE is acutely conscious of the dangers and is reviewing and refining its disaster management procedures.
4) One of the key risks faced by CTE is that of reputation. Whilst certain reputational risks such as a disastrous forum and staff integrity are considered CTE might benefit from building on this to include the points in section 6.3.

6.3 Action Points

Recommendation 6: The charity’s system of endorsing the use of its brand and logo should be formalised.
Another reputational risk the charity could be exposed to is that of groups carrying out unendorsed work under the CTE brand and logo. The General Secretary has developed the following definitions of endorsement:

· “Recognised by Churches Together in England”

· “In Consultation with Churches Together in England”

· “In Partnership with Churches Together in England”

These definitions are currently used informally. We would suggest that they be incorporated into a short document which: 

· sets out the criteria and conditions relating to the use of the charity’s brand and logo,

· reminds potential ‘endorsees’ of the trustees’ legal responsibility in relation to the charity’s objects and reputation 

· offers the trustees’ guidance in areas of doubt

This document could be circulated widely amongst the members of the Enabling Group and its underlying constituencies.

Recommendation 7: The charity should include in its risk assessment planning for the contingency of churches resigning from membership of CTE.
Membership is at the heart of CTE and its purpose and ethos. Although the charity does not see the loss of a church as a financial risk, it might consider ways of mitigating any reputational risk arising from this eventuality. This could involve having procedures in place to deal with the media and other member churches.
6.3 Impact measurement
CTE understands what is meant by impact management, but has not treated it as a top priority because CTE:

· has seen its role of supporting and maintaining relationships between churches as ‘behind the scenes’, and therefore has not built up a high profile;

· perceived difficulties in ‘measuring’ relationship-building in a meaningful way.

The charity evaluates its effectiveness, and receives constant feedback from member churches. It also collates feedback forms from the meetings of the Forum, which are generally very positive.

Furthermore, CTE is planning to take part in a review of ‘the totality of relationships within the churches’, which, whilst not a review of the organisation per se, may highlight some of its impacts.

Recommendation 8: The trustees should consider widening the ways in which the charity measures impact, including anecdotal evidence. This could be published on the planned new website.
The trustees may want to consider how they can demonstrate more effectively to stakeholders the difference CTE is making. Measures of its success could include:

· the fact that no churches have left the organisation to date;

· the level of consensus achieved; 

· the high retention of staff at a time when churches are struggling to retain employees;

· the importance attached to the CTE’s activities, as evidenced by the seniority of representatives sent by churches to its meetings; 

· the results of benchmarking against other similar organisations.

Accurately measuring the success of the charity’s activities in furthering its purpose involves being clear about what the charity is trying to achieve in any given activity, and identifying in advance what a successful outcome will look like.  Although the trustees will be best placed to identify the key measurements that are most relevant to the charity, there are a number of resources available within the sector that provides guidance on measuring impact.

In addition, the Commission’s Research Report on the subject of Impact Assessment will be published in the next 12 months and will provide general guidance, as well as examples of methods of impact measurement used by other charities.

Charity Action Plan      
Charity: 
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Charity number: 1110782



Date of Review: 
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	Recommendations

	Recommendation
	Acted on / 
Not acted on
	Comments

	1. Clarifying the Trustees Role in relation to the Forum and Enabling Group.
	
	

	2. Distinguishing when the enabling group is acting as a stakeholder forum and general meeting.
	
	

	3. Review of the rules.
	
	

	4. Trustee role descriptions.
	
	

	5. Continuation of Strategic Plan.
	
	

	6. Formalised endorsement of the use of the charity’s brand and logo.
	
	

	7. Contingency plans for churches leaving CTE added to risk register.
	
	

	8. Widening Impact measurement.
	
	


To enable the Commission to record the impact it is having, and as a means of helping us to determine the extent of any further follow-up needed, we would ask that the charity’s representatives provide information on the actions they have undertaken in relation to the above legal requirements/recommendations, including any comments they might have, and return the form to the Review Visits Support Team, Charity Commission, 3rd and 4th Floors, 12 Princes Dock, Princes Parade, Liverpool L3 1DE by 22 January 2008  (12 months from issue of final report)

We certify that the information provided is correct to the best of our knowledge and belief.

Signed:


……………………………. (Trustee)


…………………………….. (CEO or 2nd Trustee)
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� Published by the NCVO on behalf of the Hub and available on the Governance Hub website � HYPERLINK "http://www.governancehub.org.uk" ��www.governancehub.org.uk� 


� For example, although we understand that the trustees are members of the Enabling Group (and thus of the company) this is not specifically provided for either in the articles or the rules.





� Further information and specimen trustee role descriptions can be found on the NCVO (National Council for Voluntary Organisations) web site:


 http://www.ncvo-vol.org.uk/askncvo/trustee/index.asp?id=257


� An example of such a resource is an NCVO publication ‘Measuring Impact: A Guide to Resources’, available on their website at � HYPERLINK "http://www.ncvo-vol.org/" �www.ncvo-vol.org�
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