ACTIVE COMMUNITIES - LOCAL INITIATIVES FOR LEISURE

THE COMMITTEE

Tt was usual, though not always the case, for the commitee o1
group ‘driving’ the imnative to have been established as a
result of 2 public mecting held locally.

Whiist some members of the project commitiees usually
changed uver lime, the core personnel in successful projects
scemed 0 remain more constant Morcover, the indimdual,
or individuals, who were acknowledged to be the driving
torce(s) behind projects which were successful, were usually
well respecied members of the local communiry.

The committees vespensible for the projects were organised
in a variety of ways. The successful commitiees or steering
groups were properly constituted, and met regularly It was
useful to have some continuity in personnel, as there was in
St. Dogmacels and Tonmawr. The committee should also, as
far as possible, be representative of local epimon and be seen
to be responsive and accountable o the wishes of local

residents. This can be achieved 1wough the inclusion of

representatives from local clubs, associatons and other vser
groups on the project commitiee. Llandyrnog was a good
llustration of the benehits of this, while Cwmdulais showed
some of the problems that can arise when & comminee was
seen as not being in touch with some local feeling.

There was considerable variation in the level ol advice and
mfarmauon that each commitiee received. Committees
should be properly provided with professional advice at the
outset, and speciahst support subsequently. This ofien arose
naturally from a geod working relationship with the local
authoriry and other pubhc agencies. However, where no such
relationship with the Jocal authority existed, it was important
that the coramittee sought regular professional advice 2bout
such issues as accounung, markenng and personng!
management. It was also useful w involve experts on the
commiitec, particularly In trades such as construcuon, who
were able to advise the commitiee on plans for the project.
Both Llandyrnog and S5t Dogmacls uscd local expertise to
good effect. Such expertise did not appear 1o be available or
used effectively at Cwmdulais.

It has proved opportune in many cases to involve Jocal
councillors on the project commitiee. The advantages of this
were shown at Betws, Si. Dogmaels and Llansaniffrayd ym
Mechain, where lobbying for support for the project was
cased by direct contagct with the relevant Jocal authorites,
This also improved access 10 information about grants and
ather assistance. Where this was not the case, one of the
resulis can be a much lower level of support, financial and
otherwise, lrom the relevant local authorities. At Cwimduiais,
where district and county elecied representatives were not
pari of the comminee for long periods, there did not appear
to be 11y greal enthusiasm on the part of the local anthority
to become involved with and support the project

St. Doginacls Memarial Hadl before venovalion work began.

STAFFING AND MANAGEMENT

Some projects operated with no paid stafl, or merely part-
time caretaking or cleaning staff. This was by no means an
obsiacle 10 success, providing committee members were
prepared to assume additional responsibilities for the
administravon of the facibiy, Nonetheless, a successtul
moject of any scale usvally required full-time paid staff, with
a proper ymanagement sieucture. Any stafl employed by the
community project should have detailed job descriptiods™
from the outset, and these should be adhered 10 as far a3
possible. 1{ was cleacr that in several cases, includling Benws,
Cwmdulais and Tonmawr, paid staff were spreading their
ime too thinly as a result of there being no agreed statfing
structure. In Betws the operation of the project was hindered
by an overload on both paid and volunteer staff. At
Cwmdulais, it was commenied that there had been “too many
chiefs and not enough indians’.

There was alse the issoe of accountability of siatf. Deing
answerable 1o 2 cominittee was not unusnzl. but there
necded (0 be proper channels of ine management tw enable
paid employees to work effectively. Various committee
members overseeing Lhe work of paid staff on an ad-hoc basis
has led to difficulties in Beows and Cwmelulais,

Yolunieer help was used in each project, but with varying
degrees of effectiveness. Most projects needed a network of
wained and reliable volunieers. The issue of volumeers is a
complex one, and further smdy of their effectve role within
such projects should be considered. Tt was commented, in
some projects, thal ‘volunteers were more a hindrance than a
help’ as a result of their lack of training. The need for valun-
teer training was clearly identfied in Betws for example; how-
ever, the committee had found i difficult 10 getvolunteers to
attend courses. [t was also implicitly assumed in the staffing
structures of some of the larger projecis that the same Jevel of
volunteer help would be sustained once the projects were up
anil running. For various reasons, it is nearly always difhculg
to sustain constant levels of volunteers ence the projects have
been established, especially when paid staff are in post.
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CHAPTER 2 - COMMON THEMES

A number of common themes have emerged from this swdy
of six community prajects, [t is useful to divide remarks into
five seciions, which will deal in turn with: the community; the
commitiee; finance, staffing and inanagemcent, and general

1851CS.

THE COMMUNITY

The size of the community and the socio-economic profile of
its population varied arnongst the sample in this study, and did
not appear to he determining factors in ensuring a successiul
project. More important was a degree of self-containment
and a sense of community which imay or may not be fostered
by the extent of that community’s geographical isolation.

Many of the communilies were relatively isolated in a
geographical sense, and were poorly served by transport
links. Tonmawr was at the head of the Pelenna valley, Seven
Sisters wwards the top of the Dulais valley and Bews au the
foouof ihree valleys in Ogwr. Gther communities were in very
rural locations. This relative isolalion from neighbouring
communities sometimes helped reinforce a sense of identiry,
which glten resulted in a good community spint within those
comrmunities where there were (ew obvious or probicmatic
culural divides. In turn, this community spirit predisposedt
residents 10 become involved in, and 1o support, communicy
initianves The benefits of this were seen in St. Dogmacls and
Liansanidfraid ym Mechain in particalar Tn the lauer case, an
clement of healthy ivalry beiween local communities in
Powys also had a positive ‘knock-on” effect on small-scale
recreational provision in the wider vicinity

However, sell-conrainment and a scnse of community identity
had its problematic side too. At Cwimdulais, the project hecame
100 large (0 be sustained solely by the use of residents of
Seven Sisters, and as the facility grew, it became increasingly
reliant on users from neighbouring communiles, It appears,
however, that in this instance, local rivalry meant that those in
neighbouring communities were somewhat reluctant to
patronise the Cwmdulais centre. This problem at Cwmdulars
may have becn exacerbated by a beliel locally chat the facility
had taken up a large share ol public and local fund..

As said. cach community had a very different socioeconomic
profile 1uwas clear that a successful project was able 10 draw
from a range of professional groups and o sustain 4 crosy
section of members from various socio-economic classes.
Without such a range of professionals, problems in terms of
day-to-day specialist advice have arisen. Betws and Cwmdulais
were cases in point, where the local populations sustamn
relatively few professionals and, as a result, the projects
suuggled 10 gain professional support and advice. In many
msgances, it was the professionals, or at least the specialists,
who emerged as the driving force for the project. Where this
happencd, problems arose if such people did not represent
the wishes of the local population as a whole.

AJso, without the existence of a “professional scetor” within a
community, the whole guestion of raising local funds became
problematic. In most instances, some local money was
necessary for the project 1o proceed. The case with which tie
projeci obtamed funds [rom is local populaton depended. in
part at least, on the socio-economic profile of that communiey.
Ir some areas with high rates of unemployment and/or low
wages, it was incvitably difficult to raise funds.

In each of the communities, any pre-existing local amenities
were in need of improvement or expansion. That is, those
amenities, recreational or otherwise, that were alveady in
existence within the community were gencrally in 2 poor staie,
or lacking in one sptciﬁc area of provision. Nonetheless, it
was unportant thai the community itseif recagnised thai they
required improvement. This often provided the main motiva-
ton for a new project. The thrust of the development was
usually established through an early process of local *market
research’, of varying degrees of for mality. Without this broad
community awareness, it would prove difficult 1o motvate a
community-wide effort for improvements. ¥f there was an
¢xistng building or (acility in a state of disrepair. as there was
at Cwmdulais, Betws and 5t Dogmaels, then this often
provided the initial motivadon for local action.

The existence of a newwork of achve local ¢lubs. whether
spoyts-orientated o1 otherwise, was valuable in guaiantecing
usage of the new fadility. Moreover, club involvement in the
plans for the project at the earliest possible stage was vital as a
means of local consultaiion, and also for judging the likely
usage at the new lacility. LlansantfTraid, amongsi others,
showed the benelit ot close ¢lub involvement in 1ts
Recreational Associalion.

With any praposed project. there will be some who doubt
whether sufficicnt local {unds would be raised, or whethe
the project would be adequately used. Such doubts could be
prevented from developing into outright opposition to the
plans through a proper consultauon process. Such a process
was also necessary Lo achieve a level of local consensus as to
the value of the project. In some instances, successful projects
were developed at the third or fourth atempt - s at
Llandyrnog - because earlier efforts had not achieved the
{ull supoortof the local population. (o other cases, a lack of
consultadon znd consensus led 1o eventual opposition from
influential sections of the local community, as at Cwvmdulas.

There was also the feeling i some areas that facilives should
be available for use free of charge 10 individuals and groups
in the local community, smee large sums of public money
were known to have been spent on the project. Such an
attitude had clear implications for the proicc’s ability 1o
generate income, and for the continuing level of fund-raising
that was therefure necessary Lo sustain the project.
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The Recreational Field et Llansaniffraid (home jor Kenica
League of Wales football).

Some projects, wo in the sample, incorporated commercial
enterprises (cafes) which were run either as part of the main
project facihry or as independent concerns. [twas difficult o
yudge their overall valoe, as the one at Berws was evidently
successful, both in usage and revenue, while the other at
Cwmdulais, while popular, was the source of many problems
{or the project. Nonetheless, the management of such
enterprises should be approached with some care, whether
the committee decides to run the enterprise itselt, or 1o let
the space 10 an outside commercial concern. [n either
mstance, the comimittee shouid consider the impact that
such a commercial venue will have on similay businesses in
their area. If the project iy seen asa commercial threat in any
sense, then opposition can quickly build up in the local
business communty. This is more Likely w happen when the
project has been esiablished as a community business and
the committee has taken the ude of a "board of dircators’,
Local people are mare likely (0 sec the project, or elements
of the project, as a commercial enterprise competng in the
market place with other Jocal businesses. In these cascs, there
might also be some questioning of the receipt and use of
public funds in such apparemly commercial enterprises.

GENERAL ISSUES

A range of projects have been considered in this study
ranging from, at one ¢nd of the spectrum, Betws, which
focused almost ¢xclusively upon the developmenc ol a
community facility with little sporting remit, to Llandyrnog,
which was an overwhelmingly sports-centred projec
However, the majoriry of the projects thatappear in this study
have facilivies which operaie as comnmmuty centres, rather
than as sports centres. The programming of these cenlres
ndicated that sport couid be incorporated at a later stage n
any recreational project. Thatis, sport did not have Lo feature
as part of the original plans: it was quite usual and feasible for
sport 10 develop subsequently within community or
recrcational projects. Thiswas largely the result of the capilal
couts that needed to be raised to buld such facilities, and the
desive to make the fzoility's appeal and usage as wide as
possible, Many small communities could not sustain a sports
facility but, nonetheless, were able to cater for a range of
sporung activites in theil new commanity centres Both
Bewws and St Dogmaels have ambitious expansion plans
winch centre on addional sparting provision.

Those projects which aimed at 2 wide and varied wecekly
programme i their facihities were the bener used. Many had
high uwsage by groups such as ‘parent and toddler’,
pensioners associations and doctors surgeries o1 healih
clinics, as well as by sports chubs




There is, then, the potential for problems with the relation-
ships that exist between paid statf and volunteers. [tis often
the case that cach party expects oo much from the other. As
a result, tensions can arise as 1o the agreed workloads of each.
These can be avoided if proper job descriptions for paid staff
are acdhered to, and volunteer help is managed on an
effective and realistic basis.

FINANCE

Successful projects had generally devised au the outset 2
detailed and well-constructed business plan using profes-
stonal Trelp and cxpertise. This plan gave some indication of
the anpictpated usage at any facility connected with the
project, and showed awareness of the implications of capital
and nett revenue expenditure. Those projects which did not
appear 1o have planned in this way iniually, suffered as a
consequence. It should be noted that a business plan s easicr
to construct il the p-n\jcct is starting lrom scratch, or where
usage can be accurately gauged through close club involve-
ment with the project, as ai Liandyrnog and Llansantffraid,
Successtul planning and projection was made more difficult
where projects have evolved over a peviod of tme.

An effective programme of markel research seened to be an
important feature in the plans of successful projects. ldeally,
such research should be undertzken early on and sustained
once the project is up and running. St. Dogmaels and
Llandyrnog undertook delatled market research at the
outset, while Tonmawr and Betws organised surveys once
their project was up and running. However, these often
resied on poorly designed survey instrumenis, which
produced Aawed results (demounstrating the need for
committees 1o avail themselves of professional help i the
design of research insiruments). Successful market research
cnabled suatepic planning 10 be undertaken in the medium
and longer term. Furthermore, market research shoulid
consider the whole scope of the planned project. ILis worth
considening multpie use of facdlities at the centre, and testing
the market accordingly. For example, a meeting room might
be nsed for evening classes through the local education
authority, or space might be allocated for a branch library, as
at the Betws Cenwre. Such extra provision also attracied
regular and rebiabie income for the project.

Applicanans for funding through grants and awards was most
successtul when approached in a siructured manneg, The
receipt of public monies, particularly in the form of capital
grants, has to be complemented with local fund-raising. This
was @ mieans by which the local community had a dwect
interest and involvement in the project. In this way, local
fund-raising was a method [lor susiining the comnunity’s
sense of responsibility for the project. St Dogmaels,
Liansaniffraid and Llandyrnog all conducted an effective
programme of local fund-raising. The most successtul fund-
raising occurred in those areas which had regularly consuited
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their local population aboul the planned development.

The stage al which grants were secured also appearcd to be a
factor in the success, or otherwise, of locally indiated
projects. At Liandyrnog it was acknowledged (hat the success
of their grant application was a factor in the success of their
development where earlier attempts had foundered. Tt was
fell that once the project had received the promise of funds
it developed a ‘head:-of steamn’ of ils own. Conversely, it may
be the case that the longer a local project goes without the
promise of support {rom outside sources the more likely it is
that interest will wane and the plans comé to nothing
{although there will always be excepuons).

b seemed what the development of wader community projects
opencd avenues for more extensive grantaid. That is, projecis
which were recreational in a more general sense, rather than
exclusively sports-oriemated. were abic 10 apply for a wider
range of grants frons public and private sources. MHowever, it
should be noted that there may be a danger for over-ambitions
plans to emerge in the light of successful grant applications.
Larger-scale developments often had serious revenue
implications which the commitiee should fully consider.

Ii wouid be difficult 1o over eniphasise the importance of
financial accountability and clear accounting procedures,
especially in small commumities, Difficulties arose where
there were opportunities for local residents o criticise
aspects of the financial arrangements of a project. If. for
instance, differential prices are charged for users at a facility
(whereby certain clubs and associations are charged fess than
others, depending on their ability to pay or whether they are
local or not, as was the case at Llansantffraid) then it is
important that such praciices are open. Decisions 10 intro-
duce a differential charging structure shouid be made by the
full committee, not one or a small group of members, and, as
at Liansand¥raid, they should be well publicised 1o all those
imvelved in order that accusations of favouritism can be
avoided. As one comruttee member put it ‘small comma-
aities are rumour factories, which means that the commitiee
must not only be squeaky-clean, but must also be seen to be
squeaky-clean.” A Llandyvinog, local clubs and associations
were not charged for use of the facility, but instcad were
asked 1o make a veluntary donation or 1o contribute to fund-
raising cfforts. 1t was commented that the removal of
paymenis meant that most of the financial tensions associated
with the project disappearcd at the same thnre,



