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Introduction 
 
1 Toch has been in existence for around a hundred years (dependent on how its 

measured!). The original work of Tubby Clayton began in 1915 with the opening of 
Talbot House and the work of open house hospitality that went with it.  We should 
never underestimate the significant of this activity; welcoming people regardless of 
rank, creed or colour was countercultural in its time and Tubby offered to the world a 
way of being human which was inclusive, relational and committed to the good. TocH’s 
Royal Charter was granted in 1926 and some might say that this was the start date of 
the organisation and maybe we shall have another anniversary in 2026 to celebrate the 
life of the TocH and the value of its work in building the good society over the last 100 
years.  

 
2 There is a choice before trustees and this strategy puts it into sharp focus. Do we give 

thanks for those years of service and bring the organisation to a good end? If we do then 
the strategic activity over the next few years needs to be one of consolidation, sale of 
assets and an orderly closure. Otherwise we simply drift into oblivion, but we should 
avoid this because it does not pay suitable tribute to what has gone before.  

 
3 The alternative is that we develop a renewed future for the organisation, and we deliver 

it over the next few years. This will require a good measure of courage because it will 
mean reshaping what has gone before and committing to a future which builds on the 
inheritance of the last 100 years but is prepared to develop new ways of working.  It will 
require loyalty and generosity as the organisation changes so that trustees, members, 
and other stakeholders come together in a spirit of mutual support and encouragement; 
this is not to suggest that people cannot have their say but they must do so openly and 
positively. Then it will require pace and commitment, we need to ensure that progress is 
made and that we build what will effectively be a new organisation in ways which are 
mutually supportive but alert to the ongoing challenges and the changing shape of the 
market and wider society.   

 
4 What is presented here is the closest we can get to the original  TocH vision and mode of 

operation, but which is attentive to changed times and particularly the levels of 
regulation that go with it.  It has been tested out with members as I have travelled 
around the country; there is general agreement that neighbourhood work kickstarted 
with work around loneliness and mental health funded through a local social enterprise 
will provide a good foundation for redeveloping the ideas that underpinned the original 
idea of branches. As these hubs develop doubtless there will be the same energy and 
creatively around them that we have seen from TocH in the past.  

 
5 We are in a good position to move forward with either of these scenarios. Obviously 

closing requires less energy and involves less risk but we live now in a society with 
increasing inequalities, unprecedented levels of poor mental health and a changing 
economy. TocH is needed now as much as it has ever been.   
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Executive Summary  
 
1 TocH is a charitable organisation incorporated by Royal Charter with a long history of 

promoting social welfare and building the common good.  Its mission is: to build the 
common good in local communities through mutually supportive friendship, neighbourly 
service and reconciliation with a commitment to social justice and a sustainable 
environment.  
 

2 We are in the process of renewing the organisation so it is able to fulfil its vision. We 
intend engaging in four sets of activities over the next three years: 

 
i First establishing 10 neighbourhood hubs across the country in areas of multiple 

disadvantage based around a social enterprise retail offering with community support 
activity for the elderly and young people. 
 

ii A national project, called This is Your Life focussed on supporting older people 
particularly those who are lonely and unsupported.  

 
iii A national project called Under Pressure focussed on supporting young people in 

developing their resilience and promoting good mental health.  
 

iv A longer-term development of a Skills and Training Programme aimed at supporting 
young people into work. 
 

3 TocH has developed many different programmes over the years, and this is an extension 
of that activity. We have funds in place to start this work and our plans aim to ensure that 
the organisation is sustainable for the long term within the period of this plan. We will be 
reviewing our governance structures and ensuring that they are fit for purpose and able 
to sustain the organisation for the long term. Our management structure will be 
developed over the next two years as we recruit a management team in line with the 
objectives set out in this strategy.  
 

4 Governance will play a key part in the transformation of the organisation. We have a 
good board which is committed to improving lives, but we will need to recruit trustees 
with skills sets necessary for the overall development of the work.  
 

5 Monitoring and evaluation of our work will be through a ‘Theory of Change’ methodology 
which will create the necessary clarity about objectives, setting out the outputs we need, 
creating a set of output indicators, creating clarity around our overall outcomes with 
indicators as well as some work around how we measure soft outcomes. We will keep our 
evaluation processes under review, but our overall aim will be the capacity we create 
though our information collection to measure impact.  
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About the organisation 
 
6 TocH’s origins lie in the First World War and the welfare of troops on the front line. In 

1915 Tubby Clayton the organisations founder set up Talbot House which provided 
hospitality to troops regardless of their rank, colour or creed travelling to and from the 
Ypres salient, which became known by its morse call sign ‘Toc H’. After the war TocH was 
re-founded as a movement aimed at promoting social justice and fairness, friendship, 
neighbourly service, and reconciliation.  

 
7 Its mode of operation over the last 100 years has been to establish local branches and 

then match the skills of members to the needs of the local community. At its peak it had a 
membership of circa 50,000 and hundreds of branches across the world. The organisation 
supported its members but also provided support to those in need in the communities it 
served and more widely. Chad Varah, Founder of the Samaritans was a member of TocH 
and used it as his base to set up Samaritans it also played a key part in the development 
of the Blood Transfusion Service providing volunteers and acting as link with local 
communities. TocH would be justified in making the claim that it was the very first 
community development organisation, certainly its mode of operation was copied all 
over the world until the professionalisation of the voluntary sector during the 1980’s and 
90’s 

 
8 Our mission statement remains much the same as it has always been to build the 

common good in local communities through mutually supportive friendship, neighbourly 
service and reconciliation and a commitment to social justice and a sustainable 
environment.  

 
9  The Covid Pandemic has brought many of the branch activities of TocH to an end and the 

organisation is now focussed on the local activity of its last remaining branches and the 
initiatives of its Board of Management. 

 
10 Over the next three years the organisation will develop four primary activities and 

provide a foundation for others: 
 

i Neighbourhood Hubs: The organisation’s foundation remains its work in 
neighbourhoods supplemented by work across country.  This will be focussed on 
neighbourhood hubs funded through social enterprise and aimed at promoting 
neighbourliness and supporting those in need.    
 

We will have three national programmes working locally which aim to: 
 

ii Work with older People (This is your Life): Promoting work with older people to 
address loneliness and promote good mental health.  
 

iii Work with Young People (Under Pressure): Promoting work with young people 
(especially young women) to build resilience and good mental health. 
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iv Into Work: Providing training and support for into work schemes for young people in 
danger of becoming NEET. 
 

11 Targets for the development of these programmes are as follows:  
 
i Neighbourhood Hubs. We aim to establish 20 of these over the lifetime of this plan. 

We will review the first 10 at the mid point, and the remainder at the end of the 3-
year period covered by the plan. 

ii  Work with older people: Supporting older people: national worker in place at the end 
of Year 1. With 30 groups meeting around the country. 

iii Work with Young People Supporting young people: programme of resilience training 
and mentoring established. 500 young people supported by the end of the 
programme. 

iv Into work: programme up and running year 2 with 200 young people in work by the 
end of the programme.  
 

12 Toch is a charity incorporated by Royal Charter established on 14 December 1926 and 
amended in Council on 16th July 2002. It is registered with the Charity Commission of 
England and Wales Charity (No 211042) and the Office of the Scottish Charity Regulator 
(No SCO045491 Charter gives standard powers to employ staff, own property, borrow, 
give grants and loans, raise funds, trade, enter into contracts, including with banks and 
investment houses and insurance companies and to enter into relationships with other 
parties in furtherance of its aims. Its aims are to advance the Christian religion, advance 
education, promote the efficiency of the Armed Forces, promote the rehabilitation of 
offenders, and improving the conditions of life, of young people, the poor and aged and 
the sick and to promote any other charitable purposes that TocH may determine. 
 

13 TocH is registered at Companies House, Company Number RC000619.  
 

14 It is constituted as a membership organisation and has operated through its membership 
delivering services to local communities. In the past members have been recruited and 
then the membership has decided what it intended to do to support the local community 
through their membership of a local branch. 

 
15 There has often been some degree of strain between local branches and the central 

management group in terms of strategy which has created a unique organisation with a 
wide range of activity based on local need and the interests of members. There are now 
very few functional branches and those that are in existence are largely focused on 
supporting their elderly members. Changes in legislation around safeguarding and the 
professionalisation of the voluntary sector means that this mode of operation is coming 
under increasing strain.   
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16 Membership numbers are now 248 with many members at the older end of the 

spectrum.  
 

Age range in years  Number of members                            %  
 
30 – 40    9     4 
41 – 50    6     2 
51 – 60    30     12 
61 – 70    36     14 
71 – 80    65     26 
81 – 90    62     25 
91 – 100    39     16 
100 +    2     1 
 

17 There have been various attempts to recruit new members over the years but these have 
largely been unsuccessful. What is now proposed is that instead of the recruitment of 
members direct there is a recruitment of membership via volunteers supporting local 
projects. So, for example if TocH, as is suggested in this paper, were to establish a social 
enterprise in Newport we would aim to create a volunteer team in the region of 20 
people these people would become members of TocH and so play a part in the 
governance of the organisation.  
 

18 At present TocH has no formal partnership agreements with other bodies but where we 
can partner to facilitate the common good, we will do so. It is likely that our 
Neighbourhood hubs will provide a base for other organisations to work though in the 
delivery of support services in local communities. TocH is not part of a wider consortium 
of providers. 

 
19 As indicated TocH has been a voluntary organisation in the true sense of the word and so 

the Board of Management plays a key role in the delivery of activity. The aim in the future 
is for the Board of Management to shift into a more traditional governance role but to 
maintain a hands-on link with the membership in supporting the annual Carol Service, 
attendance at the National Remembrance Service at the Cenotaph in Whitehall etc. At 
present there are three staff one executive and two Administrative Support staff but if 
the plans set out here are adopted by the board, we envisage this increasing. A proposal 
for staffing is set out later in this strategic plan.  

 
20 Volunteers are core to the self-identity of the organisation and at present there are 248 

members who are also the organisations volunteers. Apart from the trustee group, some 
members remain active, but these numbers are very low.  

 
21 At present activities are funded from investments, rental income from properties and 

membership subscriptions and gifts, we are also using our reserves. This is set out in 
detail in Section 6 of this document. 
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Governance Structures 
 
22 Toc H is incorporated by Royal Charter. A Royal Charter is an instrument of incorporation, 

granted by The Queen, which confers independent legal personality on an organisation 
and defines its objectives, constitution, and powers to govern its own affairs. 
 

23 TocH has traditionally had two parts to its Governance structure its Membership and its 
Management Committee and these are set out in the charter. The appointment of a Chief 
Executive Officer has added another element to this structure which was not envisaged in 
the original charter and so this aspect of governance falls back onto customary practice 
for charities. It is recognised that strategy for the organisation is created by the board and 
CEO working closely together. 

 
24 Members must be 16 years old and should be in sympathy with the aims and objects of 

TocH. New members are admitted solely at the discretion of the management committee 
and must pay a membership subscription as determined by the management committee. 
They can be removed from membership by the management committee at its sole 
discretion.  Their role in the governance structure is twofold first to maintain the ethos of 
the organisation by their behaviour and witness and to elect members of the board of 
management on a three-year rolling programme.  

 
25 The management committee is constituted of six to nine members elected by the 

membership and up to four members co-opted for their expertise. The Management 
Committee is responsible for transacting the business of the charity and so assumes the 
role of traditional charity trustees.  

 
26 At present there are 7 trustees all of whom have been elected by the membership. This 

gives opportunity for four co-option for trustees who may have expertise and skills 
necessary to further new work.  

 
27 The Charity Governance Code sets out the role of charity trustees. Its starting point is that 

all trustees: 
 

i Are committed to their charity’s cause and have joined its board because they want 
to help the charity deliver its purposes most effectively for public benefit.  

ii Recognise that meeting the charity’s public benefit is an ongoing requirement 
iii Understand their roles and legal responsibilities.  
iv Are committed to good governance and want to see the charity improve.  

 
28 The board has a responsibility for ensuring: 

i that the charity is clear about its purpose and the aims that flow from it and ensures 
that these are being delivered effectively and sustainably.  

ii strategic leadership in line with the charities aims and values 
iii that the values of the organisation are to the fore in all its decision making and the 

charity’s reputation is thereby protected.  
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iv its decision-making processes are informed rigorous and timely, and that effective 
delegation, control and risk assessment and management systems are in place and 
monitored. 

v that the board works as an effective team, using the appropriate balance of skills, 
experience background and knowledge to make informed decisions. 

vi that the board has a clear, agreed, and effective approach to supporting equality, 
diversity, and inclusion as part of the governance and delivery of the organisation’s 
charitable purposes. 

vii The board leads the organisation in being transparent and accountable. And that the 
charity is open in its work, unless there is good reason not to be. 
 

29 At present the whole board is engaged with every aspect of the functioning of the 
organisation but it is anticipated that though this will continue to be the case for business 
planning and marketing strategies and the approval of potential projects and the overall 
oversight of the organisation. There will be two sub committees: 
 
i Financial Management and Administration responsible for oversight of the 

organisation’s finances, its risk strategy and its fundraising strategy.  
ii Projects and Programmes with oversight of new work and the establishment of 

neighbourhood hubs and central strategies.   

 

 

 
30 It is anticipated that the future management structure will look like this: 

 

 

 
 
 
 
 
 
 
 
 
 
 
31 Volunteers will continue to play a key role in the organisation and will provide the 

foundation for our strategy to revive membership of TocH. We see this as an important 
part of maintaining the inheritance of the organisation. When funds allow, we will employ 

Workstream: 1. Recruit four new trustees to the board with skills 
around fundraising, legal, financial and project management. 
2. Trustee training on the governance code.  
  

Board of Trustees 

Chief Executive 

Director of Enterprise  Director of Training  Project Worker Project Worker 

Shop Staff etc  

Admin team  

Training Supervisors Sessional Workers Sessional workers  

Fundraiser 
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a full-time volunteer coordinator/membership secretary who will have responsibility for 
growing membership but also for ensuring the membership are kept consulted on a 
regular basis in terms of the ongoing ethos and direction of travel of the organisation. 
 

32 Good recruitment is vital for the success if any organisation and we will ensure that we 
are both an attractive employer and clear about our requirements. We recognise that the 
key to the future of Toc H is recruitment of talent and that this requires a thought 
through commitment to diversity and inclusion in the workplace.  
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Context and Market Appraisal  
 
Context 
 
33 In this section we will set out the wider context in which TocH now operates, including 

the cultural themes we are working with, then look specifically at how TocH might be able 
to address some of the needs that are now pressing in our society.  The market appraisal 
section looks at emerging themes in retail based social enterprises.  
 

34 As a society we face a number of challenges: health and particularly health inequalities, 
perennial issues around poverty, unemployment and now the precarious nature of work 
in a gig economy, questions of identity, like race, gender, class and ageing and their 
access to resources of different communities based on these criteria. No social group 
figures as consistently in a discussion of social issues as children and young people and so 
we need to hold them under consideration. Then of course and fundamental is the whole 
issues of climate and climate justice and this needs to be incorporated into our mission 
statement. If we want to build the common good, we need to mindful of all of this.  

 
35 2021 will be the first year that we are as the UK fully outside of the EU and its regulatory 

arrangements, the decision to leave the EU in 2016 will begin to impact political realities. 
It is also the year when we hope we are turning the corner on the Covid pandemic which 
has had such a significant impact on our lives over the last 18 months. Both things have 
been significant economic shocks which impact on the wider context in which we do our 
work. The graph following shows the extent of the shock which is the biggest since the 
beginning of the 18th century and the War of Spanish Succession.  

 
 

 
36 This is likely to have significant impact on levels of public spending and on the basis that 

in times of financial crisis it is the poor who suffer most we can see that there is likely to 
be plenty for TocH to engage with.  
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37 The impacts of Covid have not been felt uniformly across society particularly in terms of 
health and wellbeing. Covid has made existing health inequalities worse and the health 
outcomes for those already disadvantaged. This is particularly the case with geographical 
inequalities but also around inequalities in poverty and income, education, and skills and 
intergenerationally with particularly negative impacts for children and young people.  

 
38 A central theme however has been the evidence which has emerged about the 

importance of community led responses that draw upon local knowledge and resources 
and build capacity and channels of interconnectedness across government, community 
organisations and the public. The evidence clearly shows that those communities which 
entered the pandemic with good local infrastructure have been best placed to respond. 
Coupled with this, following a brief initial increase, trust in the UK government and 
feelings of national unity are in decline. Trust in local government and feelings of local 
unity have been higher and steadier. Declining trust is a major challenge that needs to be 
addressed because it undermines the ability to mobilise public behaviour for wider social 
and health benefits.  

 
39 Many of the impacts of Covid have been an acceleration of exiting trends; as indicated 

above wider issues around the national economy, educational infrastructure and the 
social security system have made these impacts worse. The consequences of lost access 
to education at all levels, coupled with changes to assessments will be felt for years to 
come, and wholly recovering lost education is unfeasible. Skills training and wider 
education outcomes for individuals will be hugely important as the effects of increasing 
digitisation and the impact of artificial intelligence impact the job market. This has the 
potential to dramatically effect the life chances of young people.   

 
40 If we are to take these changes seriously in our plans at TocH then we need our 

programmes to engage at three different levels.  
 

i First, we need to ensure that our activities are specifically local but are connected into 
wider national and regional infrastructure. The idea of a neighbourhood hub seems 
therefore to sit well with much of the current social policy debate. 

 
ii Second, we need to be considering the effects of inequalities particularly those which 

affect heath and wellbeing. This is particularly the case around mental health issues 
especially in the young and the old where the impact is greatest.  

 
iii Third is the engagement with the life chances of young people particularly around 

their employment chances. This is inevitably about creating opportunities for work 
and their capacity to function in the job market.  

 
Market Appraisal 
 
41 This section explores the market for charity retail which will be a significant element of 

our ongoing strategy.  There are several things that we need to be aware of as we move 
forward with this initiative. As already indicated the impact of Brexit and Covid are 
difficult to understand but could have a major impact. If for example we decided to sell 
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traded products from overseas we may find difficulties with import restrictions, or tariffs 
or changes in exchange rates.   In addition it  looks like that the National Living Wage will 
be increased and that this could impact costs. Changing social attitudes are putting 
pressure on retailers as customers become more environmentally aware. As an 
inherently green retailer there is much that the charity retail sector can do to capitalise 
on this shift in consumer preferences.  
 

42 On the positive side charity retail has performed well over the last few years significantly 
outperforming for-profit retailers.  

 

 
 
43 Anyone who walks the high-street will be aware that there are significant numbers of 

charity shops in most cities and even in small towns. This means that any new retailer 
needs to be aware of market trends and able to respond to the competitive challenges in 
the way that would be the case with any other retailer.  

 
44 Much of the market research now centres around three key areas: 
 

i Improving and showcasing environmental sustainability. 
 

ii Embracing new technology and digital transformation 
 

iii Delivering engaging customer experiences   
 

45 Environmental Sustainability – The charity retail sector has inherent benefits for the 
environment by promoting up cycling and new and one-of-a-kind products, and the reuse 
and recycling of unwanted clothes and other consumer good. Charity retail reduces the 
amount of landfill needed and the carbon footprint of consumption. Any TocH charity 
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retail needs to make good use of these green credentials. Though commercial retailers 
are aware of these changes the challenge they face is that customers do not want to pay 
any more for this sustainability. Charity retail is therefore in a good position to be able to 
address this need as they sell already donated clothing that suit the customer purse. 
Promoting the inherent benefits of shopping in charity stores for environmental 
sustainability may prompt a move from a customer base where people shop from 
necessity to those making a positive choice for sustainability. 
 

46 Technology and Digital Transformation. Commercial retailers are already turning to 
technology and digital tools to address a range of business issues and customer 
experience and engagement, to supply-chain management and reducing operational 
costs. The use of digital media is a useful way of maintaining and sustaining brand loyalty. 
Contactless payment and more sophisticated tools making use of online trading 
technology can help build engagement with the community of donors, as well as enhance 
the customer experience. The benefits of using technological solutions to enhance 
customer experience can be worth the effort. We need to be mindful as we establish our 
stores of the opportunities of technology and digital solutions to efficiency. 

 
47 Customer experiences. A ‘live-for-now’ attitude has sparked in consumers move from 

product led spending to spending on ‘experience’. With under 35’s in particular more 
inclined to spend money on enjoying themselves and creating memories than buying 
‘things’, investing in a retail environment that meets this need will help to bring in the 
modern shopper. Creating a pleasant and engaging store experience is likely to increase 
sales and revenue. It can also help enthuse those who work for us. Experience suggests 
that an exciting physical environment will also encourage staff and encourage them to be 
creative which may help to increase the number of volunteers. We need to develop this 
experience approach including hosting events such as workshops and talks and changing 
and simplifying the layout of physical environment. It’s important that this builds on the 
TocH Brand. 

 
48 It will be important for us to keep ahead as we develop these retail offerings, we must 

not allow them to become the more traditional ‘second hand clothes shop’. 
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Strategy  
 
50 TocH’s strategy in the past has been to recruit members to a local branch and then to 

explore needs within a local community and to respond to those needs with the expertise 
and skills of branch members. This has meant that TocH has developed programmes to 
work with homeless people, in the East End of London it responded to successive waves 
of migration by providing support and language training and has developed many 
hundreds of programmes working with young people. Many of these programmes have 
now ‘come of age’ and now exist as separate entities. This was a very successful strategy 
and has stood the organisation in good stead for over 100 years.  

 
51 Today the professionalisation of the voluntary sector and the more onerous regulatory 

framework within which organisations need to operate means that there is now much 
less scope for this strategy to be successful. Added to this is the change in the way people 
join organisations as members; there has been a dramatic shift away from organisations 
with a more general scope to organisations where individuals mobilise around a single 
issue, and this is the focus of their fundraising and their service delivery. This puts TocH’s 
mode of operation at a disadvantage.  

 
52 If we want to maintain the TocH inheritance of locally based social action, then focussing 

on developing action in local neighbourhoods provides the best opportunity to do this.  
So, we focus the work on a particular location and then expand its scope to support local 
people. What is proposed here is an attempt to protect that inheritance and to build a 
general response to need in the communities were TocH is active.     

 
53 It is important that any activity we do engage with is able to be sustainable financially for 

the long term and this means that it will require a mixed funding profile. Some elements 
of social enterprise, some money from trusts and foundations, maybe in come from 
government programmes and corporates and then some income from fundraising with 
individuals. The detail of this is set out in Section 6.  

 
54 Timescale is important here too we need to do things in the correct order. So, for 

example the funds we have available to begin new work are quite small and so we cannot 
afford to fund activity over the long term without additional funding becoming available. 
Also at present we have very little activity which is for public benefit and so it will be 
difficult apply for grant funding because we would be starting from a completely new 
programme, most funders want to see existing activity already underway which they can 
support and supplement. We need therefore to generate activity before we can apply for 
grant funds.  

 
55 The proposal therefore that we establish a number of neighbourhood hubs across the UK 

which will have four key elements: 
 

i A social enterprise as their foundation based on a retail offering. This is likely to be a 
traditional second-hand clothing offer, a small cafe/coffee shop and a meeting space.  
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ii A full-time national worker supporting older people with activities to address 

loneliness and isolation.  The aim of this post would be to develop activity in each of 
the neighbourhood hubs it would be funded in its start-up phase from TocH central 
funds and then by grant fundraising.  
 

iii A full-time national worker supporting young people with activities that promote 
good mental health and resilience particularly in young women and girls. Again, this 
would be started by TocH and the developed through grant funding.  
 

 
iv A training and skills programme run nationally but working through all our hubs 

across the country and linking into work with the HMG’s levelling up programme 
around skills training. This would be a main programme funded directly though grant 
applications from the outset.  

 
 

Neighbourhood Hub 
 
56 Social enterprises are profit oriented businesses, but they reinvest into positive social 

change. There are significant numbers of social enterprises, over 100,000 of them in fact 
and they contribute over £60 billion to the economy.  They are in communities and on 
high streets, from coffee shops to cinemas, to pubs and leisure centres, banks, and bus 
companies. By selling goods and services in the open market social enterprises create 
employment and provide funds to tackle social problems. In the configuration set out 
here they will also provide a communal space for community use.  

 
57 A retail outlet of 2500 sq. ft would be approximately the right size and the industry 

standard for a shop of this size is a turnover of circa £100,000 and a surplus of £20,000. 
These figures are set out in greater detail in Section 6. The staffing for a retail outlet of 
this size is likely to be in the region of 1.6 – 2 full time equivalents with additional 
apprentices and volunteers. 

 
58 There are four elements to establishing these neighbourhood hubs: 
 
 
 
 
 
 
 
 
 
Collecting Clothing   
 
59 Good quality clothing needs to be collected in a variety of ways. Some of this is from local 

people brining their no longer required clothing and bric-a-brac into the shop. Most 

Collecting 
Clothing 

Sourcing 
Premises 

Recruiting 
staff  

Opening  
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people see this as part of their charitable giving and are keen to bring items they no 
longer require into a shop rather than dispose of them in other ways. Obviously, this 
means that people give to a charity that they have particular concern for which means 
that TocH will need to develop a brand for its sales. This will mean a restructuring of the 
website. 

 
60 It will be important to supplement the donation of clothing to a shop with other methods 

of clothing collection. Ideally, we need to collect clothing in areas where there are high 
levels of disposable income so that we can access good quality stock. We will be able to 
use TocH’s networks to do this, but it will be important to mobilise other networks 
through the churches etc. This can be done with door-to-door collections and with 
clothing lockers placed at strategic sites across a particular locality.  

 
61 This will require a full-time member of staff, a van and several volunteers who will be able 

to manage these collections.  
 
Sourcing Premises 
 
62 To create the right sort of economy of scale we need to proceed with these 

neighbourhood hubs in the first instance. We will have a mix of locations some in smaller 
towns like Cleckheaton in West 
Yorkshire, neighbourhood 
shopping areas in somewhere 
like Leicester and then a high 
street location with a 
community centre attached 
which is the model we are 
likely to use in Newport.  
Negotiation on price, location 
and size will be key to the 
overall success of the project 
and we will need some expert 
assistance. Any new 
development will need a local 
group to support it, and this 
will need to be part of the 
process for developing a hub. 

This is likely to be a church or other faith community who we partner with or some other 
type of community organisation.  

 
Recruiting Staff  
 
63 The financial projections have been worked out on 2.0 FTE staff this will allow for shop 

managers and someone to run the coffee shop. We will seek to recruit apprentices in 
retail and hospitality to keep costs low. The job description will be a complex one because 
we are looking for someone who understands a commercial retail environment but who 
is also committed to our social purpose.  
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Opening 
 
We will need to make every opening a significant event so as to ensure local support this 
might include a couple of weeks of events.  
 
 
 
 
 
 
 
 

Under Pressure Project Worker 
 
In 2018-19, 24% of 17-year-olds reported having self-harmed in the previous year, and seven 
per cent having self-harmed with suicidal intent at some point in their lives. 16% reported 
high levels of psychological distress. Suicide was the leading cause of death for males and 
females aged between five and 24 in 2019. Just over one in three children and young people 
with a mental health condition get access to NHS car and treatment.  
 
The proposal is that we employ a full-time worker whose job will be to establish local work 
with young people in each of the neighbourhood hubs that we establish this will be context 
dependent. In some areas it will be a partnership with other providers simply using our 
premises as a base for activity, in others it will be to establish a local self-help group and for 
others it will be to develop local mentoring programmes working with local people.  
 
The ultimate aim will be to apply for funding for a sustainable piece of work around mental 
health work with young people in each of the hubs. This will be through separate grant 
applications for a  full-time provision or through sessional staff employed to deliver activity 
on an ad hoc basis.  
 
 
 
 
 
 
 

This is Your Life Project Worker 
 

We all feel lonely from time to time. Feelings of loneliness are personal, so everyone’s 
experience of loneliness will be different. There is a significant amount of research to suggest 
that chronic loneliness is associated with increased risk of certain mental health problems 
including depression, anxiety, low self-esteem, sleep problems and increased stress. There 
are lots of causes of loneliness and it effects people of all ages.  
 

Workstream:  
3. Establish clothing collection team.  
4. Source presmises and secure  
5. Recruit Staff 
6. Opening Events 
  

Workstream:  
7. Recruit Staff Member 
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The proposal here is the same as for the Under Pressure worker where the task will be to 
establish local work in each of the hubs and work in a particular locality to come up with 
solutions which respond to the needs articulated by local people.  
 
The aim would be to develop sessional work in each of the hubs focussed on supporting 
people though mutual self-help groups. 
 
These post will need to be initiated with TocH central funding but the intention would be to 
seek external funding when there is work underway that can be used as the basis for a 
funding application.   
 
 
 
 
 
 
 

Training Scheme 
 

When we have the programme of activity up and running probably towards the end of year 
two then we will seek funding for a work programme which will enable us to work with larger 
numbers of young people. This will be about providing support to young people in danger of 
being without a employment or a place in education or training obviously until we have an 
organisation that we can bring them into this will be difficult to establish. This is likely to fit in 
with the timescales around HMG levelling up programme. We will review this possibility as a 
board when we are in a position to move forward with it.   

Workstream:  
 Recruit Staff Member 
 
  

Workstream:  
 Review potential for developing larger project around training 
and support.  
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Financial Appraisal and Transitional Impact 
 
TocH is relatively secure financially. It has in relative terms significant reserves in indicative 
terms assets are likely to be at market valuations something between £1.25m and £1.5m. We 
have £350,000 in close to liquid form i.e., cash at the bank or investments that we can 
redeem without penalties. For an operational charity these are very high reserves, and we 
need some good reasons articulated in our reserves policy to justify then in our returns to 
the Charity Commission. This was pointed out by our accountant at our last financial review 
meeting in November.   
 
It will be difficult for us to fundraise with such high levels of reserves most funders will expect 
us to use our money before we apply for theirs! We need therefore to use some of these 
funds in line with our charitable purposes if we are to be able to ensure that we are able to 
make the financial projections included with this plan work effectively.  
 
On our main budget we have an underlying and ongoing deficit of some £60,000 per annum 
but this is because the levels of our public benefit activity are low and therefore, we are 
unable to apply for grants.  
 
This is where we will need the courage I spoke about in the introduction because on the very 
cautious projections included in this plan, we break even in year three and this is as far as I 
have projected.  
 
Though we have significant reserves we cannot safely reach a point where have enough 
activity to enable us to apply for the quantum of funding we will need to sustain the 
organisation for the future from charity trusts or public sector funding. The aim therefore is 
to develop a mixed financial model which begins with funding from social enterprise which 
then gives us the opportunity to develop a range of activity that we can seek funding from 
private donors, grant making trusts and public funds.  
 
When we have developed enough work which can be properly described as for public benefit 
We will need to employ a full time fundraisers whose job will be to develop bids for 
charitable funders and public funds.  
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Workstream:  
 Recruit Fundraiser and set out clear plan of work with objectives 
etc 
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Risk Management 
 
64 Managing the risks associated with this programme of activity will ensure that we are as 

prepared as we can be for the challenges that come along but good risk management 
helps us to run the organisation more effectively. In what follows a basic risk 
management process is set out and then populated with identified key risks, as the 
programme progresses the process set out here continues. Risk management is a 
dynamic process and continues through the programme. There are four steps to the 
process: 
 
i Identifying Risks: Finding recognising and describing risks that may have an impact 

on our strategic objectives whether this is because we fail to reach objectives set 
or fall foul of regulations. 

ii Assessing Risks: Prioritising and understanding risks to the programme and the 
wider charity, including likelihood, impact and velocity and their effects on impact. 

iii Managing Risks: Understanding the nature of risks and the control activity 
necessary to manage them. This could be by reducing impact, likelihood or 
managing the way they unfold so they can be better controlled.  

iv Monitoring and Reporting: Reviewing risks regularly and reporting them to the 
board with an up-to-date perspective on key risks facing the charity and how they 
are being managed.  

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Identify Assess 

Manage  Report 

1 
How do we 
identify and 
prioritize risks? 

2 
What are the key causes  
and consequences of the risks? 

3 

What are the internal controls  
or mitigations measures on place  
to manage risks?  

4 

How do we monitor   
risks and who do we report  
them to? 
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Financial Risks 
 

Risk  COVID: changes to regulation, another lockdown, loss of 
revenue, staff sickness. 

Likelihood  4 
Severity 3 
Velocity 4 
Gross risk score 11 
Controls Move to online sales, regular testing,  
Net  risk Score 8 
Monitoring Process Quarterly to board 
Responsibility CEO 
Date of Review Quarterly 

 
 

Risk  Budget control and financial reporting: Budget does not match 
key objectives, decisions made on inaccurate financial 
projections or reporting, decisions made on unreliable costing 
data, going concern issues.  

Likelihood  2 
Severity 3 
Velocity 2 
Gross risk score 7 
Controls Link budgets to busines planning and objectives, monitor and 

report in a timely and accurate way, use costing procedures for 
services and products, ensure adequate skill base and ability to 
interpret budgetary and financial reports, agreed procedures 
for review, regularly review reserves.  

Net  risk Score 3 
Monitoring Process Financial report to board.  
Responsibility Director of Enterprise 
Date of Review Twice yearly 

 
Risk  Cash Flow: inability to meet commitments, lack of liquidity to 

cover variance in costs, impact on operational activities.  
Likelihood  2 
Severity 4 
Velocity 2 
Gross risk score 8 
Controls Ensure adequate cashflow projections, (prudence of 

assumptions), identify major sensitivities, ensure adequate 
information sloe from costs centres, monitor arrangements and 
reporting.  

Net  risk Score 4 
Monitoring Process Monthly management meetings, financial report to the board  
Responsibility CEO 
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Date of Review Quarterly 
 

Risk  Income: Cashflow and budget impact of loss of income 
Likelihood  2 
Severity 5 
Velocity 3 
Gross risk score 10 
Controls Identify major dependencies, monitor arrangements and 

reporting, reserves policy  
Net  risk Score 7 
Monitoring Process Monthly Management Meetings and Board 
Responsibility Director of Enterprise 
Date of Review Quarterly 

 
Risk  Reserves Policy: lack of funds or liquidity to respond to new 

needs or requirements, inability to meet commitments or 
planned objectives, reputational risks if policy cannot be 
justified.  

Likelihood  1 
Severity 3 
Velocity 1 
Gross risk score 5 
Controls Link reserves policy to business plans, activities and identified 

financial and operating risks, regularly review reserves policy 
and reserves levels.  

Net  risk Score 2 
Monitoring Process Reports to the board 
Responsibility CEO 
Date of Review Twice yearly 

 
Risk  Inappropriate or loss making non charitable trading activity: 

resources and energy diverted from profitable fundraising or 
core activity, regulatory action, reputational risk 

Likelihood  2 
Severity 4 
Velocity 2 
Gross risk score 8 
Controls Monitor and review business performance and return, review 

and agree adequate authorisation procedures, appraise 
viability, reporting quality 

Net  risk Score 4 
Monitoring Process Monthly management meeting  
Responsibility Director of Enterprise 
Date of Review Quarterly 
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Risk  Fraud or Error: Financial loss, reputational risk, loss of staff 

morale, regulatory action, impact on funding.   
Likelihood  2 
Severity 5 
Velocity 5 
Gross risk score 12 
Controls Review control procedures, segregate duties, set authorisation 

limits, agree whistleblowing and anti-fraud policy, review 
security of assets, identify insurable risks 

Net  risk Score 5 
Monitoring Process Monthly Management Meeting 
Responsibility Director of Enterprise 
Date of Review Quarterly 

 

Operational Risk 
 

Risk  Contract Risk: onerous terms, liabilities in the event of non 
performance, non compliance with charity objectives,  

Likelihood  3 
Severity 3 
Velocity 1 
Gross risk score 7 
Controls Create cost appraisal procedures, agree authorisation 

procedures, get professional advice on terms and conditions, 
insurance 

Net risk Score 3 
Monitoring Process Report to the Board 
Responsibility Director of Enterprise 
Date of Review Quarterly 

 
Risk  Service risk Customer Satisfaction: beneficiary complains, 

customer complaints, loss of income, negligence claims, 
reputational risks 

Likelihood  3 
Severity 2 
Velocity 1 
Gross risk score 6 
Controls Agree quality control procedures, implement complaints 

procedure, benchmark services and implement complaints 
review procedures.  

Net  risk Score 2 
Monitoring Process Reports to Board 
Responsibility Director of Enterprise 
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Date of Review Quarterly 
 

Risk  Competition from other Charity Retail Organisations: loss of 
income, reduced income potential, reduced public profile, 
reduced profitability 

Likelihood  5 
Severity 2 
Velocity 1 
Gross risk score 8 
Controls Monitor and assess quality of service, market review, customer 

focus, competitive analysis.  
Net  risk Score 4 
Monitoring Process Quarterly to management meeting 
Responsibility Director of Enterprise 
Date of Review Quarterly 

 
Risk  Supply issues: poor branding and resultant image problems 

image, poor collections,  
Likelihood  3 
Severity 5 
Velocity 5 
Gross risk score 13 
Controls Good systems in place for collections, monitoring of stock,   
Net  risk Score 8 
Monitoring Process Weekly management meetings 
Responsibility CEO 
Date of Review Quarterly 

 
Risk  Fund Raising: unsatisfactory returns, poor applications, 

methods of collection, compliance with regulation  
Likelihood  2 
Severity 5 
Velocity 2 
Gross risk score 9 
Controls Monitor returns, review compliance, ensure quality of 

applications.  
Net  risk Score 6 
Monitoring Process Board Meeting report 
Responsibility CEO 
Date of Review Six montly 

 
Risk  Employment Issues/ Staff Turnover: employment disputes, 

claims, diversity issues, child protection issues, low morale, 
abuse of vulnerable beneficiaries.   
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Likelihood  4 
Severity 4 
Velocity 5 
Gross risk score 13 
Controls Recruitment processes, appraisals and feedback, job training 

and development, implement health and safety monitoring, 
vetting procedures and child protection and vulnerable adult 
training, agree a whistleblowing policy. 

Net risk Score 5 
Monitoring Process Board meeting twice yearly.  
Responsibility CEO 
Date of Review Quarterly 

 
Risk  Volunteers: lack of competences, training and support, poor 

service to beneficiaries and customers, recruitment and 
dependency.  

Likelihood  4 
Severity 3 
Velocity 1 
Gross risk score 8 
Controls Review and agree vetting procedures, review and agree training 

and supervision procedures. Agree development and 
motivation initiatives.  

Net risk Score 6 
Monitoring Process Board meeting twice yearly 
Responsibility CEO 
Date of Review Quarterly 

 
Risk  Health and Safety Environment: staff injury, product or service 

liability, ability to operate, injury to beneficiaries and the public. 
Likelihood  2 
Severity 4 
Velocity 5 
Gross risk score 11 
Controls Comply with law and regulation, train staff and compliance 

officer, put in place monitoring and reporting procedures.  
Net risk Score 5 
Monitoring Process Twice yearly Board meeting 
Responsibility CEO 
Date of Review Quarterly 

 
Risk  IT: system fails to meet operational needs, failure to innovate 

or update systems, loss/corruption of data, lack of technical 
support, breach of data law. 
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Likelihood  3 
Severity 5 
Velocity 5 
Gross risk score 13 
Controls Appraise system and needs, appraise security and authorisation 

procedures, implement measures to secure data, use a good 
service provider, create disaster recovery policies, review 
insurance cover for any losses. 

Net risk Score 4 
Monitoring Process Yearly to Board meeting 
Responsibility CEO 
Date of Review Yearly 

 
Governance 
 

Risk  Trustees Lack skills or commitment: charity becomes moribund 
or fails to achieve its purpose, decisions are made by bypassing 
trustees, resentment or apathy among staff, poor decision 
making, 

Likelihood  2 
Severity 3 
Velocity 1 
Gross risk score 6 
Controls Review and agree skills required, competency framework, 

trustee training and induction,  
Net risk Score 2 
Monitoring Process Yearly to Board meetings 
Responsibility Chairman 
Date of Review Yearly 

 
Risk  Trustee Body Dominated by one or two individuals, or by 

connected individuals: trustee body cannot operate effectively 
as a strategic body, decisions made outside the trustee body, 
conflicts of interest, pursuit of personal agenda, culture of 
secrecy or deference, arbitrary overriding of control 
mechanisms  

Likelihood  3 
Severity 5 
Velocity 2 
Gross risk score 10 
Controls Consider the structure of the trustee body and its 

independence, agree procedure to manage conflicts of interest, 
agree procedural framework.  

Net risk Score 3 
Monitoring Process Yearly to board 
Responsibility Chairman 
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Date of Review Yearly 
 

Risk  Conflicts of Interest: Charity unable to pursue its own interests 
and agenda, decisions may not be based on relevant 
considerations, impact om reputation, possibility of regulatory 
action.   

Likelihood  3 
Severity 3 
Velocity 2 
Gross risk score 8 
Controls Agree a protocol for disclosure of potential conflicts of interest, 

put in place procedures for trustees to stand down on certain 
decisions.  

Net risk Score 3 
Monitoring Process Yearly to Board 
Responsibility CEO 
Date of Review Yearly 

 
Risk  Ineffective organisational Structure: Lack of information flow 

and poor decision-making procedures, remoteness from 
operational activities, uncertainty as to roles and duties, 
decisions made at inappropriate level of excessive bureaucracy.  

Likelihood  4 
Severity 2 
Velocity 3 
Gross risk score 9 
Controls Use organisation chart to create a clear understanding of roles 

and duties. Delegation and monitoring should be consistent 
with good practice and the law, Review structure and the need 
for constitutional change.  

Net risk Score 3 
Monitoring Process Yearly to Board 
Responsibility Chairman 
Date of Review Yearly 

 
Risk  Reporting to trustees (accuracy, timeliness and relevance): 

Inadequate information resulting in poor quality decision 
making, Failure of trustees to fulfil their control function, 
trustee body becomes remote and ill informed.  

Likelihood  4 
Severity 3 
Velocity 1 
Gross risk score 8 
Controls Put in place proper strategic planning, objective setting and 

budgeting process, timely and accurate project reporting, 
timely and accurate financial reporting, assess and review 
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projects and authorisation procedures, have regular contract 
between trustees and staff.  

Net risk Score 2 
Monitoring Process Yearly to Board 
Responsibility CEO 
Date of Review Quarterly 

 
External Factors  
 

Risk  Public Perception: impact on voluntary income, impact on use 
of services by beneficiaries and customers, ability access grants 

Likelihood  3 
Severity 5 
Velocity 5 
Gross risk score 13 
Controls Communicate well with supporters, customers and 

beneficiaries, ensure good quality reporting of charity activities 
and financial situation, implement public relations training.  

Net risk Score 5 
Monitoring Process Six monthly to board 
Responsibility CEO 
Date of Review Quarterly 

 
Risk  Adverse Publicity: Loss of donor confidence or funding, loss of 

influence, impact of morale of staff, loss of beneficiary and 
customer confidence  

Likelihood  2 
Severity 5 
Velocity 5 
Gross risk score 12 
Controls Implement complaints procedure, agree procedure for 

complaints, agree a crisis management strategy 
Net risk Score 3 
Monitoring Process Six Monthly to board 
Responsibility CEO 
Date of Review Quarterly 

 
Risk  Government Policy: availability of contract funding, impact of 

tax regime on voluntary funding, impact of general legislation 
or regulation on activity, role of voluntary sector 

Likelihood  5 
Severity 4 
Velocity 5 
Gross risk score 14 
Controls Monitor proposed legal and regulatory changes, consider 

membership of NCVO 
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Net risk Score 8 
Monitoring Process Quarterly to Board 
Responsibility CEO 
Date of Review Quarterly 

 
Risk  Compliance Risk: fines, penalties or censure from licensing or 

activity regulators, employee or consumer action for negligence, 
reputational risks.  

Likelihood  3 
Severity 5 
Velocity 5 
Gross risk score 13 
Controls Identify key legal and regulatory requirements, allocate 

responsibility for key compliance procedures, compliance 
monitoring 

Net risk Score 5 
Monitoring Process Quarterly to board 
Responsibility CEO 
Date of Review Quarterly 

 
 
 
 
 
 
 
 
 
  

Workstream:  
Compile Risk Register 
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Monitoring and Evaluation 
 
Making sure that we are on track and can measure and evidence that we are having an 
impact is a key feature of any good strategic plan and a necessary part of ensuring that we 
are able to access funds for the future. The model proposed here is called a Theory of 
Change. Most of us in our work and personal life have aims and objectives, but it is unusual 
for us to take time to scrutinise them and set out how they will be achieved in a systematic 
way.  
 
A Theory of Change does just this.  As we develop new work we will put in place a Theory of 
Change that takes us from inputs and activities to outputs, outcomes and impact. We will 
construct a theory of change for each element of the plan. 

Strategic Planning  The Effects 

Inputs Activities Outputs Outcomes Impact 

All financial and 
non-financial 
inouts which  are 
required to make 
the project work. 

All activities 
that are 
undertaken as 
part of the 
project 

Clear 
measurable 
outputs 
numbers 
supported , 
numbers of 
employees.  

Numbers with 
better mental 
health, 
effectiveness 
of retail 
outlets etc 

What changed 
as a result of 
our efforts ? 

Workstream:  
Compile Theory of Change for Each workstream 
 
  


