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DTA HEALTH CHECK

BENEFITS TO MEMBERS

The DTA Health Check is a business development tool. It has been created through collaboration between DTA staff and staff and board members from development trusts as a practical way to help review the work of your Trust, and think about future plans.  It is designed to:

· focus on meeting the core aims of being a development trust i.e. 
· providing a range of user led services 

· partnership working 

· income generation and financial sustainability 

· improve performance

· highlight areas of achievement

· highlight areas for improvement

· help develop monitoring systems

· help focus forward planning

· encourage regular evaluation

· be a non-prescriptive diagnostic tool that can be used as a guide to good practice

· be simple to use

· be capable of being used in combination with other tools and quality standards.
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AIMS OF THE HEALTH CHECK

1. To help trusts understand what it is to be a development trust and how they could further develop.

2. To improve the quality of organisational/financial management and service delivery.

3. To help the DTA assess member support needs and highlight examples of best practice.

USE OF THE DTA HEALTH CHECK

The Health Check methodology is designed to be a self-assessment by the organisation, followed by a review with DTA staff.  In order to maximise learning potential, the DTA STRONGLY RECOMMENDS that undertaking the Health Check involves both staff and board members of the organisation.  The form of the review is agreed with DTA staff – options include a meeting with the Chair and Chief Executive, a meeting with board officers and senior staff, or as part of a wider organisational review.  DTA staff will agree the form of the review with the staff and/or board of the Trust.  As part of the review, DTA staff will draw up an action plan to highlight key issues for the Trust.
The tool consists of five parts, each of which uses a simple ‘tick box’ to record answers.  A basic organisational checklist is followed by four sections based upon the DTA’s core membership criteria, in which 3 different levels of progress are attainable. The expectation is that levels are attempted successively to build a sound development trust.  However, it is recognised that not all organisations will necessarily choose or be able to aspire to level 3 for EVERY indicator, but being able to attain ‘level 1’ for each indicator should be the minimum.  
For each indicator examples of evidence are suggested.  The lists are not exhaustive and alternative types of evidence are acceptable.  HAVING ACCESS TO COPIES OF EVIDENCE INDICATED (OR AT LEAST KEY DOCUMENTS) WILL BE PART OF THE REVIEW PROCESS WITH DTA STAFF.   Good examples will be an effective way of developing ‘best practice’ within the DTA.  For each indicator, there are four assessment options:

Fully Met – there is enough evidence to show that this indicator has been met
Mainly Met – some evidence is available but further improvements need to be made
Partly Met – there are plans for this and some activities have begun

Not Met – there is no evidence that this indicator has been met
The DTA recommends that each person involved (staff and board members) complete the assessment individually.  Participants should consider each standard objectively, aiming at a realistic reflection of the performance of the Trust on each indicator.  

Where a 'not met' answer is provided at 'Level 1', guidance will be offered by the DTA about how to approach meeting this minimum standard. Where a 'fully met' answer is provided at 'Level 3', trusts are encouraged to be clear about how this will be sustained.

EXPLANATION OF TERMS USED IN THE HEALTH CHECK
These terms are in bold italics throughout the document
· Area of benefit – the area or community set out in the memorandum & articles or constitution which the Trust was set up to benefit.

· Assets/Asset base –physical assets (i.e. buildings or land), but also could be intellectual assets used to generate income over the long-term such as consultancy services etc. or contracts secured into the future to provide a particular product or service.
· Board – management body of the Trust: it may also be called management committee, committee of trustees, etc.

· Business plan – the document prepared and used by a Trust to plan and monitor its activities, usually over three-five years.

· Community membership of the board – this can be individuals, community representatives or representatives of community organisations. It is recognised that the local political context may mean that ‘community ownership’ may not necessarily be best served by a simple majority of community representatives alone.

· Earned income – income from trading, e.g. payments received from providing services, rental income etc. Does NOT include grant income.
· Economic aims – aims which have an economic emphasis e.g. tackling unemployment, promoting and providing education and training, trading for community benefit, stimulating, promoting and providing support to enterprise, supporting and/or developing local community financial infrastructure.
· Environmental aims – aims which have an environmental emphasis e.g. community safety, reduction of pollution, recycling, care of green spaces, development of derelict areas, maintenance of communal areas, promotion and delivery of activities which increase the sustainability of the environment, encouragement of biodiversity.
· Financial risk assessment – procedure undertaken regularly (usually annually) to identify financial risks to the Trust. 

· Financial sustainability – the Trust is funded through a diverse mix of earned income (see above) and grants and no one funder contributes more than 25% of income which secures its long-term future.

· Running costs – cost of core staff and provision of 'core' services, excluding capital expenditure on specific projects.  
· Social aims – aims which have a social emphasis e.g. housing, childcare, youth facilities, elderly care, quality of life, the promotion of good mental/physical health and wellbeing, family support, social inclusion, participation and interaction.
· Stakeholders - all the people who have an interest internally and externally in your organisation such as board members, staff, the community in the area of benefit, partners, users and funders.
· Trading subsidiary – company set up by a Trust to undertake a particular trading activity which covenants back any surpluses to the Trust.
· Turnover – this is all the income of the Trust (including any trading subsidiaries) for a financial year.
ORGANISATIONAL CHECKLIST

This part of the tool is about ‘business basics’ – good practice which ought to be at the heart of each development trust. It applies to organisations of all sizes, and for ‘start-ups’ the checklist is designed to help put in place the foundations for long term 'good health'.

	Governance
	Met
	Typical Evidence

	1. The Trust has a clear and agreed mission, aims and definition of its target beneficiaries.
	
	Mission, aims and objectives

	2. The board ensures the Trust meets legal and financial obligations.
	
	Insurance policy

Annual accounts and Annual Report

	3. The board has indemnity insurance, as appropriate.
	
	Insurance policy

	4. The organisation plans for the succession of key staff and board members.
	
	Board minutes

Policies

	5. Management continuously review performance and plan improvements.
	
	Board minutes

	6. The Trust has a business plan including financial forecasts.
	
	Business plan

	7. The board regularly reviews how effective it is and how it works as a team.
	
	Board minutes

	Finance

	1. All income and expenditure is clearly accounted for.
	
	Annual accounts/book-keeping

	2. There is a system of checks and balances to avoid misuse of funds.
	
	Written financial procedures including levels of authorisation

	3. The Trust has an agreed budget for the year; income and expenditure are regularly reviewed against this.
	
	Budget and management accounts
Cash-flow projections

	4. The Trust has sufficient resources to deliver the current level of service.
	
	Budget 

Annual accounts

	5. The Trust meets requirements for dealing with Inland Revenue, VAT, PAYE and pensions.
	
	Annual accounts

	6. The Trust has written financial procedures for bookkeeping, expenses, petty cash etc.
	
	Written financial procedures including levels of authorisation

	7. Financial risk assessment is regularly undertaken (at least annually).
	
	Board minutes

	8. The Trust undertakes an annual review of financial procedures and processes.
	
	Written financial procedures including levels of authorisation

	Human Resources

	1. The Trust meets legal requirements for equal opportunities, health and safety and disability discrimination.
	
	Written procedures including recruitment procedure and risk assessments

	2. Legal requirements regarding individual staff and volunteers are met.
	
	Insurance, contracts

Policies and procedures

	3. Staff and volunteers have clearly defined roles and responsibilities.
	
	Job descriptions

Investors in People accreditation

	4. The Trust takes measures for retaining and training staff.
	
	Evidence of staff training/progression

	5. The Trust has a clear line management structure.
	
	Organisational chart/Job Descriptions 

	6. The Trust has a policy for managing poor performance.
	
	Supervision system & disciplinary procedure
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DTA HEALTH CHECK

SECTION 1: ENGAGED IN ECONOMIC, SOCIAL AND ENVIRONMENTAL REGENERATION OF A DEFINED AREA OR COMMUNITY

'LEVEL 1'

	Indicator
	Fully Met


	Mainly Met
	Partly Met

	Not Met


	Examples of relevant evidence
	Provided/

available for inspection

	1) The objectives of the Trust were defined through community consultation/ mapping exercise/ evidence of need
	
	
	
	
	· Mapping exercise

· Memorandum and articles of association (M&A)/constitution
· Ward/township definitions, maps or social patterns

Other/alternative evidence (list below):


	

	2) The objectives and activities of the Trust cover social aims 
	
	
	
	
	
	

	3) The objectives and activities of the Trust cover economic aims 
	
	
	
	
	
	

	4) The objectives and activities of the Trust cover environmental aims
	
	
	
	
	
	

	5) The memorandum & articles of association or constitution of the Trust defines the boundary of its area of benefit.
	
	
	
	
	
	


'LEVEL 2'
	Indicator
	Fully Met
	Mainly Met
	Partly Met
	Not Met
	Suggested Evidence
	Provided/available for inspection

	1) The objectives of the Trust are reviewed every 1-3 years with involvement from the community and other stakeholders
	
	
	
	
	· Mapping exercises

· Away days or membership meetings
· Minutes of meetings with the community

· Annual report

· Strategic plan/business plan
· Ward/township definitions or social patterns

· Memorandum and articles of association (M&A)/constitution
· Use of quality tools 
Other/alternative evidence (list below):


	

	2) The Trust measures progress and reviews performance through monitoring, delivery of outputs and key statistics
	
	
	
	
	
	

	3) The board and staff are aware of the defined community and actively consult with all of its parts.  
	
	
	
	
	
	

	4) The range and scope of the activities of the Trust demonstrate coverage of the defined area of benefit.
	
	
	
	
	
	


'LEVEL 3'
	Indicator
	Fully Met
	Mainly Met
	Partly Met
	Not Met
	Suggested Evidence
	Provided/available for inspection

	1) The objectives of the Trust are broadly shared by its community 
	
	
	
	
	· Mapping exercises

· M&A 

· Partnership structure

· Away Days/membership meetings
· Minutes of meetings with the community

· Annul report

· Strategic plan/business plan which shows links with external strategic plans 
· Communication strategy

· Appropriate market research

· Social audit/impact measurement

· Ward/township definitions

Other/alternative evidence (list below):


	

	2) The community is clear about how to influence the direction of the Trust    
	
	
	
	
	
	

	3) There is regular two way communication with the community in a variety of forms 
	
	
	
	
	
	

	4) Market research is used by the Trust to inform the development of new services
	
	
	
	
	
	

	5) The Trust is clear about its role in making social, economic and environmental changes and can define its part in the whole picture of local delivery 
	
	
	
	
	
	

	6) The Trust can measure its impact on its area of benefit
	
	
	
	
	
	

	7) The Trust has a clear identity that is recognised by its stakeholders.
	
	
	
	
	
	


DTA HEALTH CHECK

SECTION 2: INDEPENDENT AND AIMING FOR FINANCIAL SUSTAINABILITY / NOT FOR PRIVATE PROFIT

'LEVEL 1'

	Indicator
	Fully Met
	Mainly Met
	Partly Met
	Not Met
	Suggested Evidence
	Provided/available for inspection

	1) The Trust plans to generate an operating surplus in each financial year
	
	
	
	
	· Business plan
	

	2) The Trust can demonstrate that any surpluses generated by the Trust and any trading subsidiary are used solely for community/ public benefit
	
	
	
	
	· M&A
	

	3) The finances of the Trust are being pro-actively managed 


	
	
	
	
	· Annual budget/ business plan
· Forecasts / monthly balances

· Management accounts

· Written financial regulations
	

	4) The Trust can demonstrate that it is 'needs led' and not funder-driven
	
	
	
	
	· Business plan
	

	5) The Trust has earned income of up to 10% of running costs
	
	
	
	
	· Annual accounts
	

	6) No one funder is contributing more that 50% of running costs
	
	
	
	
	· Business plan
	

	7) There is evidence that the Trust is pursuing a financial sustainability plan
	
	
	
	
	· Business plan
	

	8) There are skills related to financial management in the staff team and board.
	
	
	
	
	· Board profiles / CV's
	

	
	
	
	
	
	Other/alternative evidence (list below):
	


'LEVEL 2'

	Indicator
	Fully Met
	Mainly Met
	Partly Met
	Not Met
	Suggested Evidence
	Provided/available for inspection

	1) The Trust has a specific plan to achieve financial sustainability within 5-10 years
	
	
	
	
	· Business plan
	

	2) Funding sources are diversified. - no one funder is contributing more than 25% of running costs
	
	
	
	
	· Annual accounts
	

	3) The Trust can demonstrate that its main sources of income are secured into the future
	
	
	
	
	· Funding agreements / service level agreements
	

	4) The Trust has a policy for accumulating an appropriate level of reserves on its balance sheet 
	
	
	
	
	· Reserves policy
	

	5) The Trust has earned income of between 10% and 25% of running costs
	
	
	
	
	· Annual accounts
	

	6)   The Trust has begun building up an asset base 
	
	
	
	
	· Business plan
	

	
	
	
	
	
	Other/alternative evidence (list below):


	


'LEVEL 3'

	Indicator
	Fully Met
	Mainly Met
	Partly Met
	Not Met
	Suggested Evidence
	Provided/available for inspection

	1) The Trust has earned income of over 25% of running costs
	
	
	
	
	· Annual accounts
	

	2) The Trust has secured substantial assets in relation to its turnover (e.g. exceeds value of typical annual Trust turnover, as a minimum).
	
	
	
	
	· Annual accounts
	

	3) The Trust is clear about profit or loss on each specific aspect of business
	
	
	
	
	· Annual accounts

· Management accounts
	

	4) The Trust is accumulating an appropriate level of reserves on its balance sheet
	
	
	
	
	· Annual accounts
	

	5) The business structure and M&A of the Trust optimise financial performance
	
	
	
	
	· M&A 

· Organisational structure
	

	6)   The Trust employs staff with specific responsibility for fundraising / asset development.
	
	
	
	
	· Job descriptions
	

	
	
	
	
	
	Other/alternative evidence (list below):


	


DTA HEALTH CHECK

SECTION 3: COMMUNITY BASED, OWNED AND MANAGED

'LEVEL 1'

	Indicator
	Fully Met
	Mainly Met
	Partly Met
	Not Met
	Suggested Evidence
	Provided/available for inspection

	1) The Trust keeps the community informed of its activities
	
	
	
	
	· Newsletter

· Promotional materials
	

	2) There is a clear point of contact for the Trust
	
	
	
	
	· Office with public access
· Web presence

· Known outreach workers
	

	3) There is a majority community membership of the board
	
	
	
	
	· Memorandum and articles and/or policy statement about the structure of the board
	

	4) The process of election to the board is transparent


	
	
	
	
	· Agenda and minutes 
· M&A and standing orders

· Financial procedures

· Management accounts presented to the board
· Examples of information given to board members 
· Evidence of induction, board handbook, on-going support

Other/alternative evidence (list below):


	

	5) The board meets at least four times a year with agenda and minutes
	
	
	
	
	
	

	6) The board has mechanisms in place to scrutinise the finances
	
	
	
	
	
	

	7) Individual members of the board understand their role in decision making and the information presented to them
	
	
	
	
	
	

	8) The board ensures that its legal and financial obligations are met
	
	
	
	
	
	


'LEVEL 2'
	Indicator
	Fully Met
	Mainly Met
	Partly Met
	Not Met
	Suggested Evidence
	Provided/available for inspection

	1) The Trust welcomes input from the community
	
	
	
	
	· Information from suggestion boxes, surveys, open days
	

	2) The Trust acts upon input from the community
	
	
	
	
	· Information on how community views have affected the work programme
	

	3) The community is directly involved in the election of the board
	
	
	
	
	· AGM minutes

· A limit to periods of office for board members (which in theory allows for turnover and fresh blood into the board)
	

	4) The board sets the vision and the objectives of the organisation


	
	
	
	
	· Process of review of the vision statement, aims and objectives

· Details of committee involvement in setting and monitoring the work programme

· Information on any delegation of decision-making powers and how such decisions are reported back to the full board
· Input from the Chair about how s/he ensures that all board members contribute and that there is an effective discussion before decisions are made
	

	5) The board makes all policy decisions
	
	
	
	
	
	

	
	
	
	
	
	Other/alternative evidence (list below):


	


'LEVEL 3'
	Indicator
	Fully Met
	Mainly Met
	Partly Met
	Not Met
	Suggested Evidence
	Provided/available for inspection

	1) People in the community know about the Trust
	
	
	
	
	· Asking a random cross-section of the community about the Trust (possibly done by a board member)

· Analysis of the membership/users – is it increasing, is it broad-based?
	

	2) People in the community feel ownership of the Trust

	
	
	
	
	
	

	3) The Trust proactively seeks to involve new people on the board

	
	
	
	
	· Recruitment campaigns

· Induction process

· Board composition
	

	4) The board has prepared for the succession of senior staff 


	
	
	
	
	· Written succession strategy with evidence of how it is implemented

· Identification of a board member who keeps up to speed with all aspects of the work of the Trust to smooth any succession


	

	5) The board has prepared for the succession of board members and officers
	
	
	
	
	
	

	
	
	
	
	
	Other/alternative evidence (list below):


	


DTA HEALTH CHECK

SECTION 4: ACTIVELY INVOLVED IN PARTNERSHIPS BETWEEN THE COMMUNITY, VOLUNTARY, PRIVATE AND PUBLIC SECTORS

'LEVEL 1'

	Indicator
	Fully Met
	Mainly Met
	Partly Met
	Not Met
	Suggested Evidence
	Provided/available for inspection

	1) The Trust has information about the relevant contacts in local agencies.
	
	
	
	
	· Contact details

· Notes of meetings

· Membership of networks

Other/alternative evidence (list below):


	

	2) Information on services/ activities is exchanged with relevant organisations
	
	
	
	
	
	

	3) The Trust is a member of relevant local networks
	
	
	
	
	
	


'LEVEL 2'
	Indicator
	Fully Met
	Mainly Met
	Partly Met
	Not Met
	Suggested Evidence
	Provided/available for inspection

	1. The Trust works jointly with local agencies on service delivery.
	
	
	
	
	· Contacts database

· Information on joint events or activities

· Clear aims about what the Trust wants from partnerships

· Evidence of partners as board members or in membership

Other/alternative evidence (list below):


	

	2. Users are referred to and from other local agencies (as appropriate).
	
	
	
	
	
	

	3. Events are held in partnership with other organisations (as appropriate).
	
	
	
	
	
	

	4. The board and staff have a clear understanding of the benefits and aims of networking.
	
	
	
	
	
	

	5. The Trust both instigates and participates in partnerships.
	
	
	
	
	
	

	6.   Partners are represented in a variety of ways throughout the Trust (e.g. board, Working Groups).
	
	
	
	
	
	


'LEVEL 3'
	Indicator
	Fully Met
	Mainly Met
	Partly Met
	Not Met
	Suggested Evidence
	Provided/available for inspection

	1. The Trust actively engages with other organisations on a local, regional and national level as appropriate.
	
	
	
	
	· Notes of meetings

· Evidence of benefits of partnerships

· Partnership agreements

Other/alternative evidence (list below):


	

	2. The Trust has an active presence on key strategic planning and partnership bodies, such as local strategic partnerships (LSP’s).
	
	
	
	
	
	

	3. Networking and partnerships are reviewed for effectiveness.
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CONFIDENTIALITY

The information gathered by using the Health Check tool will be kept confidential within the appropriate DTA staff teams in England, Scotland and Wales, unless otherwise agreed.   The DTA may record information on its central database.  The DTA will use information from the Health Check process to identify good practice and key issues affecting members. All published information will be anonymous unless otherwise agreed with the individual Trust. 
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The Development Trusts Association is working with our Community Alliance partners (bassac, Community Matters and the Scarman Trust) to strengthen the community sector and we are grateful for Home Office Support. 
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