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1.
Introduction

Welcome to the Terras Trust (Weymouth Football Club Supporters Society Limited) Business Plan for 2008-2011. The purpose of the Plan is to provide the officers of the Trust, our members, and the wider community with a statement of who we are and our intentions for the three years ahead.

The Trust was established in April 2007 and is registered under the Industrial and Provident Societies Act 1965. The Trust is a fully democratic, one member one vote, not for profit organization and we are fully affiliated with the Supporters Trust movement. The trust was initially setup to represent the collective views of the fans following another period of instability and financial crisis at Weymouth Football Club. 

The Trust’s purpose is to:

· safeguard the future of Weymouth Football Club for the community it serves, 

· provide a democratic voice for its membership 

· promote supporter representation in the running of the Club. 

Since November 2007 we have had a representative on the Weymouth Football Club Board, which has helped us further these aims.

The Trust is run by a board made up of nine elected members and three co-opted members. The inaugural board elections were held in June 2008. 

Terras Trust Structure

 SHAPE 



A detailed structure showing all board officer posts, postholders and responsibilities can be found in the appendix to this plan.

2.
Executive Summary

Since the trust was formed in April 2007 we have successfully increased our membership from a starting point of approximately 50 members in July 2007 to our current position of 190 members. We have held several successful recruitment drives and have a number of open communication channels including; open meetings for members; Trust suggestion boxes and leaflets; our quarterly newsletter; our website; an email address; a phone number; a postal address and Trust Board attendance at all home games. 

We regularly run successful fundraising schemes including; a Golden Goal competition before every home game; a buy at internet shopping site and a foreign coin collection. We also promote and run raffles at all of our Trust social events. Our fundraising initiatives have assisted the Trust in sponsoring the football club and the Julia’s House charity initiative during season 2008/09.

The principle strengths of the Trust are its collective membership and its active Board who are more than prepared to get their hands dirty. This was clearly demonstrated when a group from the Trust contributed significantly with the redecoration of the bars and toilets at the Wessex stadium in the summer of 2007. Perhaps our weak points at the moment are our capacity to generate income through sponsorship and involving enough of our members in the day to day running of the Trust. These are significant areas that this business plan seeks to address.

The objectives within this plan have been set out to enable the Trust to meet its purpose and enable us to deliver our mission. Key priorities for the duration of this plan include:

· raising the profile and standing of the Trust in the eyes of the membership, supporters of WFC and the wider community

· continued representation for members and supporters on the Board of WFC

· taking a lead role in the setting up of the Community Trust

· improving our income generation and sponsorship streams

· implementing open and transparent governance

· improving and retaining membership levels 

· improving communication with our membership and external organizations

· promoting the Trust as ambassadors for WFC in the community

3.
Mission Statement

The Terras Trust exists to safeguard the future of Weymouth Football Club for the community it serves. We will support the ongoing development to achieve stability and a self-funding Club where it is beneficial to the supporters of the club and community. The Trust will provide a democratic voice for its membership to promote supporter representation in the running of the Club. We will work to bring about the ownership of shares in the Club by the Trust and the pooling of individually held shares to come under Trust influence.

4.
Values

Integrity - To operate in an open way and to foster trust with all our

stakeholders.

Accountability - To listen to, and act on the wishes of our membership and to meet all the legal requirements of our organisation.

Effectiveness - To achieve measurable progress towards our stated

objectives.

Vision - To respond in an imaginative, business like way to our operating

environment.

Democratic - To commit fully to the spirit as well as the process of operating in a democratic manner.

5.
Objectives

5.1
Finance 

· Financial Plan to include forecasts of income and expenditure

· Board agreed Finance Targets for 12 months, 2 years and 3 years

· Preparing year end financial accounts which are independently approved

· Insurance 

5.2
Fundraising and events 

· Fundraising Plan to include a schedule of events

· Fundraising targets for 12 months, 2 years and 3 years

· Golden Goal organisation and rota

· Coin collection working with the Treasurer

5.3
Governance 

· 2009/10/11 Election Plans

· Election of officers on board and board operation

· Job descriptions/code of conduct for board members

· Rules for the forming and conduct of subgroups

· Trust rules and regulations

· Trust constitution

5.4
Membership 

· Membership Target (for 12 months, 2 years and 3 years)

· Define strategies to increase membership

· Membership retention

· Membership renewal targets for Seniors, full and juniors (12 months, 2 years and 3 years)

· Implement new membership management system

· Investigate Corporate membership options

· Membership benefits

5.5
Community Focus 

· Establish a target number of Community projects

· Setting up of working groups including initiating links with 3rd parties

· Community Trust – Full representation on the Community Trust board at all meetings

5.6
Communications, Promotion and Marketing 

· Communications Plan including press releases and statements

· Open meetings schedule

· Newsletter schedule

· Publicity model to include suggestion boxes, production and distribution of promotional materials

· Website improvements and maintenance (kept up to date)

· Marketing of the trust with potential sponsors and external funding sources (that are not available to the club)

· Improve relationships with Supporters Club and Youth sections

· Improve communications with the membership

· Increased involvement of the membership in trust activities

· Increase the no. of members accessible by electronic communication

5.7 Trust/Club Relationship 

· Board Representation

· A target number of Trust/Club projects to assist with the running of the club

· Produce a schedule of trust/club meetings to discuss sensitive members issues (e.g. regular meeting with Malcolm)

· Targets for shareholding (including proxy rights)

· Expression of views of trust members to the WFC board

5.8
Administration 

· Minutes (including targets for production, chairs comments and publishing)

· Agendas

· Schedule of board meetings

· Secretarial Targets

· Membership of relevant bodies kept up to date

· Arrange training events for Board members (regional SD meetings etc)

5.9
Business Plan 

· Produce the 3 yearly business plan

· Set regular review schedule for the plan

· Conduct regular reviews of the action plans and check progress against core targets

· Annual update of the plan

6. Action Plan for 2008-2011

6.1
Finance

Lead Officer: Treasurer – Steve Walkinshaw

	No.
	Objective
	How will this be achieved?
	Who will be involved?
	When will it happen?
	Resource

issues 
	Priority H/M/L
	Status 

Feb 09

	1
	Ensure that the Trust has the necessary personal and public liability Insurance policies in place 
	Obtain quotes and obtain Trust Board approval for the expenditure
	Treasurer and Trust Board for approval
	November 2008
	Cost unknown at present
	H
	Research ongoing

	2
	Financial Plan to include forecasts of income and expenditure for the first twelve months.
	Producing a forecast document based on experience and expectations.
	Treasurer and other officers as required 
	February 2009
	Time 
	H
	Work in progress

	3
	Preparing year end financial accounts which are independently approved
	Treasurer to produce the annual accounts to be audited.
	Treasurer & Independent auditor
	November 2008 (for 31 December 2008)
	Time +

Cost of audit
	H
	This date will need to change as part of a review of the constitution.

	4
	Co-ordinate the transfer of shares in WFC from shareholders to proxy holdings by the Trust.
	By requesting for the transfer of shares by members and following the appropriate regulations or procedures.


	Treasurer
	By 28 February 2009 and ongoing
	time
	M
	

	5
	Finance Targets for years 2 and 3.
	Develop the financial plan further.
	Treasurer and other officers as required
	March 2009
	Time 
	M
	Work in progress


6.2 Fundraising and events 

Lead Officer: Fundraising: Matt Barton 

	No.
	Objective
	How will this be achieved?
	Who will be involved?
	When will it happen?
	Resource

issues 
	Priority H/M/L
	Status 

Feb 09

	1
	Fundraising Plan to include a schedule of events
	Talk to Trust members, landlords and local businesses. Through a section on the Trust website and posters and/or flyers.
	Trust Board members, Trust members, local businesses and Weymouth FC. 
	2 Organised events by end of 2008/09.
	None
	H
	Not progressed due to change in Lead Officer

	2
	Fundraising targets for 12 months, 2 years and 3 years
	Talk to Trust members, landlords and local businesses. Through a section on the Trust website.
	Trust Board members, Trust members, local businesses and Weymouth FC.
	Year one: Money raised £1000-£1500

Year two: Money raised £1500-£2500.

Year three: 

Money raised £2500-£4000.
	Advertising costs in local paper.

Flyers & posters. 

Full costs unknown at this stage.
	M
	As above

	3
	Golden Goal organisation and rota
	Organise rota, ask for help on website.
	Trust Board members, Trust members
	Rota to start October: 4TH.
	None
	M
	Rota in place

	4
	Coin collection working with the Treasurer
	Identify key locations for collection boxes. Flyers & posters
	Fundraising officers, Treasurer.
	5 Boxes in key locations by end of 2008.
	Collection boxes, flyers & posters. Cost unknown at this stage.
	M
	No progress currently.


6.3
Governance

Lead Officer: John West

	No.
	Objective
	How will this be achieved?
	Who will be involved?
	When will it happen?
	Resource

issues 
	Priority H/M/L
	Status 

Feb 09

	1
	Establish plans and overall process that will enable the Board to set in motion the 2009/10/11 Elections to the Terras Trust Board. 
	Use Supporters Direct guidance, approaches used by other Trusts and our current election approach to develop a plan.
	Governance officer in consultation with the Secretary and other current ESG members. 


	By 28 February 2009
	none
	M
	In place at Jan 09.

	2
	Determine the arrangements for the election of officer posts on the board, including co-opted officers and ensure that there are regulations to cover the ongoing operation of the Trust Board.
	Use Supporters Direct guidance, approaches used by other Trusts and our current regulations to develop suitable regulations.
	Governance officer in consultation with the Chairman and other officers.
	By 28 February 2009
	none
	M
	Work in progress.

	3
	Ensure that there are job descriptions/code of conduct in place for board members
	Check current job descriptions are complete and appropriate. Draw up a simple code of conduct based upon good practice.
	Governance officer in consultation with the Secretary and other officers.
	By 31 Dec. 2008
	none
	M
	Job descriptions in place but may need updating. 

Code of conduct drafted.

	4
	Establish rules for the forming and guidance for the operation of subgroups set up by the Board.
	Draw up simple rules for how sub-groups are set-up, operate and are accountable to the Board.


	Governance officer in consultation with the Chairman.
	By 28 February 2009
	none
	H
	Drafted Jan 09. needs board approval.

	5
	Board members to receive appropriate training to enable them to carry out their roles effectively.
	By establishing training needs of individual Board members and finding ways to meet these.
	Governance officer and Secretary.
	By 31 March 2009 and ongoing
	Time and any cost of training
	M
	No action currently.


6.4
Membership 

Lead Officer: Membership Secretary – Tony Baylis

	No.
	Objective
	How will this be achieved?
	Who will be involved?
	When will it happen?
	Resource

issues 
	Priority H/M/L
	Status 

Feb 09

	1
	Increase membership levels of the trust to 250 within 12 months, 300 within 2 years and 450 within 3 years
	Define, write and implement a membership strategy 


	Membership secretary, Chairman and lead officers as required
	January 2009
	Time (promotions)
	H
	Work in progress.

	2
	80% membership renewal and retention for full senior and junior members.


	Continue to raise the profile of the trust and the publishing of Trust achievements. 
	Terras Trust Board
	ongoing
	Time, postage and stationery costs for non-email members – approx £1 per member
	H
	Ongoing.

	3
	Implement new membership management system
	By adopting and using the Supporters Direct membership  system 
	Membership secretary and Treasurer (for use on the payments side)
	Ongoing – fully implemented by November 2008
	Time
	H
	In place Feb. 09.

	6
	Investigate Corporate membership options
	Getting ideas from other trusts. Including in the  membership strategy
	Membership secretary, Chairman and lead officers as required
	February 2009
	Time
	M
	As part of 1. above.

	7
	Membership benefits
	Writing a membership strategy (see 2)
	Membership secretary, Chairman and lead officers as required

	February 2009
	Time
	L
	As part of 1. above.


6.5 Community Focus 

Lead Officer: Vacant
	No.
	Objective
	How will this be achieved?
	Who will be involved?
	When will it happen?
	Resource

issues 
	Priority H/M/L
	Status 

Feb 09

	1
	Community Trust – Full representation on the Community Trust board at all meetings
	By attending each meeting of the Community Trust
	lead officer, with Trust Board member deputising in event of unavailability
	Ongoing
	None
	H
	The Community Trust has not proceeded at present.

	2
	Establish and implement Community based projects
	Through consultation between the Trust board, working groups and the Community Trust
	The Trust board and the Community Trust
	Ongoing
	Currently unknown
	M
	No action at present.

	3
	Setting up of working groups including initiating links with 3rd parties – target of 2 in the first year.
	Through Community Trust and audit of Trust membership
	Trust board, working groups,  and the Trust membership
	By May 2009
	None
	L
	This is on hold at present.


6.6 Communications, Promotion and Marketing 

Lead Officer: Connor Kinsella  Webmaster : Richard McGowan

	No.
	Objective
	How will this be achieved?
	Who will be involved?
	When will it happen?
	Resource

issues 
	Priority H/M/L
	Status 

Feb 09

	1
	Communications Plan to include methodologies and responsibilities for all communication including press releases, statements and improved communication with members
	A strategy and plan produced detailing acceptable and appropriate methods of communication to, within and from the trust.
	Lead officers, Chairman and other Board members as required
	December 2008
	No cost
	H
	Done but may be updated.

	2
	Open meetings schedule including venues, dates times
	Produce and advertise a schedule of quarterly open meetings for trust members
	Lead Officers
	December 2008 then maintain annually before AGM
	No Cost
	H
	At present open meetings are being scheduled on an ad-hoc basis.

	3
	Newsletter schedule
	Produce and advertise a schedule of quarterly newsletters


	Lead Officers
	December 2008 then maintain annually before AGM
	No Cost
	H
	The approach to publishing newsletters is under review.

	4
	Publicity model to include suggestion boxes, production and distribution of promotional materials
	Produce a plan/framework for promoting and marketing the trust including the methodology for doing it


	Lead Officers
	February 2009
	Costs unidentified at present
	M
	On hold.

	5
	Website Improvements 


	Adopting best practice and using example websites produce a plan and schedule for modernising the website and increasing available information and content


	Web manager and other board members as required
	January 2009
	No cost
	M
	The Website has been improved.

	6
	Website Updates
	Define and design content templates so that all requests for modified content can be actioned within 3 days by web manager or other officers.


	Web manager
	January 2009
	No cost
	H
	In place.

	7
	Marketing of the trust with potential sponsors and external funding sources (that are not available to the club).


	Setup a series of meetings with potential sponsors and funding sources
	Lead Officers
	Ongoing
	Costs unknown at present
	M
	No action at present.

	8
	Improve relationships with Supporters Club and Youth sections


	Invite representation from these groups to trust board meetings and attendance at other group meetings


	Lead Officers and other board members as required 
	February 2009
	No cost
	H
	This has been achieved in part, but requires ongoing attention.

	9
	Increase involvement of the membership in trust activities
	Request assistance from the membership for key activities through newsletters, website and other communication channels
	Lead Officers and other board members as required
	Ongoing
	No cost
	H
	The number of communications with members is increasing as at Feb 09.


6.7 Trust/Club Relationship

Lead Officer:  Connor Kinsella
	No.
	Objective
	How will this be achieved?
	Who will be involved?
	When will it happen?
	Resource

issues 
	Priority H/M/L
	Status 

Feb 09

	1
	Achieve and sustain WFC board representation
	Achieved and active representation at all board meetings will sustain it.


	Lead Officer
	Ongoing
	None
	H
	In place as at Feb 09.

	2
	Continued co-operation with WFC on Trust/Club projects to assist with the running of the club


	Through consultation between The Club and Trust Boards


	WFC Board, Trust Board and Trust members
	ongoing
	Currently Unknown
	M
	In place as at Feb 09.

	3
	Produce a schedule of quarterly trust/club meetings to discuss sensitive members issues (e.g. regular meeting with Chairman of WFC)


	Through agreement between WFC and Trust Board. Special meetings may also be held as required.


	Lead Officer, WFC Chairman and Trust Chairman 
	By January 2009
	None
	H
	This has been happening. The approach may need to be reviewed when the Club is under new ownership.

	4
	The Enabling of the Trust to purchase and proxy shares
	Formal agreement between WFC Board and Trust Board


	Lead Officer, WFC Chairman and board
	By Dec 2008
	Cost of Share purchase 
	H
	Currently enabled.

	5
	To enable Trust members to make their views, concerns and questions known to the Board and Chairman of WFC 
	Through Trust Representation on WFC Board, Quarterly meetings with WFC Chairman and regular contact with Trust membership
	Lead Officer and other Board members as required
	Ongoing
	None
	H
	In place and ongoing.


6.8 Administration

Lead Officer: Trust Secretary – Colin Huckle  Minute Secretary Nathan Wood
	No.
	Objective
	How will this be achieved?
	Who will be involved?
	When will it happen?
	Resource

issues 
	Priority H/M/L
	Status 

Feb 09

	1
	Meeting minutes need to be produced

and distributed to all Board members at least one week prior to any Board meeting
	Produce a set of rules and a review schedule to enable this to happen on time and publish to the Board.


	Trust Secretary, Governance Lead Officer and Chairman
	December 2008
	None
	H
	This objective needs to be transferred into a revised job role for the Secretary.

	2
	Meeting Agendas need to be produced in a timely manner and published to all Board members.
	Produce a set of rules to govern the production of agendas and publish to the Board.


	Trust Secretary, Governance Lead Officer and Chairman
	December 2008
	None
	H
	As above

	3
	All Board and Trust members should be aware of our annual schedule of Trust meetings, events, elections and other key milestones.


	Design and produce an annual schedule of Trust meetings, events, elections and other key milestones and publish.


	Trust Secretary, Governance Lead Officer and Chairman
	January 2009 then Annually after the elections and AGM
	None
	H
	As above.

	4
	Meeting minutes and agendas need to be published on the website in a timely manner following Board meetings
	Produce and agree a set of rules for the publishing of meeting content
	Trust Secretary, Trust Chairman and Web Manager
	February 2009
	None
	M
	As above.

	5
	Formally review and update (if necessary) the Trust constitution, rules and regulations 
	Refer to Supporters Direct guidance to ensure our constitution and rules are clearly set out and meet our needs.
	Trust Secretary, Trust Board and Trust members.
	By 31 March 2009 (and every year following at least 3 months before the AGM)
	none
	L
	As above, however this task needs to be addressed.


6.9 Business Plan

Lead Officer: Acting Chairman – John West
	No.
	Objective
	How will this be achieved?
	Who will be involved?
	When will it happen?
	Resource

issues 
	Priority H/M/L
	Status 

Feb 09

	1
	Produce the 3 yearly business plan
	Using Supporters Direct guidance, approaches from other trusts and other best practice to produce a working plan
	Business Planning subgroup in conjunction with other Board members as required
	By 30 November 2008 and every 3 years subsequently
	Cost for printing.

Time of all board members
	H
	In place and approved by Board Dec 08.

	2
	Set review schedule for the plan
	A review schedule will be produced to coincide with board meetings
	Chairman
	31 December 2008
	none
	H
	In progress one aspect of plan reviewed at each meeting.

	3
	Conduct regular reviews of the action plans and check progress against core targets as they fall due.
	An agenda item will be raised for board meetings with the chairman and officers reporting progress back to the board
	All Board Members
	Monthly ahead of board meetings
	Time of all board members
	H
	As above.

	4
	Annual update of the plan
	A date will be set for the business plan to be updated with revised aims, objectives and targets to coincide with the AGM
	Business Planning subgroup in conjunction with other Board members as required
	Annually ahead of the AGM
	Cost for reprinting.

Time of all board members.
	M
	No action as yet.


7.
Document Version Control

Version:
V1.3
Status:
Final

Date:

27/2/2009
Authors:
Anthony Sams and John West

Change Log

	Version
	Date
	Who
	Description of changes

	V1.0
	13/08/08
	JW
	Draft Business plan produced without executive summary and detailed action plans.

	V1.1
	20/10/08
	AES
	Executive Summary, detailed action plans and structure diagram added

	V1.2
	23/11/08
	AES
	Board amendments added to Business plan and conversion from draft to final

	V1.3
	27/2/2009
	JAW
	Action plans updated for status.

	V1.4
	25/3/2009
	JAW
	Updated to reflect role changes
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