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WECK - West End Churches Key Fund

Precis of project

The West End (of Glasgow) Churches Key Fund is a simple idea. For many homeless people it is difficult to make the transition from hostel and halfway house accommodation into permanent residences because they don’t qualify for council housing and can’t afford the deposits necessary in order to get private rented accommodation. The Key Fund seeks to guarantee this deposit so that homeless people who are beginning to break free from the chaotic lifestyle of homelessness can establish themselves. A Key Fund therefore seeks to be a more long-term response to homelessness than soup runs and other rescue-style programmes.

Basic information

Age

WECK was launched in August 1998

Workers

A single 20 hours / week worker is employed

Volunteers

No volunteers are presently employed. The project has been set up by volunteers and they continue to provide significant inputs - especially the 5 directors.

Budget 1999-2000

	Staff costs
	£9, 965

	Key deposits
	£5, 250

	Other costs
	£5, 435

	Total
	 £20, 650


Funding

	Source
	 Inception till 31/3/98
	1/4/98 - 31/3/99

	Central church funds
	8200
	7500

	Charitable trusts
	4200
	6800

	Local churches
	1900
	2800

	Individuals
	4900
	3700

	Totals
	 19, 200
	 20, 800


Church affiliation

WECK arose out of the ecumenical ACTS group in the West End of Glasgow. This comprises Church of Scotland, Episcopal, Roman Catholic, Methodist and Baptist churches.

Community context

The West End of Glasgow is the district immediately to the west of the central business district. It is home to Glasgow university and a number of art galleries. It has many large, old houses many of which were converted into multi-occupancy as the area began to decline. These provided accommodation for students and others. There is also a diverse Asian community. In recent years the area has seen noticeable gentrification which has seen house prices (for sale and rent) increase. Many private landlords operate in the area, numbers of them illegally - i.e. not registering their properties as multi-occupancy. The area is therefore a very mixed one not fitting into any narrow inner city or suburban stereotype.

The area has a number of large churches which are well used and have a history of involvement with their community.

History

WECK is a very new organisation which is just on the brink of getting their first clients into accommodation. It has taken a long time to get to this point. This history is outlined below.

The roots

Landsdowne church has been active since the 1970s with homeless people through a soup run. During the 80s and 90s other churches have become involved with this ministry to homeless people. This created a background of interest and involvement which was the ground in which WECK eventually came into being. Particularly important was the involvement of the deaconess at Landsdowne who became one of the prime movers in WECK.

The idea emerges

This exposure to homeless people did not of itself create WECK. An appropriate structure was required and the seed of the idea. The structure was provided by the ACTS group which was formed amongst the West End churches in 1990/91 (although the local churches had been working together for many years previously). The idea was provided by a meeting organised by Barnardos about youth destitution. This inspired people from ACTS to form a group to look at this issue in 1993. In 1994 they produced a leaflet which addressed the issue in the West End. The group went through its ups and downs but there were enough people to sustain it. Various ideas for responding to homelessness in a more long-term way were floated, such as a furniture store, but the one which grabbed people’s attention was the Key Fund. A steering group emerged around this issue in 1995. At this point they were able to make use of the services of a worker from the Faith and Community project run by Barnardos to support such church-related community projects.

Starting the project

WECK first began to take shape as a project in November 1995 when a planning day was held. This layed out the idea and in 1996 this was taken back to the ACTS group which gave its blessing to the initiative. It was hoped that the Key Fund could be launched in February / March 1997 but this proved to be over optimistic and much work was still needed in order to bring the idea to fruition. The group had been visiting other projects and attending conferences so their understanding of the implications of the idea were steadily growing. It became clear that they needed to establish themselves as a separate charity apart from West End ACTS. They decided to become a Charitable Company limited by guarantee because this seemed more democratic than the alternative model of a trust. The trust seemed to be a self-perpetuating organisation whilst a company can have a changing membership and be a more flexible structure. It also became clear that a paid worker would be necessary in order to coordinate the Key Fund. This all made fundraising even more crucial. The local ACTS churches and individuals within them provided a base of funding but this was insufficient to get the project going. At this point the Church of Scotland priority areas fund was approached and they responded positively. Further trusts were also approached and enough money was raised in order to employ a worker initially for two years, money towards a further two years was also promised providing it could be matched. As fundraising and setting up as a company progressed the steering group lost some of its members partly through changes in their lives but also through impatience at the slow progress. Nonetheless new members were found - including, most crucially, a treasurer(!) and these in turn became directors of WECK. Particularly important was the presence of two members from the early days of the project. These were Helen Hughes, the deaconess from Landsdowne and Iona Fisher. Iona had many existing interests in community groups - especially playgroups and Helen her history of involvement with homeless people, but for both of them and all the new directors the experience of setting up a new charity was a novel one. The other directors were a retired lecturer from the university and elder of the university church and two younger directors who work in related fields - one for Church Action on Poverty and the other for the City of Glasgow as a social worker. The directors continued to receive support from the Faith in Community project and from an adviser from Shelter. The final member of the team was Connie Cooper who was appointed as the coordinator. Connie had considerable experience in welfare rights and HIV work. The crucial appointment of a worker has gone well as she has taken up the reins of the project, working towards getting the first clients placed and beginning to input her own ideas ... I will continue with a description of her work. Significantly, as Connie has moved into post, so WECK’s dependence on the Faith in Community project has lessened.

The working experience

At the time of writing Connie has been in post for 6 months, she came from a background of advice, homelessness and HIV work. WECK is on the brink of actually getting its first clients placed, so it is a time of anxious expectation. But while the client work of WECK is about to begin this does not mean that much work has not already been done ... and it is on this preparatory work that I will concentrate, not least because laying good foundations in networking, building relationships and establishing policies is critical for all new projects. This took up the first three months of Connie’s work, together with establishing the office.

Connie has had to network in three distinct groups.

$Firstly there is the homelessness sector. This is the various groups in Glasgow who work directly with homeless people. These will be the source of referrals for the properties that WECK will be guaranteeing. Many of these will be voluntary organisations but some will also be part of the statutory sector. These organisations will also need to provide ongoing support for tenants when required, otherwise they will be being set up to fail, which, apart from being bad for them, would completely overwhelm WECK’s resources.

Secondly there is the statutory agencies. In particular Environmental Health, Housing Benefit, Scottish Office and Pre-tenancy Determinations who are responsible for regulating the private rented sector.

Thirdly there are the landlords, themselves. This has been, perhaps, the most difficult group to network. It was hoped that research undertaken at Glasgow university could supply comprehensive lists of landlords, but this fell through. Whilst WECK can, potentially, offer$ a regular supply of tenants for landlords it also requires landlords to keep to good practice which will make some shy of working with WECK.

Apart from these three key networks it is also necessary to maintain contact with funders and others working in the field. The need to build up credibility with these diverse networks requires time and careful attention. WECK has experienced some problems because people’s stereotypes of homeless people have led some to feel uneasy about them living in their community, so Connie has sought to build relationships with the community where possible.

It has also proved necessary to develop a clear set of policies e.g. safety policies and developing application forms etc. These policies relate to the work being done with landlords to ensure they comply with housing regulations and also to the lives of homeless people people who are seeking to regularize their lives. Thus the original vision was a simple one of providing homeless people with deposits so that they could find accommodation, but the development of the project has revealed a more profound agenda - that of bringing order to the chaotic worlds of homeless people and the private rented sector! Small wonder that they are seeking to employ a volunteer administrator and support worker, for if WECK is trying to bring some small measure of order to these chaotic worlds it must ensure that it, itself, doesn’t descend into chaos because of overwork. Time management is therefore of prime importance for Connie.

All this preparatory work has been slow and there is a sense of controlled impatience about WECK at present - “I’ve not found the most satisfying thing yet because the most satisfying thing is getting someone into a tenancy”. This should resolve once the placing of tenants has begun. But it is likely that getting suitable properties is always going to be an issue.

Another issue that the developing work has raised is one of premises. WECK presently has a tiny office in Hillhead Baptist church - a member of West End ACTS. This will be a problem when prospective clients are being interviewed, so again, there are pressures to grow and expand. Connie has also identified the potential for developing a befriending scheme which would provide further support to homeless people that are trying to return to a mainstream lifestyle. The potential for growth can also be identified in the possibility of extending Key Funds into other parts of Glasgow. Yet all these possible avenues for growth are dependent upon WECK establishing a high profile and real credibility. There seems to be no shortage of need for the project.

Managing the project

Developing WECK has been a major project for the directors. None of them had experience of starting a project although they had experience of the voluntary sector and of churches. The support of the Faith in Community project has been felt to be very significant in overcoming this lack of experience. When they chose to become a charitable company limited by guarantee the status provided them with a security but also means that they had to learn to operate as a company. This can be difficult. So, for instance, there first accounts were returned by Companies House with no clear indication about what was wrong with them. In the end they were forced to hire an accountant familiar with company law in order to get the accounts in on time so as to avoid a fine. WECK has been successful in gathering together much of the expertise and support it has needed, especially through the Faith in Community project but also through Shelter (someone from Shelter is an advisor) and from training through the Church of Scotland and other agencies in their network. Nonetheless they found themselves challenged when it came to the financial requirements of being a company.

WECK can have up to 9 directors together with 3 co-opted advisers. 5 of the directors come from ACTS churches, 2 from individual members and 2 from group members. At present there are 5 directors. These directors are responsible for employing the worker and managing the project, day-to-day management is devolved to the worker

So far the experience of employing a worker has been a positive one which seems to have been accomplished with the minimum of problems. This has been helped by Glasgow West Housing Association dealing with the payroll. Line management is provided by the chair of the directors although Connie will use other members of the committee to get a second opinion on issues which come up. The worker has fitted well into the dynamics of the project and is providing a new impetus and leadership. She has not felt the need for any support outside the directors although in previous work she has had the need e.g. when working in the field of HIV.

The running of WECK has been dependent on the energy of Iona, the chair and Helen, the company secretary. Helen’s ability to devote time from her employment as a deaconess has been particularly crucial to the establishment of WECK up until this point. Appointing a worker has, to some extent, lessened the load on the directors but there is still work for them to do such as arranging the AGM. Another critical issue is fundraising where the directors are heavily involved although Connie does provide input into the process. This is certainly an area of concern for WECK - “the perpetual anxiety of chasing people for money”. Certain of the directors have found it difficult to get used to the culture of small voluntary organisations where work is begun even when future funding is insecure. WECK has something of a donor base amongst West End ACTS churches and fundraising events are held but these are insufficient to employ a worker so they are dependent upon trusts. Despite the ever present need to fundraise it does, at times, have to take a back seat to more immediate matters such as the AGM.

WECK thus has a small but effective management team which is particularly dependent on two individuals who have the ability to give significant amounts of time to the project (albeit in small bursts, rather than consistently every week). There is a felt need for more directors. Certainly it would be wise to extend the team although this will raise issues of integrating new directors into a cohesive team with a clear, though implicit set of values. The idea of including users as directors was also raised. I will go on to further examine the values of WECK as I look at the theology which underlies WECK.

Theology and values

In exploring with the project the values and theology which underlie it, it became apparent that these were implicit rather than explicit. In fact it was sometimes thought to be a rather strange line of enquiry for although the project came out of a context of churches (and the original Barnardos meeting about youth destitution had a theological input) there has been no attempt to develop a theological rationale or vision. Responding to the long-term needs of homeless people was seen as a self-evidently good and Christian thing to do. Theology was largely associated with the church as a discreet institution. What the project was sure about, was, that WECK was not a means to proselytize new church members and there was no attempt to recruit a church-going worker.

Responding to my questions directors didn’t find it difficult to make some connections between their Christianity and their work with WECK. There was a Christian imperative to “care for your fellow man and show compassion”. One director who had experienced some structured theological reflection found herself naturally reflecting on her experiences with WECK. Thus Christianity has helped form the people who founded WECK and has provided the institutional structure from which it has grown but it was not started because of a clearly defined Christian vision. It seems to be that it is in answering questions from people outside the project that WECK articulates its theology which can, perhaps, be summarized in these quotes:

I think what we do is very much at the essence of what faith is about in terms of justice and peace issues and looking after the whole person ... I see it as a working out of our own faith ... and mission

Its done out of love. Jesus didn’t do the miracles in order to bring people to faith he was showing God’s love ... helping people into houses is about wanting people to be whole

I’m sure our motivation has affected the way we have done things but I would find it very difficult to explain that or to say that we are any better

My visit seemed to stimulate reflection on this issue and one of the group members found herself identifying with the term ‘compassionate evangelists’ as a good description of WECK’s work. For another WECK was an encouragement because it enabled churches to work together in an effective way on a justice issue.

The values of WECK are more clearly articulated than its theology. Nonetheless members of the project didn’t find it natural to articulate what it’s basic values were, although they have worked explicitly on this issue. Again the values are implicit and expressed through the work that is done. My observations would indicate the following key values in WECK’s work:

1. The amelioration of the symptoms of homelessness is an inadequate response.

2. Longer term responses need to be found which enable homeless people to move into mainstream society.

3. This response should be organised properly, even if this means it takes much longer to start doing actual work.

4. Work should be undertaken in partnership with existing organisations and seek meet gaps in the existing provision.

5. Meeting the needs of homeless people in as an effective way as possible takes priority over the Christian identity of the project.

6. The work of the project is separate from the evangelistic work of the churches.

The church base of WECK gives it an institutional freedom which it might not otherwise have:

Because we’re not funded by any statutory body we have more flexibility to meet the needs of our clientele and that is a great advantage ... we’re not looking at age groups but on priority need and that’s where we’ll get our credibility from ... we’re filling the gaps and that’s where we’re getting our respect from the district council

Thus while its Christian basis is not outwardly emphasised it is highly significant to both its initiation and mode of operation.

Looking to the future

A number of questions face WECK as it looks to the future

1. Can WECK establish itself as a credible service provider to Glasgow’s homeless?

2. Will is be able to grow sufficiently in order to be able to respond to the demands placed upon it?

3. Will it be able to raise sufficient funds to keep going and grow?

4. If and when new directors and workers come into the project will they share the implicit values which WECK has developed?

Outcomes

As a new project which is yet to place its first clients in accommodation it might not be thought easy to identify concrete outcomes. Nonetheless some outcomes can be readily distinguished:

1. For individuals. WECK has been a training in setting up projects and charity organisation management. The directors have worked through issues that seemed daunting and successfully negotiated instituting a charitable company, employing a worker and securing funds. The confidence of people has noticeably increased over the time of the project and it is now a smoothly functioning organisation.

2. For the churches. WECK has given a concrete expression to their desire to work together and work for the benefit of their community. For at least some of the individuals involved it has been an important expression of their Christian beliefs.

3. For the homelessness network. WECK is seen as plugging a gap in the provision of services and even before it has placed its first client it has identified and highlighted the need and done the groundwork in order to address it. This process has identified further needs and issues e.g. illegal landlords in the private sector and the need for befriending of people coming out of homelessness

Summary and assessment

WECK is a small, new organisation that has developed because of the following factors:

1. The issue of homelessness and the desire amongst local Christians to develop long-term responses

2. The idea of a Key Fund which met a gap in the provision for homeless people in Glasgow

3. The existence of a group of churches which brought different individuals together and provided an institutional context for them

4. Two individuals who doggedly pursued the idea over many years

5. Other individuals from the churches who came in and provided the extra person-power to develop the project and together create an effective management team

6. The support and professional advice available through the Faith in Community project

7. The availability of funding, especially from church sources, to turn the idea into a practical reality

8. The successful employment of a committed and effective worker

Without one of these factors WECK probably wouldn’t have happened.

The creation of WECK raises the following issues:

1. WECK seeks to create order in the chaotic worlds of homelessness and the private rented sector. WECK itself must therefore be well-ordered and legally established. This has meant its directors have had to go through a learning process which is different but parallel to that which homeless people returning to the mainstream, have to go through. But WECK is also able to bring some flexibility into this order because it has independent funding and status from the churches.

2. Related to this issue of order is the issue of time. WECK has taken a long time to develop and this has caused some people to drop out of the process and others to question its viability. It illustrates how much effort in community work, especially in preparation, is necessary in order to make things happen. Yet all this work has created a lot of potential. If (and it is a big ‘if’) funding became available WECK could develop a wide range of services filling the gaps in provision for Glasgow’s homeless.

3. Networking has been very important for WECK. It is not a self-contained project which finds its own clients but is dependent on referrals from homelessness agencies and relationships with landlords. This has meant that it has been even more necessary for WECK to fit in with existing standards and procedures rather than develop its own exclusive way of doing things.

WECK has not arisen out of a specifically articulated Christian vision yet it does arise out of a clearly Christian context. Theology seems to develop out of the project rather than initiate it.

The Ripple Project

St. Margaret’s Community Outreach Programme. Restalrig and Lochend, Edinburgh.
Precis of project

The Ripple project developed out of St. Margaret’s church’s desire to ‘help the community help itself’. Three existing projects were combined with two new projects and formed as an independent charity. Subsequently 5 new projects were added. Two more projects are in the pipeline. These 10 small projects are serviced by a full-time administrator and a corporate identity for the Ripple Project is encouraged. The projects meet the needs of parents, children and young people, the elderly and also provide advice and a listening service.

Basic information

Age

The charity was formed in 1996 but one of its projects stretches back over 20 years

Workers

Full-time administrator

Two part-time youth workers

Volunteers

Full-time and part-time volunteers on Youth Volunteer Scheme

Part-time advice worker

70-80 volunteers

Budget 1998

£36, 750

Projected for 1999-2000 £65, 000 with addition of new project

Funding 1998

	Statutory
	£15, 000

	Grants and donations (over 10 different trusts and companies)
	£17, 575

	Local fundraising
	£3, 075

	Fees
	£600


Church affiliation

Church of Scotland with involvement of Roman Catholic

Community context

Restalrig & Lochend is a varied inner city community. 53% of households are renting from the Local Authority. It is particularly noticeable for the large number of elderly people (30% over 65) which is the highest concentration in Lothian. There are a number of distinct areas e.g.:

Hawkhill

Tower Blocks

The Finlays

Prefab metal frame houses

Marionvilles

Private housing

Restalrig village

6th century village

Logan lees

Council flats

New housing

Mixture of Housing Association, private and residential homes

70% of the area is designated as an urban priority area

History

Before the Ripple Project

Restalrig and Lochend were two Church of Scotland parishes within the varied but fairly distinct area which the Ripple Project now serves. The two churches had developed three community initiatives: a daily lunch club for elderly people, a social club for the elderly on Friday afternoon and a parent and toddler group. These ran fairly autonomously from the church. It was decided that the two churches needed to be united into one parish. Lochend church in the middle of the new parish was demolished and housing built on the site. The church purchased two of the flats with the idea of establishing a drop-in centre and the two congregations moved to the older Restalrig church and were united into the new parish of St. Margarets. The uniting of the parishes had been a difficult process for both congregations and the church felt itself to be at a low ebb, especially when the minister who had seen the unification through left. Nonetheless the church had taken some steps towards developing a community ministry - particularly through the purchase of the two flats, and was open to something new happening. In retrospect it can be seen that a ploughing had taken place which prepared the ground - a preparation which was difficult and painful but necessary.

Founding the project

The catalyst for this new happening was the appointment of a new minister - Ewan Aitken with a background in community work. He had experience of working as a volunteer and reproduced this model with a youth volunteer scheme which housed the volunteers in one of the flats. The drop-in idea was rechanneled into an advice service called the Information Place which met in the other flat which was developed as a church office. As funding was sought for these projects it became clear that some funding agencies (particularly Marks & Spencer’s) were unwilling to directly fund a church. A separate charity was therefore founded to serve as St. Margaret’s community outreach programme. After a residential planning meeting this was given the name of the Ripple Project.

Developing the project

The project was successful in attracting small but significant funding and generating a sense of purpose and hope for the church. An afterschool club, youth theatre, listening service, referral group for at-risk young people and youth singing club were all formed each with a relatively small budget of between £500 and £1500 each. These all needed administrative back up, however. Some initial part-time funding was found and Ann appointment was made, subsequently this was extended to full-time funding. By this time over 50 volunteers were involved with the project creating a positive feeling of growth, particularly as the church was also experiencing growth - not directly through users of the Ripple Project services but, so it appears, from people who wanted to be involved with a church which was so committedly involved in its community.

Now the project has received funding for an out-of-school care project with two part-time workers and funding for a full-time youthworker. This will double the budget of the project and begins to move it into the realms of being a medium-sized organisation. It is therefore looking into changing its status (it is now an unincorporated charity).

The working experience

The Ripple Project’s present projects are:

	Name
	Aim
	Users
	Staff
	Cost

	Afterschool club
	Low cost social and developmental activities
	25 7-11 year olds twice weekly
	2 part-time employed

Youth volunteer

3 volunteers
	£5, 000

	Carer & toddler group
	Opportunity for toddlers and carers to meet
	18 adults 25 children twice weekly
	6 volunteers
	£500

	Community kids sing-along
	Learning and performing new and traditional songs
	15 young people
	Youth volunteer

2 volunteers
	Minimal

	Information place
	Drop-in help with form filling, benefits and advice
	Average 5 clients / week
	Part-time volunteer worker

20 volunteers
	£4, 000

	Lunch club
	Hot meal and friendship for elderly. Transport available
	20 members 5 times a week
	20 volunteers
	£2, 500

	Friday club
	Social club for elderly
	33 members meeting weekly
	10 volunteers
	£750

	Listening place
	Trained listeners other free support
	6-8 weekly
	8 volunteers
	£800

	Youth theatre
	Workshops and performances for local teenagers
	20 members meeting weekly
	3 volunteers

Youth volunteer
	£1, 500

	Referral group
	Support service for young people with behavioural problems
	8 young people

3x10 week courses each year
	Police officer

Social worker

Youth volunteer
	£1, 500

	Youth volunteer scheme
	Two young people volunteer for year
	Involved with groups above and 50 other young people weekly
	
	£5, 000


An Out Of School care project is being launched in 1999 and a Community Newspaper is being planned for 2000.

The Ripple Project is a collection of modest projects (although the Out Of School Care project will change this somewhat) which, on the whole, are very similar to small initiatives taken by many hundreds of churches. Bringing them together and providing central administrative and fundraising support has given the opportunity for them to grow and develop. A good example of this would be the provision of transport for the lunch club. This was achieved through networking with Capability Scotland who did not use their minibus during the day and with Help the Aged and Caledonian Foundation who provided the finance. This has increased numbers attending and given a long established group a new boost. The lunch club remains, however, a very low-key affair which diligently serves its members week by week.

Another example of the impact of networking, but for a more innovative project, is the youth referral scheme. This arose out of a conversation with social workers about the needs for input into the lives of young people displaying behavioural problems. Courses are run twice a year, and some one-to-one work is done. The police have commented that it is the best £2000 that they spend. Some groups have worked better than others, it seems to work best with young people who are beginning to have problems rather than those who are well established in unsocial behaviour but it is a good example of the kind of small, grassroots response that the Ripple Project has been particularly effective in enabling.

The referral scheme is part of the work of the youth volunteer. The youth volunteers input into a number of projects and have been central to the project’s ability to make these kind of small-scale, flexible responses. The Community Kid’s Sing-along was initiated by the present youth volunteer.

Some initiatives have struggled more than others. The Information Place was the flagship of the Ripple Project when it first constituted itself as a charity and it met in the flat where the office is based. These premises became too small so they moved to another building: Lochend House. This was not so central, and a generally less attractive site, and usage didn’t grow as was hoped. Also significant vandalism was experienced. Ripple have now decided to move the Information Place out of Lochend House and if no suitable premises can be found it will be mothballed.

The struggles with the Information Place have been balanced by the success of the Listening Place. This project (together with the referral group) was commonly identified as Ripple’s most successful project. In the time of the previous minister a need for some kind of counseling service was experienced within St. Margarets and people who had some training were involved in visitation. With the development of the project further people were trained, the project set up and the work begun. Some doubts were expressed about its competence to provide a full counseling service so it was consciously established as a confidential listening service. People are offered 6 one hour sessions and can come back if necessary. The listeners are all trained and supervision is provided. Demand has grown, particularly through referrals from GPs, and they are coming close to having a waiting list. This is not what is desired, particularly as the preference for keeping the initiative small-scale was clearly expressed.

The Information Place is therefore increasingly looking like a flagship which got the Ripple Project going but is not the most appropriate service for the community. People’s problems are not so much lack of information as lack of relationship which needs the warm empathy of a listening ear more than anything else. As was said to me “I have learnt that community is built one by one”.

The Ripple Project therefore has a wide range of services which seem to mirror the diverse variety of the area. They are housed in a number of different locations which reinforces the picture of it not being a monolithic, institutional response to the needs of Restalrig but a small-scale, flexible, multitasking response. This response is held together by the leadership of the minister who was the catalyst and continues to provide vision, support and networking contacts but also the administrator who picks up the practical needs for fundraising, financial management, publicity, coordination, etc. These functions are looked at in more detail under managing the project and theology and values below. It is this mixture of vision with low-key, flexible responsivity which has been the basis for the Ripple Project’s development.

There is a positive atmosphere in the project. Successes outweigh failures. Growth has been rapid and fundraising successful.

There is a uniqueness about this project. The spirit of it. We had our AGM recently and people from other organisations came up to me and said “we enjoyed this so much” - which is very unusual for AGMs “we should take this back and look at how we do our AGMs”. For a tiny wee project it can be quite innovative.

There is, however, some sense of unease in the context of this growth. Many expressed the desire for the project to not grow much bigger and some voiced fears at the changes which expansion and subsequent managerial adjustments will bring.

Being in touch with human need can also be challenging and difficult

Sometimes I feel quite sad - there was a woman with serious financial problems and I didn’t seem able to do anything. It was difficult to just walk away from that, sometimes you feel quite touched.

Managing the project

The project is managed by a monthly management committee with 12 members these are drawn from St. Margaret’s, St. Ninian’s Roman Catholic church, the projects and outside people with particular skills. There is a policy to have at least 2 members from St. Ninian’s and a majority of St. Margaret’s members. The management committee receives reports from projects but these are filtered through a coordinating group which comprises the coordinators of all the projects. The parish minister is an ex officio member of the management committee and line manager for staff. The management committee is serviced by the administrator who manages the volunteer project coordinators. The management meetings are chaired by a separate convener.

This management structure is going to change, particularly because the minister has been elected as a local councillor and therefore will not have as much time to give to the project. The imminent arrival of a full-time youthworker will also change things. The plan is for the minister to decrease his line management responsibilities and so have a more distant, and less time-consuming, relationship with the day-to-day running of projects. The minister is aware of his central role in the project “This does make me quite significant and sometimes that is a problem. I would like to be less significant but that does take time.”. This move from less reliance on an entrepreneurial minister will be a critical issue for the project.

The growth of the project has forced it to look at how it is organised. Presently it is an unincorporated charity but with its budget increasing towards £100, 000 it is reconsidering its status. (As an unincorporated organisation the management members are personally responsible for any debts.) The exact status has not been decided upon yet but that is probably not as significant as the psychic change it will symbolize, as the Ripple Project moves from being a small organisation into something more like a medium-sized organisation. Theologically Ripple Project is committed to being St. Margaret’s community outreach programme but will this be sustainable given the new situation? Certainly many projects have found that they gradually drift away from their church origins as they become established service providers.

Management committee meetings seem to be experienced positively by members, which is no doubt helped by the positive spirit in the project, but is also caused by the efficient manner in which business is dealt with. This contrasts with people’s experience of other committees which lack cohesion and ramble ineffectively. There is a strong sense of astonishment in the project that so much has happened so quickly and also a real commitment to it: “I really sell the Ripple because I believe in it”.

The coordinators group keeps the separate projects aware of each other, so far as I could see, and helps develop the sense of Ripple Project identity which is important to the project.

Theology and values

The Ripple Project has a clear aim to ‘help people help themselves’. It is not an evangelistic organisation but it is strongly rooted in the church, even as it seeks to ‘serve unconditionally’. The church had an existing commitment to being involved in the community and this was given concrete form after the arrival of Ewan as minister. He brought a well developed theology of community action which derives from the Iona community and which links together prayer & politics and work & worship. This makes community action an articulation of the church’s faith so although the Ripple Project is organisationally separate from the Kirk Session (the governing body of the church) every new initiative is begun with worship and celebrated in an annual birthday party in the church. People do not necessarily know that the service they are provided with has its roots in the church but the church has grown as people seem to have found it a place where they can articulate a faith which is active in the community.

All the people in the project would not have so clearly a defined theological vision but they do seem to share in the experience of making their Christianity active through their work with the project.

If I wasn’t a Christian I could lie back and read the books all day ... because I can get around its important to do what I can for my neighbour, and my neighbour is whoever is in the Information Place ... or in my street. I feel as a Christian I have an obligation to offer, sometimes I’ve been turned away - that’s hurt but you’ve got to meet people where they are.

That’s at the basis [Christianity]. Not an absolute necessity for people to be members of the church so long as they fitted in. We believe that when we go into that room we’re not there on our own, there is power greater than our own - that would be what’s different not that we would tell people they need to be saved. That’s totally not on. We believe it helps us.

You’re reaching out. You’re helping others ... possibly less fortunate than yourself ... you were always aware that it was there [that the church is there to serve the community and not just church members] but this is manifesting it. If you are collecting money on a Friday you are doing something, or if you’re helping an old man find someone to cut his hedge. It’s a positive thing you’re doing, your not just thinking about it. Actions speak louder than words.

There are also shared values in the project which enable people without a church background to commit themselves to working with it.

Outcomes

These can be divided into four areas:

· Users and community

· Volunteers and workers

· The church

· Partnership organisations

Users are numerous (see figures above) but so various and diverse are these users that it is difficult to accurately quantify them, let alone get some realistic qualitative picture of the impact on people’s lives. My limited exposure found a happy lunch club and people sincerely grateful for the Listening Place. Clearly Ripple Project is able to affect dozens of people’s lives for a relatively modest budget but it is somewhat beyond the scope of this evaluation to properly determine what this affect is. A survey conducted by the project estimated that 25% of the community were aware of the Ripple Project which indicates that they have gone someway towards building a community spirit. “I feel that we (I say we because I like to feel that I am a part of it in some way) have helped to bring the community together”. This is, anyway, a difficult term and the project concentrates on the more basic task of enabling “life enhancing changes which may not be world shattering, but fundamentally change people’s lives”.

The impact on volunteers and workers is somewhat easier to assess. I was struck by the way that people did seem to find the Ripple Project a way of articulating their faith and values. It has above all been an encouragement and inspiration to them to be involved in a successful project, especially for those who had spent many years struggling with a declining church. The project also seems to be successful in supporting its workers and volunteers, even for those who feel more anxious about the future. Individuals have also increased their skills and confidence through both doing work (e.g. youth volunteers) and receiving training (e.g. Listening Place).

I’ve been very happy here, I’ve seen my job evolve. I can play to my strengths and get plenty of support.

The church has clearly benefited from the Ripple Project as it has given it a sense of being able to impact the community and has raised its profile considerably. The growth in numbers can clearly be attributed to many different factors but together with the Ripple Project it has instilled a new confidence into an inner city church. It has also enabled the church’s existing projects (e.g. Friday Club) to develop in a way which would not have been possible previously.

Ripple has also been of benefit to surrounding organisations. It has provided the police with a way to make contact with young people in a positive way through the referral group. Capability Scotland have their minibus better used. St. Ninian’s Roman Catholic church have been able to provide an alternative home for the lunch club whilst St. Margaret’s Hall is being renovated. The project provides an agency which can work with others to develop and regenerate Restalrig and Lochend. The significance of increased community networking is also demonstrated in this story

The team are very much my friends, because of all the training I have got to know a lot of St. Margaret’s people and they have supported my other area of interest which is the homeless. I collect towels so that the guys can have a shower and their own towel which have to be burnt because of HIV. The project has been improved because of contacts with St. Margaret and St. Christopher - it has rippled out beyond the immediate area.

Looking to the future

Three factors make me wonder about the future of the Ripple Project.

Firstly the very rapidity of its growth makes me wonder about what happens when it stops growing and the first flush of astonishment at something happening in Restalrig and Lochend has gone. Clearly the project is still in its babyhood. How is it going to mature?

Secondly I wonder about the impact of three more workers (full-time youthworker and two part-time Out Of School Care project workers) on the dynamics of the project. This might radically alter its low-key, volunteer style.

Thirdly the shift in Ewan’s focus from parish minister, project line manager and visionary to elected councillor is clearly going to have significant consequences. What they are I doubt anyone can accurately predict.

People in the project are asking some of these questions and they are looking at changing the management structure but the questions won’t be answered until time has taken its course. Watch this space!

Summary and assessment

The Ripple Project has been an exciting development for those involved in it. It is now at a critical stage in its development and seems to be trying to slow down its rate of growth so that it can consolidate: people spoke to me frequently about their desire not to grow much bigger. Nonetheless the momentum for growth is still there and will not be easy to tame!

Four issues are raised by the development of the project

Leadership

The leadership of the minister has been crucial. He has many of the characteristics of what has been called a ‘social entrepreneur’.

Leadership and motivation are absolutely crucial and that isn’t something that is available to everyone

Historical roots

Nonetheless despite the importance of the minister it is clear that a historical process had to be gone through in order for things to be ready for his input. Other individuals seem to have performed as critical a role but are much less obvious.

The church was here before the Ripple Project and where we are now is where the Lochend church stood, so this is still part of the church’s presence

Theological vision

Central to the project is its theological vision which keeps the project as an ‘articulation of the church’s faith’. The minister has been particularly crucial to maintaining this vision and might be seen as much as a spiritual entrepreneur as a social entrepreneur. The significance of him having the support and theological basis of the Iona community should also not be underestimated.

The really exciting thing about doing something that you feel is God-directed is that what you are doing can change. The only thing that stays the same is God, everything else can change. There is a lot of prayer involved - things aren’t just started up blindly.

Clustering of small-scale projects

Together with leadership, the right circumstances and a clear vision the Ripple Project also seems to have happened upon an appropriate structure. Projects are small, direct and manageable - enabling people to easily identify with them, but the Ripple Project itself is a larger, more flexible and strategic body which can get resources and create a sense of excitement. Maybe a future role for the Ripple Project will be maintaining a core (of possibly changing) very small projects but also being available to initiate newer and larger projects which in due course become separate (but, maybe, federated?) organisations. 

Mornington Community Project

Precis of project

Mornington Community Project seeks the economic, social and spiritual development of its local community as an expression of its commitment to the Kingdom of God. It runs a community cafe and is involved in working with children, women and young people, it has also had considerable involvement with employment training over the years in an inner city area of south Belfast where unemployment runs at over 40%.

Basic information

Age

The project was first formed in 1989

Workers

Director

Project Manager

Coffee shop organiser

Child development officer

Employment training outreach worker

5 people on one year employment training

Volunteers

10 local people

30 from outside locality

Budget

£150, 000 per annum

Funding

55% local Christian trusts

30% statutory

15% individuals

About 30% of income comes generally to Mornington as a project. The rest is for particular projects or salaries.

Church affiliation

Non-denominational. Involved with local Roman Catholic parish and churches with evangelical roots

Community context

The project is located on the Lower Ormeau Rd. which is located just to the south of the centre of Belfast and just east of Queens university. Before the troubles the area was largely Protestant but became a Catholic area during the 70s. It is a small area of 2500 inhabitants around the Lower Ormeau Rd. which is a trunk road out of Belfast and a traditional marching route. Most of the housing is older terraced housing, the unemployment rate is 42% rising to over 65% for the 18 - 25 age group.

The roots

Mornington community project has its roots in the experience of a number of women who lived in the Lower Ormeau area and who decided to form a Women’s group: the Lower Ormeau Women’s Information Group (WIG) in the 1980s. They began addressing local welfare needs and campaigning for statutory responses to local problems. In time they became particularly concerned about the high rates of unemployment in the area and opened a drop-in centre, but it soon became clear that a more substantial response to local issues was required. Mornington Enterprises Ltd. was therefore formed in 1988 and began operation March 1989.

The project emerges

The two organisations continued to work in tandem. Mornington Enterprises concentrating on the needs of the long-term unemployed, young people and senior citizens whilst WIG focused on the needs of women and young families. Out of this developed the Gaslight coffee shop and a community chip shop, other business initiatives were envisaged but didn’t come into being and only the coffee shop still remains. The coffee shop was staffed by ACE workers (ACE was a community employment programme funded by the government for Northern Ireland which ran for many years before being phased out in 1999) and a manageress (Hazel Johnson). Together with Ken Humphrey (project coordinator) and Monica Burns (project manager) Hazel forms the core of long-term full-time staff that have been at the heart of the project. During this time the project became very involved with the government ACE programme and adult and youth Jobskills programmes, thus it was a great shock to the project when funding for these was withdrawn and Mornington lost 60% of its funding.

Crisis and continuing development

By this time WIG and Mornington enterprises had separated as they were doing increasingly independent work. Mornington Enterprises decided to change its name into Mornington Community Project because of its increasing community orientation. It had experienced, in the meantime, a steady trickle towards the project of a number of Christians from a range of denominational and cultural backgrounds. So while the project did not become ‘evangelistic’ in the commonly used meaning of that word, it was recognised by everyone in and around the project that work was done with a Christian flavour. Thus at the moment of crisis initiated by the loss of funding the Board of directors undertook a wholesale re-examination of the raison d’etre, values and objectives of the project and created this set of aims:

Mornington is an inter-denominational, cross-community project, committed to outworking the values of the Kingdom of God and promoting the holistic well-being of the Lower Ormeau community by:

· Helping to address socioeconomic disadvantage

· Providing opportunities for the social, recreational, vocational, emotional and intellectual development of members of the local community and others who engage with the project

· Providing opportunities for the exploration and development of Christian faith

· Empowering and enabling members of the local community to be active the alleviation of their marginalisation and disadvantage

Now, three years after the funding crisis, Mornington seems to have recovered and has developed a degree of stability and confidence in the future, despite a reduction of annual budget from £250, 000 to £150, 000.

The working experience

Mornington now has 6 main themes of work, these are:

Children and parents project

· This project is overseen by the child development officer

· Rainbow club - recreational and faith development opportunities for children

· Rainbow mums - weekly gathering of mothers of rainbow club children for social activities and faith discussions

· After schools project - information technology and homework classes

· Mother and toddler group

Coffee shop

· Local social venue where people drop in, share news and pick up information in an unthreatening environment

· Provides low-cost, good quality meals for local people

· Runs senior citizens club

· Trains unemployed people in catering skills

Employment training

· This work is overseen by the Employment Training Outreach worker

· Adult basic education

· Job club

· Information technology training - in partnership with Worknet

· Personal development training

· Tentative involvement in ‘New Deal’ and ‘Gateway’ government programmes

Women’s group

· Fitness classes

· Discussions about faith

· Arts and crafts training

· Computer training

Youth work

· 15 strong Girl’s youth club

· 30 strong Boy’s youth club

Faith development project

This seeks to encourage a faith dimension in all the different projects as well as initiating some stand alone initiatives to promote prayer, worship and Christian living.

The first part of the project’s life, until 1996 was very much bound up with government sponsored employment training and work experience. Working within the parameters required by government funding the project sought to deliver the required targets whilst adding a personal dimension which put people first and rejoiced in them achieving their personal goals. The quantifiable outcomes of this period were:

· 102 long-term unemployed adults having at least one year of supervised work experience and vocational training

· 110 long-term unemployed adults following basic skills training on Adult Access courses

· 35 unemployed youths engaged in Jobskills training for one - two years

· 54 participants moved directly into permanent employment

· 83 participants moved directly into further education and mainstream training

· 16 participants moved into ACE schemes

The ACE scheme provided the following community services:

· 123 homes of senior citizens, lone parents, disabled people and low income families decorated

· 108 smoke alarms fitted in homes of senior citizens

· 18 local environmental improvements

· 100 + senior citizens hosted in lunch clubs, social clubs, coffee mornings and recreational activities and offered a weekly home visiting service

· Seasonal parties and events organised for local people

With the removal of government funding this work has had to be rethought and there is now an emphasis on a younger age group:

We’ve got a much stronger balance of emphasis, we were aware that we were working with 16, 17 and 18 year olds who had been decimated with being told for years that they were idiots and were being very carefully nurtured for a life of unemployment. We thought we need to cut in with primary age children and give them an advantage in their education whether it’s with I.T. or brilliant education which enables them to feel like they’ve achieved something next day. We’ve been running these educational programmes for a year and a half and the results will be long-term

There has also been a move from employed workers to volunteers to help bridge the funding gap.

Through all this time the coffee shop has continued to be the public face of Mornington and a well-known local institution. It provides a context for vocational training and work experience which is important in itself, and for the identity of the project:

You get great satisfaction when you see someone coming in who hasn’t worked for years; and coming into work at 9 and going out at 5 you can just see their whole demeanour changing and the injection of self-confidence and self-esteem

But it also provides a unthreatening interface between the project and the community both for new people and for those who want to keep in touch with the project and continue to make occasional use of its services.

Whilst employment training and work experience have been the core of Mornington the various youth, children’s and women’s programmes have provided a range of services which more fully encompasses the local community. This enables the project to better achieve its goal of holistic community development which seeks to respond to the economic, social, emotional and spiritual needs of its community.

Ken has also become involved in wider south Belfast work:

A third of my time is spent outside this place relating in regional think tanks for south Belfast, I’m not sure about the worth of each meeting I go to but each seems to have potential so it’s difficult to know which ones to eliminate

Thus the experience of Mornington over 10 years of work in the Ormeau community has been one of building relationships based on responding to local needs. This relational emphasis has had an impact on the whole lives of workers:

When my wife and I moved in here it was the culmination of something we felt we should do for sometime but were too scared to do. There comes a time when the feeling you should overwhelms any other considerations ... there was an uncomfortableness in suggesting the values by which people should live but living outwith that ... and the realization of the necessity of a relational approach to community development

I would not look on it as a job but I would look on it now as a way of life ... as an extended family, nearly

Managing the project

The key managers in the project are Ken, the director and Monica, the project manager. Ken comes from a community development background and is most involved in the strategic planning of the project, whilst Monica, from a business background is involved in day-to-day administration and fundraising. Nonetheless it is not easy to draw neat boundaries between their different workloads as both are involved in face-to-face contact, on a daily basis, with the people: workers, volunteers and users who inhabit the project. Ken and Monica meet weekly with the workers and volunteer leaders who head up the different projects.

Each project has its own style of leadership depending on the people involved and the nature of the activities. Thus in the women’s group ‘lines between leaders and led have been blurred as respect has brought about a collective responsibility for the direction of the work’. Similarly the Girl’s youth club has ‘brought about a strong family dynamic amongst leaders and members’. In other projects government funding requires particular procedures to be followed and standards of attendance to be kept so the leader - attenders relationship is necessary different, nonetheless the emphasis is always on relationships and a give and take between the interests of the different parties. Thus employment training programmes require regular attendance but the project will give people chances to change and develop because of their desire to work with people whom others would reject.

The key dynamic in the management of the project is clearly the long association with the project of Ken and Monica who have developed an ease and confidence with managing the work and harmonizing their different skills. They are happy to blur lines when they need to be blurred and allow things to develop at their own pace.

Ken and Monica’s well-established roles in the project have lessened the need for involvement from the Board of Directors. Their responsibility is restricted to overall policy, financial management and supervision of Ken as the director of Mornington. The directors were mainly involved with the project through local Protestant churches, although one of the 5 is a Catholic sister.

The key management issue has been, inevitably, funding. Lack of funding is perceived, universally, to be restricting what the project is able to achieve. Nonetheless the loss of government funding has been successfully managed both by getting other grants and increasing the emphasis on volunteers. Government funding remains significant at 30% but it is a variety of local Christian trusts that are now the major funders. Individual donations also make a significant contribution. It is though, perhaps, the spirit of the project which has enabled it to come through the various struggles it has experienced, adapting and blurring as necessary in order to keep alive and vibrant

I suspect the funding agencies are puzzled about how this project which they used to fund is still strong and active

Mornington has been able to create a loyalty and commitment amongst workers, volunteers and users because it is an enjoyable and rewarding place to be involved with. It is, in itself, a community and this is the key to its management style.

Outcomes

The outcomes of Mornington Community Project can be seen in three particular areas: individual, community and cross-community

Individual

Clearly the project has had a considerable impact on individual’s lives

It’s more like family, it’s a place where you can come and talk to someone, if you’re feeling fed up or something you can come and have a cup of coffee and a chat with someone ... it’s more like a community thing, it’s more like family ... it’s good fun. ... they’ve always been there for me.

I love this place ... I couldn’t actually put a word on it, to say what it is to me

Not everyone would have this same identification with the project but there is a ethos about the place which values people as they are and this enables many to find it a place where they can grow and develop

There’s no pretensions, you get what you see, it’s very up front and that’s the way I like it. I’ve been in too many places, big corporate businesses and you’re nothing but a number and you’re considered to be something here

Thus Mornington has the ability to work with people that others couldn’t provide for. This has created great loyalty among some, and a good reputation in the local community.

Community

The project has become an important part of the Lower Ormeau community. This is symbolized in the Gaslight coffee shop but is more deeply rooted than this in the many relationships which the project has created over the years. To quantify the role of the project in its community is not easy and, anyway, beyond the scope of this report but there is enough evidence to indicate that above and beyond the impact on individuals the project has a role and significance within Lower Ormeau. Although the community is Catholic it is not homogeneous, it has nationalist and republican factions and those who are more or less political, as well as distinctions which are more to do with class - such as those between rough and respectable. Within this context it has been important to focus on local needs rather than exclusively on what government or funders might expect

The trick of what we’ve tried to do is to remain relevant to all the different sections of the community - politicized and non-politicized

Cross-community

The project is not primarily a cross-community project - it seeks to promote the holistic well-being of its particular Catholic community but it does involve Protestants and is:

a safe context in which people from each side of the religious and class divides in the city can engage with one another for the furtherance of understanding, tolerance and concern. The project is also, a channel of service to the local community for Christians of all denominations.

Thus it provides an interesting environment for ‘the exploration and development of Christian faith’.

Mornington does at various times seek to work in a more explicitly cross-community way by working with other projects in different parts of the city but it has not always been easy for people to take, what they consider to be, the risk of going onto someone else’s turf. Thus the cross-community dimension is not as great as it might have been.

Theology and values

Mornington has no formal connection to a church. Relationships are maintained with the local Catholic parish and support received from some independent / evangelical churches but they don’t run the project. Nonetheless Mornington has always been seen as a ‘Christian’ project and the Board of Directors are all Christians. This Christian identity has been thought about more seriously recently.

Mornington has sought to distance itself from established institutional religion

In the old days people would say ‘are you going to the Christians?’ meaning our youth club and we didn’t like that because we wanted to be not associated with a bland distorted Christian presentation which was the norm in this country, we really underplayed the fact that we were serious Christians. We wanted to correct that imbalance which is all message and no practice or very little practice

I don’t think I’ve brought faith here, faith is already here, Christ is here ... I can help to encourage the relevance of Christ

But in their desire to have a holistic approach the project has begun to try and find more ways of having a spiritual dimension

Spiritual dimension has been brought out more as the years have gone on ... it has been accepted fine by the community because it’s been quite a low-key thing

There is a desire to emphasize faith in action, rather than ‘shoving the Bible down people’s throats’. Existing faith is nurtured and built on rather than being seen as something brought in from the outside. This means faith issues do not have a high profile in the project but are very much present in people’s motivation

Because I took such a long time deciding if it was the right thing for me to do, I was totally convinced from the day I started that God wanted me here

Some have come to faith through the project, others remain hesitant about its Christian identity and particularly the more recent emphasis on faith development

I’m not here because of a Christian ethos. I’m here because I like the people and like the job

Generally, however, the Christian ethos of the project have created a sense of shared values which have created the ‘family’ atmosphere discussed previously. The values underlying the project might be summarized as:

1. Christian faith is primarily expressed through action. This counteracts the over emphasis on words in Northern Ireland

2. Christ is already present in Lower Ormeau, people’s faith needs encouragement and development

3. People come first. Structures and systems need to be adapted in order to fit into their priorities, culture and needs.

4. It is a sense of community and family which is the best atmosphere in which to provide opportunities for social, recreational, vocational, emotional and intellectual development.

5. It is possible to work with government funding but it should be done cautiously, without compromising ones own vision and ethos

The project is also indebted to the values of community development but also departs from what some people might consider to be ‘pure’ community development. The project has not sought to give over the management of the project to the local community because the community is not a single entity and if one of the local factions did takeover the project then the other parts of the community would be alienated from the project. This, apparently, has taken place in other areas of Belfast. Thus it would seem that by asserting a distinctive Christian identity, deliberately distanced from any particular church, the project is able to continue as a kind of alternative community in the midst of a sectarian context.

Looking to the future

The project has some plans for the future which include the refurbishment of their building, the acquisition of a pub to be used as a dry pub drop-in and finding ways of sharing their vision for community development with churches. Nonetheless all these plans and the future development of the project will depend on three factors:

1. Funding and volunteers. This has been a continuing struggle for the project and although they have subsisted successfully for 10 years there is always a sense of insecurity.

2. The continuing presence of the long-term workers in the project. Whilst the project might continue without them they have become crucial elements in its development and are the holders of the vision.

3. The wider context. Clearly the project’s employment training work is dependent on the variety of government schemes but the project could also be affected by other even greater imponderables than the whim of governments i.e. the peace process and the eruption, or not, of sectarian conflicts in Lower Ormeau.

Summary and assessment

A Christian project outside the church

Mornington is interesting in the context of the other projects visited because it has no attachment to a church or group of churches. It has in fact been suspicious of churches because they are seen as not being effective witnesses to the Christian gospel. Mornington has sought to be an active expression of this gospel, not so much in words as in action. Not being attached to a church has given it the freedom to develop its own style of ministry rooted exclusively in the needs of its local community.

An alternative community

Although Mornington is rooted in its particular community it remains distinct from it. It is like an alternative community with different values from its surrounding environment but, nonetheless, remains able to relate effectively to it because it seeks to serve it. These different values are rooted in Christianity but it is not necessary to be a ‘serious’ Christian in order to be part of the community of Mornington. The language which people most often use to describe this community is that of family and home.

Working with government schemes

If Mornington hasn’t had the struggle of working with the institution of the church it has had to struggle with the government, particularly through the medium of the ACE employment training scheme. This relationship has been problematic, particularly since the dramatic reduction in funding in 1996 and now that the ACE schemes are being replaced with New Deal schemes. Mornington has had to struggle to maintain its distinctive identity in the face of these changes in government policy, holding on to its vision rather than being swayed by where the funding comes from and what strings are attached to it. Nonetheless it has had to work within the constraints imposed by government funding, whether it will be able to work as successfully with New Deal schemes as with ACE remains to be seen.

As projects get older ...

Mornington responded to the loss of funding in 1996 by renewing its Christian identity and seems to have become stronger through it. This is, perhaps, a sign of hope for all community projects that loss of funding doesn’t have to be a disaster but can even renew and strengthen because it returns projects to reflecting on what they are really about. The key to this ability to overcome a funding setback seems to be that the project had a strong sense of its own identity and purpose and that individuals had invested a lot in the project such that it had acquired that sense of family discussed above. Particularly important in this regard has been the long-term commitment of three key workers, they have provided the solid base from which Mornington has survived and developed.

ForthSpring

Precis of project

ForthSpring is a cross-community project which seeks to work with Protestants and Catholics and break down the isolation of both communities by working on both sides of the peace wall. It is a joint initiative of a Methodist church with two cross-community communities and a cross-community women’s group and provides a variety of ‘birth to grave’ services for parents and toddlers, young people and senior citizens. It also runs women’s groups, a men’s group, a counseling service and a cafe in a new £500, 000 building situated directly on the peace wall.

Basic information

Age

Incorporated as a separate charity in 1996 but work had been going on before that

Workers

Full-time coordinator

Full-time and part-time playworkers

Full-time youthworker

Full-time family worker

Volunteers

Three international volunteers

20 local volunteers

Budget

170, 000 - 200, 000 per annum

Funding (1997-98)

	Belfast European Partnership Board
	£54, 000

	Community Relations Council
	£29, 000

	International Fund for Ireland
	£6, 000

	Other smaller trusts
	£10, 000

	Income from centre
	£4, 000

	Donations
	£2, 000

	Contributions from partners
	£1, 000


Church affiliation

Methodist with equal cross-community participation

Community context

ForthSpring is located in Springfield Methodist church which sits directly on the peace wall which runs along Springfield Road. The wall marks the dividing line between the Protestant Shankill Road area and the Catholic Falls Road. The front of the church opens into the Catholic area and there is access through the rear to the Protestant area.

Springfield Road has been an area of great community conflict. The two security gates in Lanarch Way and Workman Avenue allow limited access between the two communities but in times of conflict these gates are often closed for long periods. Stone throwing continues to be an important issue and community tensions are heightened during the marching season. The area also suffers considerable deprivation with 80% unemployment, high numbers of single parent families and significant domestic violence. The Protestant community is mainly an area of older terraced housing and has a distinct sense of community, the Catholic community is mainly new housing and lacks the same traditional sense of community.

History

The roots

The existence of Springfield Methodist church on the Springfield road interface has made it a focus for cross community work. Its physical presence has been the focus around which four groups have come together to form ForthSpring Inter Community Group. These four groups are:

· Cornerstone Community which is an inter denominational community formed in 1982 based just up the Springfield road from the church

· The Currach community was formed in the early 90s as a community in the Protestant side led by a Catholic sister

· Mid Springfield Community Association (MISCA) was formed in 1994 when local Catholic and Protestant women came into contact through their children fighting. MISCA is different from the other organisations in that it is not distinctively Christian.

· Springfield Road Methodist church has since the late 80s developed a more open door approach to community relations and since the appointment of Gary Mason in 1992 has become more proactive in responding to the needs of the community.

The development of ForthSpring

For a number of years Cornerstone, Currach and Springfield Methodist church worked together to provide programmes to meet the needs of the local community. MISCA then approached them about joining forces and ForthSpring was born in 1996 as a charitable company.

Cornerstone secured funding from the Community Relations Council for a family development worker and youthworker and they were able to contribute to the development of ForthSpring’s activities. Many of the activities operated from the hall of the Methodist church which for a number of reasons, including a dwindling congregation and three arson attacks, the premises fell into disrepair. ForthSpring therefore began to put plans together to develop the church into a community centre which would both provide a ‘birth to death’ approach to community work for the communities living in an area of high deprivation and tackle sectarianism by building up contacts between the two communities.

This resulted in a half million pound building project which has transformed the church into a modern community centre attached to a new church. The funding for this came from

	Central Community Relations Unit
	£293, 000

	Urban Development Grant
	£64, 500

	International Fund for Ireland
	£64, 800

	Rank Foundation
	£20, 000

	Making Belfast Work
	£20, 000

	Methodist Church
	£3, 100


Starting the project

This building has provided for ForthSpring, since 1997, the following facilities:

· A drop-in centre with a kitchen which also serves a small meeting room

· A creche

· An outside play area

· Offices for staff

· Meeting / counseling rooms

· A church area

· A large hall with an alcohol free bar, kitchen and toilets attached

Grants from Belfast European Partnership Board, Community Relations Council and other smaller grants enabled ForthSpring to equip the centre and employ a project coordinator, playworker (with MISCA) alongside the Cornerstone workers. Staff input was also provided by the Methodist minister, an American Mennonite missionary, international and local volunteers.

The working experience

A large range of activities are undertaken by ForthSpring, below I outline this work largely under the heading of the worker who takes responsibility for the particular piece of work, whilst also describing their general role.

Project coordinator

The project coordinator is funded to develop the cross-community educational work, particularly to try and deepen cross-community interaction and enable people to discuss the fundamental issues which will not necessarily be broached in day-to-day conversation. This involves working within ForthSpring, as well as in the wider community. The project coordinator, as the title suggests, has an overall coordinating function and as she has no administrative support administration takes up much of her time. In particular she has responsibility for fundraising in which she has been supported by the project accountant who has ‘shown her the ropes’.

The project coordinator educational work has involved a 8 week history course which provided an overview of Anglo-Irish history and a cultural awareness course. Responsibility is also taken for various networking functions e.g. working with Community Dialogue, a separate organisation which uses the ForthSpring premises, to organised a public meeting on the future of policing.

Family development worker

The family worker is responsible for a range of activities including a lunch club for senior citizens, reminiscence work which included an exhibition and book about life on the Springfield road in earlier days, three women’s groups, community lunches which provide a forum for local groups to meet together and the planning of a community festival in 2000.

The aim of the work with senior citizens is to reduce isolation, enabling them to share friendship and discuss experiences and to support those of them who are ill.

The women’s group engage in various activities including visits, crafts and cooking, as well as educational work such as involvement in the cultural awareness seminars. The aim is to build self-confidence, breakdown isolation and promote respect for their different community’s cultures.

Playworker

The playworker is mainly responsible for running the afterschool clubs. The playworker has a part-time assistant who is also presently involved with researching the needs of children with special needs.

The afterschool club runs Monday to Friday. Monday, Tuesday and Thursday for older group and Wednesday and Friday for younger age group. It seeks to provide safe creative play opportunities. On Friday a youth club for children too young for the youth clubs proper are run in the evening. About 30 children attend in each age group.

The playworker also oversees the parent and toddler groups which run for two hours on Tuesday and Thursday mornings. 17 children are registered for this with about 5 - 8 attending, keeping up numbers for this group has been difficult. The aim of the group is to enhance the early learning of toddlers and the skills of parents and carers to support their children.

Youthworker

The youthworker oversees the youthwork of ForthSpring. Youth clubs are run on Monday, Wednesday and Thursday. The aim is to enable young people to develop their self-confidence, stimulate their creativity, expand their range of interests and encourage meaningful inter community contact.

The Monday group has 20 Catholic members aged 15 and over. The Wednesday group has 12 Protestant members again aged 15 and over. The cross-community youth clubs at this age group had to be abandoned. The Thursday group has 24 members aged 13 and 14 and has succeeded in remaining a cross-community group.

They are looking to develop a detached dimension to their work in order to address the issue of stone throwing, which has continued to be a problem. This typifies the stresses involved with the youthwork at ForthSpring, which arises from the fact that young men are the ‘warriors’ of the two tribes who clash at the Springfield Road.

The youthwork is very, very difficult ... the cross-community work with senior citizens works very well because they are beyond the fighting ... and with the kids, in the afterschool clubs, that is before they have been totally tribalised ... the difficult groups are the teenage groups and the men’s group.

Counseling

A part-time counselor provides a counseling service with the aim of enabling people to cope in their daily lives with their concerns which arise from difficulties of self-esteem, relationships, stress, bereavement, loss, grief, fear and isolation. She has been exploring the use of aromatherapy and run various group sessions e.g. on bereavement and loss and on Appreciating Myself for women’s group.

In December 98 and January 99 31 women and 3 men used the centre:4 Protestants, 9 Catholics and 20 in mixed groups.

Drop in centre

This opens for three mornings each week as a venue for low-key cross-community interaction, where nutritious food is provided at a reasonable cost. It is run by volunteers. About 20 - 30 people use this each week.

Other use of the centre

Three dancing classes are run: disco, line dancing and circle dancing

Aerobics class

Ceramics class

Managing the project

The ForthSpring management committee is comprised of 4 representatives from each of the 4 partners. It meets quarterly and is chaired by the superintendent of the Methodist circuit, although this is an courtesy position and the key decision making person is the vice chair which rotates amongst the four partners. Most management decisions are taken by the executive committee which comprises 2 members from each partner and 2 co-opted members from the community voluntary forum plus staff members.

Careful attention is paid to ensuring a balance between Catholics and Protestants in all these management arrangements, which is both integral to the vision of the project and required by funders. The major building grants which ForthSpring have received meant that a detailed report on ForthSpring was undertaken by Coopers and Lybrand in 1997, this examined the existing apparent bias towards Protestant managers as at that time the Methodists had 6 representatives, but this has subsequently been changed.

ForthSpring is a new organisation and continuing attention is being paid to its management structures - a consultant suggested by one of its funders (International Fund for Ireland) has been working with them to clarify aims and objectives for the various areas of work. Work is also being done on developing an equal opportunities and anti-harassment policy with another organisation. There are other signs of an evolving management structure, particularly in regard to the line management of staff which is presently somewhat unclear. This is affected by the partnership nature of the project, thus the family worker and youthworker are employed through Cornerstone. These workers ‘buy into’ the programme agreed by the ForthSpring executive but also do their own work through Cornerstone, who provide support and oversight through mentors but not full line management. The playworkers are managed jointly by MISCA and the project coordinator. This rather complex structure is caused by the history of the project. The ‘messiness’ of the situation is recognised and conflicts do occur but hassles are generally felt to be the exception rather than the rule because of the general goodwill amongst the workers. Certainly changes are coming for the project because of the moving of the Methodist minister Gary Mason to another church. Gary has been the key entrepreneur behind developing ForthSpring and the incoming minister is not going to be as involved. This will be dealt with by Gary’s Mennonite colleague taking more involvement in ForthSpring. The situation will also be helped by the continuing presence of Sister Noreen Christian in the project as she, with Gary, has been a key hands on manager.

Another issue for ForthSpring has been the management of volunteers. This has caused some problems for the project as local volunteers have felt unsupported. It has proved difficult to communicate completely adequately with all the volunteers and they have felt left out at times. ForthSpring have attempted to deal with this issue by identifying two people to provide supervision of each volunteer, this has met with limited success and there are plans for raising money to employ a volunteer coordinator. The lack of volunteers and the amount of work they are doing was mentioned as one of the reasons for this problem. There is also an underlying tension between local people and outsiders. The local people have a big investment in the project and can find it difficult to see people from the outside coming and taking the paid jobs.

Outcomes

The outcomes of ForthSpring can be seen from a number of different perspectives: community, cross-community, church and individuals.

Community. For the community outcomes are fairly self-evident. ForthSpring provides a wide range of community services encompassing parents, children, young people, women and senior citizens, together with those who use the counseling service and cafe. There are also open events which make a wider impact. The one clear issue which arises is the resistance that some people have to using a cross-community provision but this leads on to the next outcome.

Cross-Community. Whilst ForthSpring seeks to provide community services it has another agenda of providing cross-community interaction. It is this which gives the underlying sense of purpose to the organisation and it is cross-community work that is its real raison d’etre

We had a residents meeting and that has been one of the highlights, we had people from both sides of the road many of whom had never been in the building and they were coming in, talking to each other about the difficulties of living on both sides of the road and I think had we not been here this would not have been possible ... we are actually making a difference.

Not everyone involved in the project puts the same priority on cross-community work, but it is deeply enough ingrained in the origins, funding and key individuals to make it the centre of the project. Nonetheless cross-community work is slow and difficult

After two years there is still some mistrust from both sides as to what we are about. Some taxi drivers who eat in the cafe were banned from another Catholic place down the road because they were giving money to the Protestants. And another Protestant woman said ‘no Protestants wouldn’t go in that building (ForthSpring) because it’s been taken over by the Catholics’.

Church. The development of a cross-community vision has rescued Springfield Methodist church from decline and irrelevance. Being on the border between Protestants and Catholics threatened to overwhelm the church but by making its biggest problem into an opportunity it has found new life.

Individuals. Work in ForthSpring is not easy. It requires a commitment and ability to hold and live with pain which is unusual, even in urban priority area work. Thus it is important that many people involved with the project are driven by a sense of personal pilgrimage

I realised I was quite bigoted mainly because I grew up in an area where there were no Protestants and I didn’t know any Protestants until I went to university, so over the last 10/12 years I’ve done a lot of work on prejudice awareness. And I’m still bigoted as I think we all are, but less bigoted than when I began.

For many this is rooted in a Christian vocation, but not necessarily. Some come to ForthSpring from overseas and find it a place to explore their own history, whilst for others it gives a way out of the unemployment and purposelessness which surrounds them. For all ForthSpring is a place where they encounter themselves more deeply, in the midst of pain and division.

Theology and values

Christianity underlies the founding vision of ForthSpring and is still the motivation for many involved in its work:

I’m here from a Christian perspective. When I came here as a Christian minister I thought it was terrible that the Christian church was unable to do anything in the midst of this political fight. It was a calling of God and you have to do it however tough it is. There’s also an excitement in it and the joy of seeing people find each other and find their common humanity. It’s well worth working for even if you aren’t a Christian

It would be much easier to withdraw into your sectarian camp and say ‘it’s all their fault, we are whiter than white’ and live in that kind of cocoon. So many people do it ... but if you start applying the gospel in this situation you start getting all kind of ... don’t ever start praying, it’s the most dangerous thing you can ever do! It’s an enriching experience my spiritual life has been greatly enhanced by meeting with my Protestant brothers 

Nonetheless it does not have an explicitly Christian vision: a provisional mission statement states

ForthSpring is an inter-community organisation working to break down barriers and to reduce the isolation experience by local people in our localities. We provide opportunities for people to relate constructively and peacefully through programmes designed and delivered to meet the needs of local communities

This enables the three explicitly Christian organisations to work with MISCA on the basis of common values rather than a shared Christianity. ForthSpring sees their core values as requiring them to:

· Work across religious and other differences which isolate people from each other

· Ensure the programmes are open and accessible to all

· Maximize the participation in our programmes of people in the community

· Encourage the inclusion of people and groups in our local community

· Affirm the worth of individuals

· Respect and accept differences of opinion

· Commit ourselves to building peace and reconciling communities

· Empower those who participate in our programmes

· Acknowledge and affirm the contribution of our local and international volunteers

The three key factors in ForthSpring’s work are seen as:

· Being a partnership between church, secular and local groups

· Working within and across communities

· The energy and dynamism which is provided by volunteers

My perception of ForthSpring leads me to see the following values and axioms being at the heart of the project:

· There are a set of values: accessibility to all, participation, affirming individuals, respecting differences and empowerment; which enables those who call themselves Christians, and those that don’t, to work together for peace and reconciliation

· It is worth working in tough, difficult situations where conflict is the norm because this enables us to make our own personal pilgrimage (however that is defined) as we work towards peace and reconciliation with others.

· We should not seek to isolate ourselves from this conflict but live with it and address it directly.

· Responding to the needs of communities is the best foundation for working towards peace and reconciliation.

· This process needs to be taken further by dialogue and the direct addressing of the causes of conflict

Looking to the future

More than most projects ForthSpring is dependent on events outside itself:

We live on the edge of a precipice, a series of incidents could set the whole thing back

The marching season makes this evident every year:

The situation is exacerbated by the march and protest, we have attempted to do some meditation, not because we are an honest broker but because we have an axe to grind because the march and the protest and the police presence and the mini riot which ensued last year affects the work we do. The run up and the fallout makes cross-community work very difficult.

Nonetheless ForthSpring has its own issues to address in the future:

1. How the four groups comprising ForthSpring will work out their relationship, particularly in regards to the management of staff

2. How to address the tensions between volunteers and paid staff, which is an expression of a wider tension between those who are locals and those who aren’t.

3. These two issues relate to the general issue of improving communication in the project.

4. How to work more effectively with men - especially those young men who are the ‘warriors’ for the two ‘tribes’

Summary and assessment

ForthSpring is a very striking project. Its physical context situated, as it is, between two warring tribes whose battles are international news, ensures this. What strikes me, most vividly about the project is, however, how ForthSpring is not a sanctuary from these wars but a place where the conflicts underlying them are lived and experienced daily in the pursuit of reconciliation. ForthSpring is not a comfortable place but it is a place of hope.

ForthSpring is also a new project, in its present form. Although it has deep roots and a history which extends beyond the present building and structure it is still working out how to do things; aware that what it is doing is important and valuable but also trying to establish its own modus vivendi.

Working as a partnership

ForthSpring is a partnership of four organisations. This is crucial to many of the struggles which it has had

The fact that there are four community groups involved in the ForthSpring will always make it a messy affair. It would be much easier to just have one community centre run by a management group but we think it’s worth the struggle to try and keep all four groups fully involved. We do get a lot of support from these different groups and they’ve helped to make the programme a wider programme. ... this is one of the programmes we are seeking to promote - celebrating diversity and where we get a bit of diversity in our own kitchen, it’s a little microcosm of the whole country - we can come together and try and work it out

The struggle is recognised and accepted for the benefits that it brings.

Working in a context of violence

The underlying culture of violence, symbolized by the ongoing stone-throwing, sets the agenda for ForthSpring. The project finds many ways of working nonviolently, most people are not violent but it is violence that is the ever present threat. This makes the stress and difficulty of working in ForthSpring even greater than in other urban priority areas, and it makes it different. The ways things are done in ForthSpring are not necessarily appropriate for equally deprived areas which lack the culture of tribal violence.

Joys and frustrations of volunteers

ForthSpring illustrates many of the good and difficult things about working with volunteers. It very clearly recognises that volunteers are essential and central to its work, but also that this ideological commitment to volunteers needs to be concretely expressed in the way volunteers are used, valued and supported. It also has the courage to recognise that it hasn’t quite got it right yet!

Mid-Craigie Parish project

Precis of project

The project runs a day centre Tuesday - Friday for the elderly and disabled in East Dundee. It delivers a programme which includes physical activities, crafts, reminiscence and speakers as well as providing lunch. It also provides counseling and advice services and helps the 60 clients with shopping and collecting pensions.

Basic information

Age

The project began in January 1995

Workers

Project coordinator - full-time

Cook - full-time

Care assistant / driver - full-time

2 Care assistant / kitchen assistant - full-time

Volunteers

14 escorts

Budget

£50, 000 per annum

Funding

Grant from social work budget has increased from £6, 000 to £21, 000 to the present £32, 000 per annum.

£3, 000 has been received both from the Church of Scotland Priority Areas Fund and from the Episcopal church.

Grants of £14, 000 for a new kitchen and £25, 000 for a minibus have been received from European funding.

Church affiliation

The project is a joint venture between the Church of Scotland and the Episcopal church who have provided the management of the project. This has been recently supplemented by representation from the community, staff, volunteers and clients.

The project uses the halls of the Church of Scotland.

Community context

Mid-Craigie is a council estate in east Dundee. It was identified as an area of multiple deprivation and has been the subject of urban regeneration projects. These have removed the traditional tenement blocks and replaced them with private housing and a housing cooperative. Prior to this a survey had identified the isolation of elderly people as a major issue for the area. Other areas, such as the neighbouring Linlathen and Douglas retain their tenement blocks. Generally Dundee is beginning to replace its traditional industries of jute, jam, journalism and shipbuilding with high-tech industries and experiencing a general regeneration.

History

The roots

The churches in Mid-Craigie: Mid-Craigie parish church and St. Ninian’s Episcopal church have worked together with a commitment to the local community, initiating various community projects. An earlier parish project sought to address the issues of alcohol and drugs.

The second root of the present parish project was the work of John Kelly through a Community Association (funded through the Urban Programme) which was initiated by a church community work in 1981 and had become independent. Working with other workers in the area all the homes in the community were visited and a community plan for regeneration was proposed, this didn’t make any progress with the local council thanks (in part, at least) to a reorganization but it did provide a baseline assessment of local needs.

The idea emerges

When the 7 yr. funding for the Urban Programme projects came to an end John Kelly was invited by the churches to make use of the residual funding from the alcohol and drugs project which had come to an end. In discussion with the churches John initiated work with the elderly and isolated as had been previously identified by the community plan.

Starting the project

The project therefore started with John, as coordinator, a part-time cook and various volunteers which John managed to bring together from his experience of working in the community. The project began to grow, as it was clearly meeting an unmet need in the community. It began to attract funding and the awareness of the council and others - typified by a visit from Princess Anne. Not that everything went smoothly, at one point funds went down to £5 and the coordinator went unpaid for 4 months. But gradually financial stability has been achieved, particularly through social services funding - a number of volunteers have been taken on to the paid staff, a new kitchen has been installed and two minibuses acquired.

The working experience

The project runs from Tuesday to Friday. Each day a 3 course meal is provided with a choice of main course and dessert. People are brought in from all over east Dundee, there are 70 users altogether with between 20 and 40 attending each day. 25 of these are from Mid-Craigie, some of these local people make their own way but most come in the minibus and a few in cars. Many suffer from Alzheimer’s and/or severe isolation. In the afternoon a variety of activities are provided:

	Tuesday
	Carpet bowls / table games

	Wednesday
	Reminiscence / speaker

	Thursday
	Carpet bowls / crafts

	Friday
	Speaker / chair aerobics


Various other services are also provided such as free legal advice weekly through Dundee North Law Centre, counseling and help is also given with shopping and collecting pensions on an ad hoc basis. Generally the project is not run in a rigid way but everyone joins in with whatever is necessary, there is a strong sense of loyalty to John and to the project. The project has become like a community for many of the volunteers and workers so that they are happy to work extra hours and do whatever is necessary at the time. Occasional visits and evening social events are also arranged.

When it first started it was so quiet, because people just didn’t talk to one another but gradually as relationships have developed it’s got more and more noisy. It’s a real community within itself and relationships being rebuilt - when you talk to some of the people they say that before they came here they had been housebound for 10 years or more and they had no opportunity to talk to anyone

The building which is used by the project is Mid-Craigie parish church. It consists of a large hall / church, a small hall with attached kitchen and two offices. Lunch is served in the small hall where smoking is permitted, smoking is not allowed in the large hall / church where activities such as carpet bowls are provided. The project also has exclusive use of one of the offices. The building itself is usable but is beginning to be outgrown, there is certainly frustration at the constant need to clear up to allow the evening youthwork to continue, although the recent new kitchen has made it more viable. Various options for the housing of the project are being considered including giving over the whole building to the project, finding a new building and redeveloping the present building. These all depend on the proposed uniting of the Church of Scotland parish and the Episcopal church (this will be the first such uniting in Scotland).

The users are positive about the service and many seem to have benefited from the family atmosphere, which encourages the culture of workers and volunteers ‘going the extra mile’. Over time the users have warmed to the project and there is now a lively atmosphere as they arrive and begin to meet friends. The project has successfully generated a positive attitude which new volunteers quickly click into.

It’s got a feel good factor of 10 coming here. The old biddies are lovely, there are some cantankerous old buggers but even them, their lovely too. ... I know that this place feeds me. This is a good place to be because everybody puts in and everybody gets something out. ... its a sense of community, a sense of belonging. Its good.

This is not to say that the project is without tensions. The employment of some volunteers as paid workers has changed some relationships and was widely commented as a point of difficulty, although this does not seem to have undermined people’s basic enjoyment of working for the project. It is noticeable how many workers said that they enjoyed their work so much that they weren’t interested in looking for better paid employment.

Some of the joys about the project include:

Working with people that understand me and I understand them

Seeing the end result at the close of the day. Great personal satisfaction in the job

Knowing that people enjoy themselves here when they could be stuck in their homes on their own

Seeing those who were otherwise isolated becoming part of a community in spite of age and disability

Whilst the experience of the project is generally a positive one there is sorrow in the constant struggle with illness and death which is such an inevitable part of the project.

Managing the project

The project is basically managed by John Kelly who is responsible for supervising staff and administering the project. He has no deputy and the cook takes responsibility when he is away. The project management committee meets monthly and has responsibility for overall strategy. It is composed of the minister of Mid-Craigie parish church, the Episcopal priest, the Church of Scotland deaconess, two lay members from each church and for the last two years two community representatives. The constitution is being amended to allow staff, volunteer and client representatives. The deaconess acts as the liaison manager between the management committee and the project.

Various issues have arisen between the management committee, especially in its role as representative of the church, and the project staff and volunteers.

1. The church has resisted any association with gambling, because of the objections of the Church of Scotland (the Episcopal church is less bothered). Thus bingo is not allowed in the club and the project has not been permitted to apply for lottery funding.

2. There is also continuing issues over the shared use of the building. Smoking, for example, is not permitted in all parts of the building and the constant need to clear away for other activities is an irritation. There are also differences of perspective about whether the project should continue to use the existing building or seek its own premises.

All these issues relate to the matter of the project defining its own identity, now that it has established itself - particularly with the recognition from Social Services. These matters will be considered further in the looking to the future section. At the moment there is a sense of a gap between the day-to-day running of the project and its strategic management. The other management issue is the reliance on John Kelly as visionary and hands-on manager of the project. Without an assistant the project is aware of its dependence on John’s leadership, this became very apparent when John suffered a severe injury and was off work for three months.

Theology and values

The project contains a variety of theological perspectives, not least because not all the volunteers would identify themselves as Christian. Nonetheless there is a strong sense of shared values which has determined the particular ethos of the club. Before looking at this three theological perspectives can be identified:

From the perspective of the church the project can be seen as part of its ongoing commitment to a community oriented ministry. The church has sought to become part of the community, an institution which is on the side of the people, unlike the distrusted local authority. The project takes its place along the youthwork and other initiatives which two small churches have been able to initiate and sustain.

For some of the committed Christians in the project it is an expression of a sense of vocation. This is what God is calling them to do with their lives, is is not just work but a part of who they are as human beings made in the image of God.

Others do not seem to have the same strong sense of vocation but the project does enable them to give practical expression to their Christian spirituality, alongside their other Christian commitments to church and/or community.

I don’t believe that Christianity should be shoved down anybody’s throat ... but being involved in a project like this helps you be a Christian and helps you give voice to your Christianity without going and shouting about it, to do it quietly and privately.

The values of the project certainly draw on these theological perspectives but are inclusive enough to involve those of many different beliefs. Some of the key values of the project can be identified as:

· Being different from local authority provision

It was a recurrent theme that the project was different from other provision for elderly and disabled people in Dundee. Work is not done just because it is a job but out of a sense of commitment to the individuals and with genuine enjoyment and sense of achievement.

· Creating a sense of community and family

The project is a home, not just for clients, but also for workers and volunteers. The language of family was often used to explain the nature of the project and why it was experience so positively.

· Going the extra mile

People are not just content to do their hours and go home but are prepared to work extra hours, helping clients with shopping and putting on social events. This is possible because people find the work enjoyable and the example of John Kelly’s vocational commitment to the project.

· Working as a team for the benefit of clients

Workers and volunteers are prepared to blur the boundaries of their work in order to provide the best possible service to clients.

Outcomes

These can be considered from five perspectives: clients, workers, volunteers, church and Local Authority.

Clients. It is clear that clients receive a good quality service which for many of them has made a real difference to their quality of life. This has enabled a number to make real progress in reintegrating into society

Workers. Under this heading I don’t just include paid workers but also those for whom the project is a stepping stone into gainful work. The use of stepping stone might be somewhat misleading, however, for a number it has become their work, to which they are fully committed. Nonetheless for a number of the workers / volunteers it has become a very positive experience of work which has opened up new horizons.

Volunteers. For others, particularly the retired, the project is simply valuable in itself for the enjoyment the project provides for them and the opportunity to be practically useful.

Church. For two small churches struggling to survive in a difficult environment the project is a practical expression of their sense of mission and a justification for their continuing support from the wider church.

Local Authority. The project has provided a service for 60 vulnerable and isolated people which the Local Authority would not be able to provide off its own back. It is a good example of how voluntary projects are able to give added value for statutory providers looking for value for money.

Looking to the future

The project has clearly moved on from the small, insecure parish project that was first cobbled together with the few thousand pounds left over from the drug and alcohol project. It has become a valued part of the basic provision for elderly and disabled people in east Dundee. There are a number of different ways it could go, below I hypothesize a few:

1. The project becomes entirely separate from the church, both in terms of management and building. It develops other services such as home visiting, laundry and shopping services and becomes a medium sized charity for the whole of Dundee.

2. It moves into a separate building but remains as a church managed project although it becomes incorporated and includes more community and project representatives on the management committee. It consolidates its funding and services but remains an essentially local charity.

3. The project remains on church property, either with exclusive use of the parish church site, or sharing a redeveloped site where it has exclusive use of part of the new building. The management committee becomes more involved with the day-to-day life of the project. The project remains its present size but is more integrally part of the mission of the church.

Exactly which path the project takes is still unclear and it may not follow any of these options but it seems to be committed to statutory funding, yet providing an alternative style of person-centered care within this context. Certainly there is a strong sense of wishing the project to continue into the future and go from ‘strength to strength’, yet retain the sense of community and family.

Summary and assessment

Mid-Craigie parish project raises the following issues

The relationship between the church and its project

There is some tension in the relationship between church and project

The church would see the parish project as very much part of their mission. I’m not sure its always seen that way by the staff and volunteers of the project, sometimes they see the church as interfering, or as their project. .... Its the church that says you can’t smoke in the big hall, that you have to clear everything away because others use the building. It’s the church that says no you can’t apply for a Lottery grant

The project is still part of the church and most managers are drawn from the church rather than people directly involved in the project, thus there is a difference in perspective between church and project. The relationship is a complicated one, even amongst those directly involved in the project - some would like to see the link with the church completely severed, but for others it is important.

The importance of research and long-term commitment

The project was rooted in a comprehensive piece of research in the locality which gave it an underlying confidence that it was meeting an important local need. The history of the project has shown that the research was accurate and this has enabled it to grow. Also important in its growth has been the long-term commitment of John Kelly and others to the area, this has enabled a network of volunteers to be gathered which has enabled its continued growth.

The role of the social entrepreneur

The project is very much the child of John Kelly. His energy, commitment and professional competence has enabled it to develop to its present state. He would seem to be close to what some people have termed a ‘social entrepreneur’, managing to bring together and inspire local resources so as to provide a quality service.

Retaining distinctive values with statutory funding

The project has managed to be both like and not like statutory services.

There is something about the project that is different. One of the senior Social Services managers said ‘the staff care, this is different from a paid worker in another situation’

It is enough like statutory services in order to satisfy their professional criterion but it is also sufficiently un-alike so that it provides a very different atmosphere and quality of care which gives it added value. It thus gives an example of how projects can retain distinctive values whilst receiving statutory funding.

Projects as communities

What seems to underlie the success of the project is that it has managed to become a community, or as people tend to term it themselves - a family.

It’s retained a family atmosphere. As you walk in it’s not a day centre in terms of statutory day centres where everyone is sitting around the halls looking at each other. Everyone is sitting at tables, John announces every day whose in hospital and whose ill - people are kept informed and know what’s happening with everybody.

It is a community in which everyone is giving and receiving - paid workers, volunteers and clients. This sense of community has created a fierce loyalty amongst those who are involved with the day-to-day work of the project and gives it a sense of permanence and stability.
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