Minimising the Risk in EAUC Activities

To meet the needs of the EAUC and to take advantage of the current focus on sustainable development, at the 2005 AGM EAUC members overwhelmingly endorsed a proposal to:

· Improve and extend existing services, and 

· Develop a range of new services.

The resolution was passed subject to a satisfactory risk analysis statement of the options presented in the Business Plan.  *

It was an appreciation of the high risks associated with the EAUC current structure and resource limitations, and a desire to reduce these, which led to the writing of the Business Plan. This document outlines an analysis of the risks subsequently identified with that Business Plan.

The EAUC fully recognises that all organisations face increasing demands for better corporate governance. An essential element of any framework for corporate governance is an effective approach to risk management.  Universities, colleges and organisations such as the EAUC have for a long time managed risk successfully, pursuing greater entrepreneurship and exploiting new opportunities, while at the same time protecting their reputation and long-term financial viability.

The EAUC defines risk as

‘the threat or possibility that an action or event will adversely affect the organisation’s ability to achieve its objectives’

Risks associated with the Business Plan proposals are:

1. Failure to retain/increase members

2. Failure to recruit commercial members

3. Failure to meet business plan income targets

4. Failure to meet business plan membership services targets

5. Failure to attract quality staff

6. Failure to manage the business 

7. Failure to maximise the potential offered by increased Government, funding council and institutional interest in sustainability

Using the two main parameters for assessing risk,

a. Impact – how significant might the consequences be?

b. likelihood – how likely is it to happen?  

These can be rated on a scale and plotted graphically as shown in Figure 1
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* For a copy of the Business Plan go to www.eauc.org.uk

Table 1 shows the risks facing the association currently (Summer 2005) As previously stated, it is important to recognise the higher risks inherent in the EAUC choosing to continue to provide services and products within current structural and resource limitations.  These have been identified and rated in Table 1.

Table 1

	Risk
	Rating
	Contributing Factors

	1. Failure to retain/increase members
	A
	· Executive unable to put time into recruitment and retention of members

· Members no longer seeing value for money

· Members perceiving Association as amateur and capacity limited

· Limited marketing skills and other resources

	2. Failure to maintain income
	A
	· Falling membership

· Limited non-sustainable routes for funding (one off grants – e.g. Council for Environmental Education)

· Members no longer seeing value for money

· LGM or other organisations attracting interest and money from current and potential members

	3. Failure to attract willing members of the Executive
	A
	· Current members exhausted

· Unrealistic demands on volunteers 

	4. Failure to retain/attract quality part time Administrator
	A
	· Insecure part time role

· No role progression

	5. Inadequate financial /business management
	A
	· Association dependant on appropriately skilled people volunteering

· Limited finance reserves to buy in professional advice, accounts software and project/management systems

	6. Failure to maximise the potential offered by increased Government, funding council and institutional interest in sustainability
	A
	· Low expectation, low output trap from funding councils and Government Departments

· EAUC not seen as a safe organisation to put resources into.




Table 2 identifies the risk identified within the Business Plan, rates them and outlines Mitigating Actions required to manage the risks.  The final column outlines progress to date.

Table 2

	Risk
	Rating
	Contributing Factors
	Mitigating Actions
	Outcome to date

	1. Failure to retain/increase members
	B
	· Fail to secure member support for Business   Plan
	Get AGM support for Business Plan
	Achieved

	
	
	·  Fee not perceived as value for money
	Keep members aware of progress and  services/products available
	Regular e-news and earth newsletter with updates to all members. Improved Membership Pack with a guide to all EAUC services/products

	
	
	· No marketing strategy 
	Write Marketing Strategy
	First draft written.  first actions under taken - marketing literature, presence at sustainable development conferences

	
	
	· Limited marketing experience
	Recruit staff with marketing experience
	Achieved

	2. Failure to recruit commercial members
	B
	·  Companies unaware of EAUC
	Write Marketing Strategy
	First Draft Written

	
	
	· 
	Market membership benefits professionally and sufficiently
	Currently 15 commercial members have or are in the process of joining with all the conference exhibition spaces being booked up within a month.  Recruitment and Conference marketing material professionally designed

	
	
	· Fee not perceived as value for money
	Test out commercial reception to proposed membership package
	Positive response from companies on value of membership and conference exhibiting

	
	
	·  Traditional emphasis on FHE members services
	Ensure Action Plan prioritises time to invest in establishing this new member area
	Action Plan written, agreed with Convenor and reviewed very regularly.  

	
	
	·  Inexperience of staff in commercial contact
	Recruit staff with business/commercial training and experience
	Achieved.  

	3. Failure to meet business plan income targets
	B
	·  Inexperience of income generation from new sources
	Review proposed budget to ensure rigour and scope for development
	 Budget agreed.

	
	
	· 
	Ensure Action Plan prioritises time to invest in establishing this new member area
	Action Plan written, agreed with Convenor and reviewed very regularly.  

	
	
	· Inexperience of staff in commercial matters
	 Ensure action plan written with clear priorities
	 Action Plan written, agreed with Convenor and reviewed very regularly.  

	
	
	· 
	Recruit staff with business/commercial training and experience
	Achieved.

	
	
	· Conflicting demands on staff time
	Ensure Action Plan prioritises time to invest in establishing this new member area
	Action Plan written, agreed with Convenor and reviewed very regularly.  

	
	
	·  Lack of resources for development process
	Identify all sources of support 
	Entered a partnership with the HEEPI project to build EAUC capacity and access their resources.

	
	
	· Over-reliance on FHE membership fee  funding
	Ensure Action Plan prioritises time to invest in establishing new member areas
	Action Plan written, agreed with Convenor and reviewed very regularly.  Increased sponsorship and project grant income

	
	
	· Failure to ensure adequate cash flow for continued operation of EAUC
	build surplus, close control on expenditure & income
	New financial management system and model for the year, close monitoring.

	
	
	· Failure to ensure income exceeds or meets expenditure
	Increased membership fees and sponsorship income
	progress achieved

	4. Failure to meet business plan membership services targets 
	B
	· Failure to meet services set out in business plan
	Develop delivery action plan 
	Action plan produced and regularly reviewed

	
	
	· Failure to obtain necessary resources (funding and expertise) for service provision 
	Identify potential funding sources 
	Specific funding streams identified, e.g. HEEPI partnership, DEFRA funding

	
	
	· failure to develop services in response to changing FHE environment
	Executive and staff to review membership requirements
	Executive and Staff identified  changes in legislation as being driver for new services, e.g. Hazardous waste briefing note and seminar.

	5. Failure to attract quality staff
	B
	·  Limited/inadequate recruitment drive
	Use an established sector recruitment specialist
	University of Gloucestershire Personnel Dept used to successfully recruit quality staff.

	
	
	·  Inadequate salary, benefits package and potentially a temporary contract
	Identify sector partner to offer more attractive, secure and permanent contracts
	The partnership with University of Gloucestershire has allowed us to offer secure permanent posts with excellent staff development opportunities.  This resulted in very strong applications and excellent quality staff.

	
	
	·  Limited Staff Development Package
	Offer strong staff development package
	Excellent Staff development package on offer in our partnership with University of Gloucestershire.

	6. Failure to Manage the Business


	B
	· Untrained /inexperienced staff
	Appropriate job/person specification written
	Achieved. New finance system in place with finance and management procedures written.   Budget and budget reporting agreedExcellent Staff development package on offer in our partnership with University of Gloucestershire.

	
	
	· 
	Action plan written and agreed with Executive regularly, establishing clear priorities 
	Action Plan written, agreed with Convenor and reviewed very regularly.  Strong lines of communication and role demarcation being established between staff and the Executive.  

	
	
	· Weak organisational structure, systems, procedure and controls
	Clear lines of reporting and responsibility
	Achieved. 

	
	
	·  Poor project management
	Adequate staff development 
	Excellent Staff development package on offer in our partnership with University of Gloucestershire.

	
	
	· 
	Consider Project Management software purchase
	In dialogue regarding this currently with University of Gloucestershire and Nottingham Trent University

	
	
	·  Lack of supervision/support from Executive at early stages
	Adequate action planning and progress reviewing between staff and Executive
	Action Plan written, agreed with Convenor and reviewed very regularly.  Strong lines of communication and role demarcation being established between staff and the Executive.  

	
	
	·  Failure to comply with statutory requirements
	Training for staff and Executive
	Identified

	
	
	· 
	Information Pack for Directors and Trustees
	First Draft prepared

	
	
	·  Lack of contingency / Risk planning
	Secure services of financial advisor and auditor
	Auditor identified and year 1 audit process completed satisfactorily

	
	
	· 
	Put Business Plan through a risk assessment exercise
	Achieved in this document

	
	
	· 
	Identify unrestricted fund reserve
	Fund in Bank Savings Account

	
	
	·  Lack of insurance 
	 Secure insurance
	Insurance cover in place.

	7.  Failure to maximise the potential offered by increased govt, funding council and institutional interest in sustainability


	A
	·   Untrained / inexperienced staff
	Appropriate job/person specification written
	Achieved.

	
	
	· 
	Action plan written and agreed with Executive regularly, establishing clear priorities
	Action Plan written, agreed with Convenor and reviewed very regularly.  Strong lines of communication and role demarcation being established between staff and the Executive.  

	
	
	· Failure to obtain funding
	Obtain funding opportunities as appropriate
	Defra Climate Challenge Funding applied by 31 March 2006

	
	
	· Failure to remain up to date in the sector 
	Involvement  with funding councils and  member of steering groups within the sector
	Close relationships with HEFCE and LSC. Member of HEEPI Steering Group, Regional ESD Group, EcoCampus Steering Group.  Development of LGM Fund bids.


Conclusion

Having put the Business Plan through a risk analysis, it is clear that this option presents a significantly reduced exposure to risk than continuing on a voluntary basis with very reduced capacity.  The Business Plan route offers members considerable confidence that the EAUC will be in a position to support then, represent them and meet their increasing needs for the life of this Business Plan.

The EAUC has increased service provision to members including more information guides, seminars and self help/tutored projects, secured financial stability through a combination of increased institutional and commercial membership, revised membership fee structures, sponsorship and grant income, developed supportive partnerships with organisations such as HEFCE and HEEPI. All delivered through the recruitment of a highly professional team of staff, who are driving the business plan forward.
Figure 1. Graph representing risk assessment 
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