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1. Executive Summary

The Kent Estuary Youth Project is registered with the Charity Commission in the UK as a Charitable Incorporated Organisation (CIO) since 2015, amended 2023: number 1162823. 
Our office address is: Crossview House, 6 The Square, Milnthorpe, Cumbria LA7 7QJ.
We are governed by a board of Trustees drawn from members of our local community. Two permanent staff and sessional workers along with volunteers contribute to the running of the project.  
The catchment area is within the county of Cumbria and with a primary focus on the communities around the Kent Estuary, Milnthorpe, Storth, Levens and Arnside.
Our annual income has varied over the years but is currently around £90k obtained from a variety of sources, including charitable donations, the local community, the local authority, trust funds and other charitable institutions. 

Purpose:
To signpost young people (YP) into positive activities that lead them to becoming good members of society and that guides them away from high-risk and anti-social activities. 

Mission: 
To provide safe, open-to-all facilities for young people in our catchment area to improve their quality of life, sense of purpose and to develop essential life skills.

Principal aim:
To continue with the current projects and identify new opportunities and funding that fulfils our charitable objects.

Our charitable objects:
As a CIO, we operate within the county of Cumbria. With a primary focus on the communities in and around the Kent estuary We help young people to advance in life through:
1. Providing recreational and leisure time activities in the interest of social welfare, designed to improve young peoples’ conditions of life
2. Providing support and activities which develop young people’s skills, capacities and capabilities (physical, mental and spiritual) to enable them to participate in society as mature and responsible individuals.
3. Assisting young people to find security, purpose and fulfilment in their lives.

Current funding:
Income:
Income for 2025 was around £90k secured through trust funding and grants.
Trusts included: Frieda Scott, Hadfield, Maurice and Hilda Laing, Garfield Weston, Francis Scott.
Grants: Pure leisure, Methodist Church, Police property fund, Westmoreland and Furness Council. 






Expenditure:
Expenditure for 2025 was £115k.

Historically some young people elected to have a voluntary weekly subscription. The clubs are encouraged to carry out activities that raise some, these have provided modest additional income compared to the overall cost.
The Trustees have decided to appeal to parents of young people in the clubs in two of the villages to contribute a regular subscription on a term basis. The appeal is also looking for an increase pool of voluntary support to help limit the cost of additional sessional staff when the club numbers rise. The need to expand this approach to other clubs will be considered at a later date and will depend on the trust financial position and the response from parents.

Governance:
Trustees accept a specific area of responsibility for a 3-year term. After 9 years Trustees resign but may rejoin a year later, if agreed by the committee. 
The designated areas of responsibility for trustees are, Chairman, Treasurer, Secretary, 
Operations Manager, Safeguarding Lead, Fund Raising Lead and Volunteer Manager. 
We employ the services of a professional accountant.

2.    Current Organisation
We employ a part-time Administration Manager and a trainee member of staff learning both youth work and administration, they are due to complete their youth work qualification in December 2027. We also have fully qualified sessional staff who lead and support the clubs alongside the permanent trainee. 

Operational work:
Kent Estuary Youth Project (KEY) provide a range of youth work projects in Milnthorpe (Cumbria) and the surrounding villages. Projects are provided in the community though a youth clubs, social action projects and some holiday activities. 
Each KEY project is led by a appropriately qualified worker, with support of other staff as needed a part-time trainee youth worker and Bank Staff as needed, and volunteers. All have skills to engage with, and support 11-25year olds to create a youth led programme. This programme is supported by the workers who facilitates YPs learning and development through activities. All our activities and management are supported by our part-time administration manager. 
Activities are primarily focussed on secondary school age, but we also build connections to engage with year 6s as part of the transition from primary to secondary school and provide on-going support for young adults aged from 19 to 25 years who are not yet ready to move to other social activities and often have additional needs or are care leavers.. 
The youth worker’s brief is to build relationships with YP which helps them develop essential life skills and build resilience.
For our detailed services, see Appendix One 






3.   Business analysis
SWOT analysis: (Appendix 2)
We carried out a SWOT analysis to examine our strengths and weaknesses, identify the opportunities that will enhance KEY while making sure that all threats are reduced or turned into opportunities where applicable. Therefore, changing weaknesses into strengths and threats into opportunities using this TOWS process in our business plans. To make realistic financial decisions, we will include costs of national insurance increases, sessional work contracts and the minimum wage when applying for funding. 


PESTEL analysis: (Appendix 2)
A Political, Economic, Social, Technological, Environmental and Legal analysis enabled us to identify realistic objectives that take account of all these factors which may affect the current business environment. 
  
4. Strategic Vision 2026 to 2028:
Aim for the next three years is to:
Build on our existing trustees and provide projects which meet the needs of young people in and around our catchment area, taking a proactive approach rather than reactive.

5. Objectives for three years (2026 to 2028)
i. Ensure we understand the needs of YP and plan programmes that meet these needs.
ii. Undertake a cost analysis for projects that include start-up, running, apportionment and evaluation costs. 
iii. Increase the number of trustees and recruit staff, youth workers and volunteers relevant to the needs of YP and the number of projects, 
iv. Build further relationship with local businesses and identify new funding streams.
v. Acquire realistic funding for current and future projects. 
vi. Develop a marketing plan that promotes KEY in local communities.  
Objectives are specified and quantified in appendix 3.

6.    Financial Plan:
Expenditure for 2025 was around £115k. However, due to changing circumstances our budget for 2026 has been set at £91k. To meet our objectives for the three year plan our income must increase proportionately. 
For each year a three percent increase is added to the cost of projects. For 2027 our current projects will increase to circa £94k 	

These figures may be adjusted depending on funding streams and needs of individual projects. Annual running costs must be covered in all projects to show the total income needed for each year, plus three percent. 	





7.  Marketing Plan
Our marketing plan includes market analysis and the four components: the product, the price, the place and promotion. 
Product:
Our product is our reputation as a voluntary organisation in providing projects which improve YPs quality of life, sense of purpose and to develop essential life skills.
Our plan is to:
a) identify the needs of young people and develop projects that meet these needs
b) provide projects that attract the maximum numbers of attendance. 
c) encompass quality assurance and fit for purpose in all projects. 

Price:
We will develop a pricing strategy that considers the current market, inflation over the three years and are realistically funded. Although prices fluctuate, we will continue to obtain funds so that we effectively and efficiently operate as a voluntary organisation in accordance with our objects. That our projects are realistically priced, are value for money and they attract funding from organisations. 

Place:
Operating in Milthorpe and around villages is an advantage as we know the local area and what projects YP need and attend. 

Promotion:
We aim to promote our organization so that we attract continued or additional support from our current funders and attract new funding streams.  
To ensure that we have sufficient and effective members of the committee we have developed a succession plan to attract new members with specific knowledge and experience.   
Our plan for promoting projects is to continue with our existing processes where youth workers engage with YP and the local communities. This enables us to identify gaps in youth services and promote specific projects to meet needs. 
This has proven to be successful in the 4 villages currently served. 

OPERATION PROCESSES:
8.    Operational Plan
All operations will be managed through the monthly Operations Group meeting from which we produce an annual plan headed by the Operations Manager Trustee.
Each operation is the responsibility of a lead worker supported by other staff and volunteers. Reports on activities are produced quarterly and reviewed by the trustees. This process will continue as it has proved to be an effective method for our organisation. 
 Management Team and Employees
We currently have 6 members on our Board of Trustees. 
The current employees are:
One Trainee Youth & Admin. Worker
One Part-time Admin. Worker
Six Sessional Workers on contract
Two self-employed Sessional Workers.



9.       The 3 Year Operational Activities
1) To increase our number of trustees.
2) To secure funding commitments on a long-term basis and to seek out new funding.
3) To introduce an effective ‘outcomes’ monitoring system.
4) Ensure we are using the most appropriate venues available for our club activities
5) To increase the positive interaction levels of our youth groups with the communities.
6) Analyse and develop in line with both Central and Local Government provision and support
7) Enable our staff’s Professional Development programme.








































APPENDICES

Appendix One:

Our Services
We provide Youth Clubs in four villages around the Kent Estuary. In each village where we have established clubs, prior to starting the clubs our Youth Workers met with the young people at the schools and in the village perhaps on the streets in the evening and discussing with them the idea of starting a Youth Club within their village. We also spoke to various stakeholders in the local community Whilst inevitably we have not had a unanimously positive response, the general response validated the setting up of the club.
KEY’S current activities are: 	
· A weekly Junior Youth Café in Milnthorpe 
· An intermediate Youth Club in Milnthorpe 
· Two weekly Youth Clubs (Senior & Junior) in Arnside 
· A Junior Youth Club in Storth
· A Junior Youth club in Levens
· A transitional club, the Moving on Generation Group for year 12 young people to young adults up to the age of 25
· Sports/fun trips & additional sessions where funds permit.. 
· Engagement with the local Mothers Union for crafts development 
· Other initiatives such as attendance at fetes and fayres to fundraise and raise the profile of the organisation.

All our clubs run on the same evening each week during term time, with the Moving on Generation Group running during some holidays. We run some other activities during school holidays.
At all times the young people are involved in deciding what activities to engage with (within the range that we are able to offer).

















Appendix two:
SWOT

	Strengths:
1. Established local organisation.
2. Income to matched projects (£90k/PA)
3. Registered with the UK Charity Commission and as a CIO
4. No specific competitors 
5. Enthusiastic trustees, staff, and volunteers with vision for the future
6. Sound charitable objects
7. Previous grant funded projects.
8. Involvement with local partnerships and Councils.



	Weaknesses:
1: Business planning, analysis and 
    sustainability 
2: Potential lack of long-term sustainability 
    for the project
3: Dependent on charitable donations from  
    local businesses, Trusts and grants  
4: Insufficient funding for future projects
5: Ineffective opportunistic income strands 
6: Limited business marketing knowledge
7: Continued need to look at staffing
8: Insufficient volunteer support 



	Opportunities: 
1: Partnerships/alliances with businesses for 
   Funding. 
2: Establish increase in links with grant 
    making trusts 
3: Larger scale projects for advancement 
    into other geographical areas. 
4: Partnerships with organisations with 
    similar projects
7: Networking 
8: Publication of projects in local areas
9: Government Youth Strategy

	Threats: 
1: Current economic climate with less 
    disposable income to donate
2: Funding from businesses; business 
     closing
3: Competitors: public and other voluntary
    organisations
4: Venues/providers’ costs 
6: Insurance costs
7: Reduced funding from Local Council
8: Legislation/Government policy




From this SWOT analysis, a TOWS analysis can be undertaken so that threats are changed into opportunities and weakness into strengths where possible. 

PESTEL: (Political, Economic, Social, Technological, Environmental and Legal)

	Political:

	Charity commission legislation 
Government legislation
Wages and contracts legislation
VAT 
Conflict (wars)

	Economic:
	Recession/inflation
World catastrophises
Reduced capacity for funding

	Social:
	Cultural issues/recruitment: staff, volunteers, and target group
Diversity: black, ethnic, cultural, religious, and other minority groups 
Education & training

	Technological: 
	Communications
Changes and diversity
Research and data collection 
IT, social media

	Environmental:
	Climate and weather patterns
Legislation
Disasters
Local Authorities

	Legal:
	Safeguarding
Data collection and storage
GDPR
Charity Commission
Health & safety (risk assessments)



Although this is generally used for marketing purposes, elements of this can be used when considering how some of these factors could/would affect the recruitment, funding and sustainability of the project and the organisation.








































Appendix three:
	
Objective 1: Ensure we understand the needs of YP and plan programmes to meet these needs.

	Personnel involved:

	Staff and Trustees

	Key Activities

	Consultation with Young People involved in the projects.

	Critical factors that may affect objective:

	Lack of funding to meet the needs.

	Success factors:

	More targeted activities.

	Outcome measures

	Increased numbers participating in our clubs



	
Objective 2: Undertake a cost analysis for projects that include start-up, running, apportionment and evaluation costs. 

	Personnel involved:

	Trustees

	Key Activities

	Budgeting

	Critical factors that may affect objective:

	Lack of knowledge on actual costs involved

	Success factors:

	Expenditure matches income

	Outcome measures

	              Acquired timely and appropriate funds for the project



	
Objective 3: Increase the number of trustees to nine and recruit staff, youth workers and volunteers relevant to the number of projects


	Personnel involved:

	Trustees

	Key Activities

	Recruiting relevant trustees and identify suitably qualified staff

	Critical factors that may affect objective:

	Difficulties in recruiting trustees and staff

	Success factors:

	Nine Trustees and projects fully staffed with suitably qualified staff

	Outcome measures

	              More Trustees, projects and staff






	
Objective 4: Build further relationship with local businesses and identify new funding streams.

	Personnel involved:

	Trustees and staff

	Key Activities

	a) Develop short list of potential funders/trusts.
b) Identify which funding source may support the project.
c) Access the funding criteria that matches with the project.
d) Access funding application form online and complete those specific to the components of the project.
e) Meet deadline/cut-off dates for funding applications.

	Critical factors that may affect objective:

	a) Expertise of fundraiser to complete funding applications 
b) Potential funders may not have an open window for applications.
c) Multiple application 
d) Time factors

	Success factors:

	a) Funding application completed on time
b) Positive outcome to funding targets

	Outcome measures

	Acquired timely and appropriate funds for the project




	
Objective 5: Acquire realistic funding for our current and future projects based on our cost analysis.

	Personnel involved:

	Trustees and possible fund raiser

	Key Activities

	Identify new sources of income

	Critical factors that may affect objective:

	Government policies and lack of funding opportunities

	Success factors:

	Current and future projects are fully funded

	Outcome measures

	Acquired timely and appropriate funds for ever project prior to commencement.




	
Objective 6: Develop a marketing plan that promotes KEY in local communities.   

	Personnel involved:

	Trustees, staff, sessional workers and volunteers

	Key Activities

	Develop a marketing plan suitable for KEY activities.

	Critical factors that may affect objective:

	Lack of time or personnel to carry out this promotional work

	Success factors:

	Promoting KEY via personal contacts, social media and participation in local events so that we are better known and recognised as a provider of youth work in the area and to funders

	Outcome measures

	More “hits” on social media and more funding



Compiled by Samantha Ridgway MBA, MEd, BA.
Voluntary Management Consultant. January 2026.
Updated August 2026
2

