
Continuing a long tradition of welcome and friendship 

Structure of CIO and Membership of the Board of Trustees 

Executive Summary 

Sanctuary in Chichester (SiC) has applied to the Charity Commission an application to 
become a Charitable Incorporated Organisation (CIO).  Once this status has been granted 
SiC will need to function in a more co-ordinated and coherent way.  The part played by 
Trustees will change – radically in some ways – and it cannot be taken for granted that 
membership of the Management Committee will simply transfer to membership of the 
Board of Trustees. 

This paper has been written to enable every Committee member to assess carefully what 
practical part they might play in Sanctuary in Chichester as it becomes a CIO, whether it 
be as Trustee or some other valuable area of our work outside of the Board. It is also 
intended to help volunteers and network members assess where and how they can 
best make their personal contribution to SiC’s work. 
  
The work of SiC falls into 9 possible facets 

Each facet is explored in detail in a separate section.  The theme is common.  Each facet 
of work is led and managed by a Trustee. 

Each Management Committee member is asked to consider carefully whether s/he has the 
ability to lead a facet of the work; if so which one fits their interest, ability and current 
experience best.  If not, in which area of the work of SiC might they make their best 
contribution? 

Each SiC supporter is also invited to consider which piece(s) of work they would 
most like to contribute to.  Any supporter not on the Committee who would like to be a 
Trustee is invited to express interest. 
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1. Finance (and General Purposes) 
2. Fund-raising 
3. Befriending and Drop-in (note that these two facets operate separately but with a 

significant degree of overlap so far) 
4. Football and UASC Mentoring 
5. Safeguarding and Volunteering Accreditation 
6. Language Development and Support 
7. Housing and other aspects of accommodation 
8. Liaison with WSCC over such things as ARE clients and Appropriate Adult work 
9. Links with education



Introduction 

There is a need for Sanctuary in Chichester (SiC) to review its structure and its way of 
working in the light of the rapid growth we have generated as an organisation and the fact 
that in the next few weeks we hope to become a CIO (Charitable Incorporated 
Organisation).  All Management Committee Members need to give serious thought to the 
implications of these two factors.  

To ensure the CIO delivers the best results for our refugee and asylum seeker clients, from 
the off, we need to have the best possible leadership structure. I suggest that to achieve 
this we need to ask ourselves – and each other – three key questions: 

1. How do we wish the Board to function? 
2. What do we therefore need by way of Trustees?   
3. Are we, as individuals, suitable to fill those Trustee roles?   1

Possible Leadership Structures 

One option could be to have a Board of Trustees and a Management Committee.  There 
are some constitutional issues with this, but also some questions about the efficacy of 
such an arrangement.  The Trustees individually and severally hold legal liability for a 
CIO’s decisions and actions.  So having two bodies could in essence duplicate the work 
and time that would have to be put in, though effective communication would reduce that 
negative impact. 

Another – I think, better – option would be to have Board of around 10 Trustees, 
comprised of the Chair, the Treasurer and one Hon Secretary plus up to 7 Trustees each 
of whom would lead a team to carry out a facet of SiC’s work.  The three specific functions 
(Chair, Treasurer and Hon Secretary) are a requirement in the eyes of the Charity 
Commission, in addition to which we can have a Vice-Chair but this is not a formal 
requirement. We can also invite non-voting participants as co-optees to attend as 
necessary. This would be really helpful as we have three very strong members of the 
Management Committee who do not want to be Trustees. 

What I imagine is that we might have Committees chaired or led by a Trustee who would in 
practice be the leader of the facet of our work which that Committee manages.  Just as an 
example, Rebecca leads the Fund-Raising (Strategy) Group.  Currently two and 
sometimes three other Management Committee Members take part in this group, but that 
would not be a requirement as such.  Similarly Mary and Su lead the drop-in 
arrangements, and Su has led the development of the Appropriate Adult work.  There are 
further possible examples that will come to mind, but now is the time for us to calculate as 
best we can what the main facets of our work are and who would be the Chair of the group 
that manages them.  Those Chairs would be the Trustees.   2

 The work we do and the need we seek to meet is now so wide that no individual need lack a vital role in 1

the work.  Thus if anyone who has offered to be a Trustee ends up with a different part in SiC – or vice versa 
– no individual need feel any less valued.

 See later for a proposed list of facets to be managed by a Group/Committee and chaired by a Trustee.2
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There are good reasons why the Chair of the Trustees, the Treasurer and the Hon 
Secretary would have the automatic right of attendance at the various group meetings.  
There are also good reasons why a variety of other individuals might be invited to 
meetings of the Trustees.  We will probably want to appoint a Minutes Secretary who is not 
the Hon Secretary of the Board, but a worked example might be helpful. 

As our work expands within even the present framework we shall almost certainly want a 
Finance Committee , Chaired by the person who is formally designated as Treasurer.  If - 3

as is currently her expressed wish - Ruth does not become a Trustee but instead holds the 
title of Finance Officer and continues to manage the day-to-day finances of the CIO, it 
would be impossible for us to function unless she were a member of the Finance 
Committee (or F&GP).  There is no necessary link between the Finance Committee and 
the Fund-Raising Committee but we might want the Chair of Fund-Raising to have the 
right to attend the F&GP, and vice versa.  As everyone is busy it makes no sense to create 
unnecessary work and meeting attendance.  My suggestion would be that the Finance 
Committee (or F&GP) would otherwise have no more than three other members drawn 
from our membership. Bear in mind that if the Chair and Hon Sec elect to attend a meeting 
of F&GP the attendees at the meetings could rise to 8. 

Details of the Structure 

It is difficult to foresee exactly how our work might change and develop but on present 
showing the main headings for which in each case a Committee or Sub-group might be 
needed could be as follows: 

1. Finance (and General Purposes) 

2. Fund-raising 

3. Befriending and Drop-in (note that these two facets operate separately but with a 
significant degree of overlap so far) 

4. Football and UASC Mentoring 

5. Safeguarding and Volunteering Accreditation 

6. Language Development and Support 

7. Housing and other aspects of accommodation 

8. Liaison with WSCC over such things as ARE clients and Appropriate Adult work 

9. Links with Education 

There will need to be a Committee to lead and manage the development of the putative 
International Refugee and Asylum Centre.  Having so far led on behalf of SiC the 

 It might end up becoming a Finance and General Purposes Committee.  Lots of organisations find this a 3

convenient concept for sweeping up bits and bobs as they arise.
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emerging vision and developing network of potential funders and supporters including 
members of the George Bell Group I would expect as Chair to continue to lead on this and 
with agreement from the Board to continue to do so after relinquishing the Chair of the 
Board of Trustees next year. 

It will be obvious to members of the current Committee that there are numerous 
connections and overlaps between the above facets of our work as represented in the 
above 9 headings.  Equally it will not always be obvious which activities will be best placed 
under which headings. 

What should by this point be clear is that all the work of SiC needs to be actively led by a 
Trustee with the involvement of groups of volunteers.   The Board of Trustees co-ordinates 4

and generates coherence among all these activities, and takes full legal responsibility for 
decisions made and all actions decided upon.  In legal terms these decisions and activities 
are not strictly speaking devolved but are delegated subject to ultimate approval by the 
Board. 

Each Trustee leading a field of activity will hold immediate responsibility for day-to-day 
decisions and actions but will report to the Board – periodically in writing (perhaps when a 
significant action needs to be authorised or reported or otherwise once every 6 to 12 
months) and at regular meetings orally. 

Clarity is needed as to what activities would come under which of the 9 headings.  The 
following lists are an initial attempt to generate some clarity but should not be taken as 
final. 

1. Finance (and General Purposes) 

• Oversight of the Income and Expenditure of SiC 
• Monitoring how money is spent 
• Ensuring a good degree of consistency in spending decisions including enunciating 

any critical criteria to guide all spending decisions 
• Authorising expenditure over certain agreed limits 
• Assessing the impact of decisions made by the Board and other committees, 

including value for money 
• Monitoring and reporting patterns of expenditure eg how much is spent each year 

on ARE cases, decorating homes for Syrian families and similar on-going support 
• Ensuring that the money spent relates clearly to the Objects enshrined in the CIO 

Constitution 
• Overseeing the Gift Aid system and any subscription/membership arrangements 

decided upon 
• Ensuring that robust and reliable accounts are presented at various points in the 

year 

 The participants in SiC’s work, whom to date we have referred to as network members, sub-divide into 4

receivers of information, donors, volunteers for general activity including things like fund-raising, and 
accredited volunteers with full safeguarding clearance authorised to have unsupervised access to refugees 
and asylum-seekers, all of whom we class as vulnerable.
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• Arranging for Annual Accounts to be professionally audited and submitted as 
required by the Charity Commission and to the Annual General Meeting 

This list will inevitably cover a number of practical matters (general purposes) and this 
committee may be the recipient of other pieces of business under that heading. 

2. Fund-Raising Strategy 

• Devising a fund-raising response to policy decisions made by the Board – whether 
on the recommendation of another committee or the Board itself 

• Developing an overview – medium and longer term – of how SiC as a whole might 
raise funds  

• Creating and organising fund-raising events and appeals 
• Inviting supporters to hold events to raise funds of the kind we have experienced 

such as concerts, recitals etc. 
• Researching sources of funding such as grant making bodies, lottery applications 

etc. 
• Holding the main responsibility for PR and communications in general, including the 

web-site, social media accounts, displays and such things as greeting card sales  5

• Liaising with other Committees over grant applications and communications 

3. Befriending and Drop-in Sessions 

To date these two areas have been conceived of separately but besides English 
conversation practice the drop-in sessions have largely been a part of the befriending 
process and the team of volunteers who attend the drop-ins – all of whom are expected to 
be Accredited Volunteers – largely pick up on other befriending activities. This Committee 
– led by Mary and/or Su – will: 

• Organise drop-in sessions including ensuring that there is adequate coverage by 
volunteers on a rota 

• Ensure a register of all attendees is kept and monitored 
• Organise events and activities of a social nature that will encourage befriending and 

a sense of belonging by those refugees and asylum-seekers who attend 
• Oversee a cooking rota for Mondays that will encourage contributions that are as 

widely representative as possible – from volunteers (across the gender divide) as 
well as clients 

• Liaise with WSCC staff responsible for the provision of statutory services to 
refugees 

• Liaise with the Committee to oversee the Language Development and Support 
programme 

• Keep an eye on the slightly more irregular needs of individuals and families and 
ensure support is available to meet these needs 

• Ensure that the safeguarding and volunteering policies of Sanctuary in Chichester 
are meticulously observed both at drop-ins and at other events and activities 

 There are some delicate issues relating to press releases and similar matters, which can relate to any 5

aspects of the work described and structured in this document.  To date these have largely been fielded by 
the Chair but we may want to identify a Press Officer who will act on behalf of SiC.  The Press Officer might 
be a member of this Committee.
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• Provide safeguarding and supervision for any volunteers who are under 18 as well 
as any other supervision that might be required 

4. Football and UASC Mentoring 

These two headings are linked under the same Committee aegis because the purpose of 
the Football Project is much wider than simply training for and playing football matches.  It 
covers a range of social and personal development aspirations many of which will grow 
from participation in the football, but it does not cover work with youngsters who are 
Appeal Rights Exhausted.  Nevertheless there will be overlap between this facet of the 
work and other aspirations we have for integrating young people into home society.  There 
will also be overlap with the Fund-Raising Committee and possibly with F&GP.  It will be 
helpful if there is thus some overlap in membership of the Committees. This group will: 

• Liaise with Personal Advisors/Social Workers for UASC clients who come to the 
football sessions, and with the Head of Service and Team Leaders of the Leaving 
Care Service of WSCC 

• Develop and operate in partnership with Chichester University Sports Department 
• Involve the UASC members in the project in aspects of decision-making 
• Develop, implement and monitor the agreed code of conduct 
• In conjunction with Chichester University organise matches and training sessions 
• Monitor levels of participation by young refugees in training and matches 
• Maintain a database of relevant and necessary details of the young people involved 
• Acquire, maintain, store, and record kit purchased for individual players on the 

project 
• Monitor and account for the significant level of expenditure involved including 

money donated by grant-making trusts 
• Work with the Fund-raising group to ensure there is sufficient income from a variety 

of grant-making sources and sports organisations to maintain a sustainable 
programme over the medium term 

• Work with a nominated press officer to manage sensitively and effectively the 
publicity that may generate appropriate levels of support for this work 

• Build a team of volunteers to support the work effectively – covering first aid, 
refreshments, kit management, administration etc. 

• Ensure that track is kept of kit and other items purchased for this activity by SiC 
• Develop and implement ideas including possible incentives to generate consistent 

involvement by individual young people 
• Link with other departments in the University to build a wide range of opportunities 

and aspirations for the participants including access to University and other 
educational opportunities 

• Build a team of befrienders/mentors (and offer training needed) for regular 
participants  

It is possible that from funds we have acquired or may raise in the future we might appoint 
someone to work as an admin assistant for perhaps 4 or 5 hours a week to assist with 
organisational and administrative work. 
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5. Safeguarding and Volunteer Accreditation 

The purpose of this team is to ensure that the Safeguarding and Volunteering Policies of 
SiC are maintained and implemented meticulously.  We have a Designated Safeguard 
Lead.  This function is currently shared by two people; it would be sufficient to have a 
single Trustee holding this position with others in the team assisting with the following.) 

The team will: 

• Ensure that relevant policies are regularly reviewed 
• Receive applications and other relevant information from everyone who wishes to 

have face-to-face contact with refugees and asylum seekers through SiC – 
including at the drop-ins 

• Ensure all applicants are interviewed and that references are pursued 
• Decide whether applicants are fit and proper persons to work unsupervised with 

refugees and asylum seekers 
• Organise any training – eg in Prevent issues – decided upon by the DSL or 

requested by volunteers and ensure that it is delivered to a high standard 
• Issue licences to accredited volunteers 
• Ensure that a secure database of accredited volunteers is maintained 
• Deal with any breaches of policy with the support of the Chair of the Board of 

Trustees 
• Develop policy and practice with regard to any supervision needed of volunteers 

who may themselves be minors to ensure that they too are safeguarded 
• Present periodic reports on the register of accredited volunteers and report to the 

Board on significant  issues as they arise 6

• Liaise from time-to-time with team leaders for other facets of the work to monitor 
practice across the whole of SiC’s work so as to be able to report to the Board/
Membership annually 

Currently 3 or 4 members of Committee (Board) assist with the interviewing of volunteers.  
This reflected the initial surge of volunteer numbers and the introduction of policy after 
practical activities had already developed.  In future there is not likely to be a fresh surge 
but it would still be helpful if a team of 3 or 4 people were to continue to be available who 
would report to the DSL on work – such as interviews – that they undertake. 

6.  Language Development and Support 

This work has assumed much greater importance as a facet of SiC’s activity as time has 
gone on, not least because the entitlement spelled out by the Home Office for refugees 
arriving under the Syrian Vulnerable Persons Resettlement Scheme (SVPRS) has not 
been delivered. 

Integration – including employment – cannot be effective without a reasonably good grasp 
of English. 

 An issue would count as significant if it could require any re-consideration of a point of policy. 6
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This team has the benefit of the fact that a good number of volunteers have offered skills 
and experience in ESOL, but we still need to develop further and refine what we do and 
how it is co-ordinated in this field.  This team will: 

• Develop an emerging record of the language needs of Syrian refugees 
• Liaise with Aspire and any subsequent contractor recruited by the County Council to 

deliver this work 
• Liaise with the County Council regarding SiC’s language provision, including 

attending occasional WSCC meetings 
• Acquire teaching and learning materials suitable to the various levels of need 
• Organise structured language teaching sessions for all refugees willing to engage 

regularly 
• Liaise with other teams to organise social events which might be linked to particular 

language themes eg a visit to the beach, a walk in the woods etc so as to help 
refugees capitalise on the experiential learning opportunities 

7. Housing and Accommodation 

Although our achievements to date in this field could be described as modest they are of 
huge significance.  We have ‘housed’ one Syrian family, helped negotiate one supported 
lodging and have found homes for two refugees who are over 21 and are Appeal Rights 
Exhausted on their first claim.  This has only been possible because of a very substantial 
amount of work on the part of many volunteers and great generosity on the part of donors 
and those who have welcomed our two ARE clients into their homes. 

The work needed in this field is: 

• Liaise with the County and District Councils to identify property 
• Redecorate and furnish property identified – a task for considerable numbers of 

people and involving a substantial co-ordination function 
• Find other privately rented property where possible (which could involve subsidising 

rents) 
• Recruit people willing to welcome into their homes a single refugee – who might be 

classed as UASC, support host and guest in negotiating this and in meeting any on-
going needs 

• Raise money to support hosts of ARE clients 
• Fund an allowance for ARE clients to enable them to meet daily needs [A person 

who is ARE may take around 2 years to get to a decision on a second claim] 
• Organise activity to help ARE clients integrate into the community and support SiC 
• Befriend such clients (Syrian, UASC and ARE) (see para 3 above) 
• Help them learn the language (see para 6 above) 
• Where possible help them find work (NB ARE clients are not allowed to be in 

employment – the penalties for employer and employee are stiff) 
• Explore the possibilities of a House in Multiple Occupation (see section below on 

IRAC)  

This is potentially the most demanding feature of our work and needs creative and 
energetic leadership of a robust and reliable team. 
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8.  Liaison with WSCC (eg over ARE clients and Appropriate Adult work) 

Much of our work involves partnering with West Sussex County Council.  These two areas 
of activity are developing largely at the request of WSCC.  Supporting a person who is 
ARE on their first claim but is unlikely to be deported – for a variety of reasons – is mostly 
about finding accommodation for an extended period and providing a basic level of 
financial support.  It is clear that this connects with items in paras 3 & 7 above and it is 
possible that the Trustee responsible for one of those two pieces of work might add this to 
their field of responsibility but have the support of at least a small group formed for that 
specific purpose.  It involves:  

• Finding accommodation 
• Liaising with WSCC officials and the relevant Personal Assistant/Social Worker 
• Arranging a friendly contact/mentor for the client 
• Arranging a ‘friend’ for the host who will be available to chew over issues that could 

arise 
• Agreeing with the Treasurer or Finance Officer the mechanism for making regular 

payments of an allowance as agreed with the Board  
• Generating occasional support for the client who is most likely to be making a fresh 

asylum claim 

We now have a small group of Appropriate Adults (AAs) who have received some initial 
training.  An AA may be needed to accompany a young asylum seeker to things like Age 
Assessments and interviews at the Home Office. The function is that of friend rather than 
advocate.  The Trustee who leads this work will: 

• Occasionally recruit new volunteers for this work 
• Ensure that basic training is provided  
• Liaise with a nominated person in WSCC to top up training  
• Ensure contact can be made between WSCC and SiC when an AA is needed 
• Keep some record of our work 
• Collate information about issues as they arise 
• Arrange for insights and experiences to be shared within the necessary confines of 

confidentiality 
• Pursue practical issues like travel expenses as necessary 

9. Links with education 

Over time we have gradually grown some links with education.  Some of it has been 
secondary to other aspects of the work eg the Football Project and the links we have 
developed with Chichester College and more importantly the University of Chichester.  
Other developments have been specifically targeted like the Schools’ Poster Competition 
for Refugee Week which gained us a toehold in a small number of schools. 

Our work with refugees and asylum seekers takes place against a backdrop of ethical, 
economic, social and political contexts.  The fact that we can have 68 Million refugees in 
the world while nations build razor wire fences and walls to keep them out is but one facet 
of the worrying if not dangerous times in which we live.  The future belongs to our children 
and grand-children and it is incumbent on us to help children and young people to 
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understand more of what is going on in the world, what part they can play in showing care 
and compassion to refugees and bolster the sense that compassion and humanity are 
basically indivisible. 

This team could: 

• Establish the place of the poster competition in the range of educational activities 
around National Refugee Week 

• Explore – perhaps with help from the Rural Refugee Network – the development of 
assembly materials and stories 

• Begin to build a network of schools who might be interested in holding the title 
“Schools of Sanctuary” 

• Develop links with Chichester College 
• Support the partnership with the University of Chichester 

International Refugee and Asylum Centre 

A glance at the list of 9 areas of activity above will reveal that a centre which might house 
6 to 8 young refugees including a number who are Appeal Rights Exhausted, falls within 
several of our major aspirations.  An opportunity appears possible to acquire and develop 
such a centre and to include in it a base for our drop-in work, our language support and 
the co-ordination of our other activities. 

This possible opportunity is being actively explored and will need one Trustee (possibly the 
current Chair) as a minimum to lead the exploration, to chart the negotiations with funders 
and other partners and to liaise with all parties who might become stakeholders in this 
complex major development.  It is the subject of separate papers but is featured here 
because this paper sets out what it is for which the Board of Trustees of Sanctuary in 
Chichester will be taking responsibility. 

Trustees 

Each Trustee will need to be able to develop significant levels of knowledge of at least one 
of the areas and be able to show capacity and capability to lead and act as manager for it.  
The function of leadership will be to facilitate and co-ordinate activity within their area.  

No assumption is made that every current member of the Management Committee will 
have the management and leadership abilities required to undertake this function – 
especially in the light of the content of this paper.  It has been written to enable every 
member to assess carefully what practical part they might play in Sanctuary in Chichester 
as it becomes a CIO, whether it be as Trustee or some other valuable part outside of the 
Board. 
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