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Support in a crisis
The purpose of this paper is to outline the circumstances in which NAVCA will intervene to assist a member organisation in crisis, and offer guidelines for any intervention.

NAVCA supports the ongoing development of its members in many ways, from thematic networks to good practice guidance. These small interventions are part of the custom and practice of NAVCA’s relationship with its members and are rarely controversial. This paper considers NAVCA’s role in more challenging situations, where the existence of the local infrastructure organisation (LIO) may be under threat. These crises are generally unpredictable and can arise in member organisations that do not already have a close working relationship with NAVCA.

Principles
· NAVCA does not have the right to intervene in the running of a member organisation. The exception to this is where the organisation holds the NAVCA Quality Award; NAVCA’s Trustees reserve the right to withdraw the Award under certain circumstances.
· NAVCA aims to provide support to members in difficulty as early as possible, to prevent crises developing.

· The member organisation does not have the right to demand an intervention by NAVCA.

· NAVCA will only intervene with the agreement of the Chief Officer or Chair of the LIO, unless the long-term sustainability of local infrastructure support for the voluntary and community sector is at stake.

· NAVCA will only intervene where it feels it can make a positive contribution.

Who can request an intervention?
· NAVCA generally takes the view that the Chair and Board of Trustees are the “owners” of the LIO, so the request must usually be sanctioned by the Chair. 

· In a situation where the Chair or the Board is embroiled in the crisis, the Chief Officer may request NAVCA’S assistance, but NAVCA will also seek to involve the Chair or his/her appointed Trustee at the earliest possible point.

· Depending on the nature of the crisis, other staff members will sometimes approach NAVCA for help. NAVCA cannot intervene without the agreement of the Chief Officer or Chair, but may offer advice to the staff member. If NAVCA subsequently contacts the Chief Officer or Chair to discuss the problem, we will endeavour to ensure that the staff member’s confidentiality is protected, unless the staff member agrees otherwise. We will not advise a staff member on a matter related to her/his contract of employment or terms and conditions of service, including grievance and disciplinary matters. 

· External stakeholders, such as local authority officers or neighbouring LIO, may raise concerns with NAVCA. Such approaches will be handled in the same way as for staff members, unless it is clear that the future sustainability of local infrastructure is at stake; for example, if the local authority is threatening to withdraw funding from the LIO and refuses to communicate with the organisation directly. In this case, NAVCA may agree an intervention without immediate reference to the Chief Officer or Chair; for example, we may agree to meet with local authority representatives to discuss the situation, but we will seek to involve the LIO in resolving the situation at the earliest possible stage.

· A member of the public may raise concerns about the LIO. In this case, the usual course of action will be to refer the person to the LIO’s own complaints procedure. If the LIO does not have a complaints procedure, NAVCA will provide example procedures for the LIO to use. If the allegations are serious, the complainant should be encouraged to contact the Charity Commission or police, if appropriate. The NAVCA Board of Trustees may decide to enquire into the circumstances of a particular complaint. The Memorandum and Articles of NAVCA do allow for membership to be terminated in extreme circumstances.

· Where appropriate, we will seek to inform neighbouring LIOs about the situation and involve them in supporting the LIO in difficulty.

What form may the intervention take?

· In its simplest form, the intervention may be to offer good practice advice or signposting to the Chair or Chief Officer. For example, if the Chair is considering dismissing the Chief Officer, NAVCA will highlight the need to ensure that the organisation’s disciplinary procedure has been carefully followed and direct the Chair towards sources of employment law advice and mediation.

· NAVCA may offer to send a staff member or the Chief Officer of another member LIO to provide on-the-spot assistance, for example to facilitate a meeting to plan the LIOs’ future strategy. A charge may be made for this.
· NAVCA may offer to ‘advocate’ on behalf of the LIO. In a recent example where the relationship between the host LIO and local Community Empowerment Network had broken down, NAVCA helped to broker an agreed position with the Neighbourhood Renewal Unit so that the LIO could withdraw without risking future funding.

· Where appropriate, NAVCA may be able to identify an interim/locum Chief Officer, to be paid for by the LIO.

Exit strategy

As a general principle, any NAVCA intervention will be time-limited. The aim will be to assist the LIO in coping with the immediate crisis, and to help it return to a more normal situation where it will access the ‘mainstream’ developmental support offered by NAVCA. It will not be possible for NAVCA to provide a dedicated member of staff or consultant to support the LIO beyond the immediate crisis. 
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