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RUNNING A TENANT AND RESIDENTS ASSOCIATION

This guide is for newly set up associations and for new committee members of existing associations. It includes a brief outline of the role of the District Management Committee meetings and incorporates the Councils model Constitution and a Code of Conduct. The information is specific to Council owned property in the Borough of Camden. It outlines how meetings work, what is good practice for committee members and officers, and for representatives to Camden forums. 

1. The committee.

2. Officers and roles

3. District Management Committees

4. Agreeing a Constitution and a Code of Conduct

5. Dealing with conflict within the group
6. Deciding priorities for action and following them through


Model Constitution. 


Code of Conduct.

1.
THE COMMITTEE

Once an association is set up (see SETTING UP A TENANT ASSOCIATIONS leaflet) there are a number of decisions to be made about how it will be run. There is no right or wrong way. Different associations run in different ways but they all need a group of people willing to take responsibility for getting things done (the COMMITTEE) and a set of rules for the residents association to follow (the CONSTITUTION).
A committee can be elected at your setting up meeting or at a subsequent meeting open to all members (a GENERAL MEETING). People agreeing to be committee members will need to know what is expected of them; some may be familiar with the role and others may be unsure. At this stage, make it clear that they will not be expected to do all the work for the association and that tasks can be shared. 

The COMMITTEE is the group of people elected by the whole membership of the association to ensure that the things they decide to do get done. The committee should provide support to each other, should report back on what they've been doing, meetings they've attended and things they have carried out on behalf of the association. 

ELECTIONS

Some associations carry out elections for committee members with complicated voting rules, others keep it simple. It is up to the individual residents association to decide whether or not to use a formal voting system. This can create a mystique about the association which is only understood by a few people who have been active in other organisations, such as trade unions. The important thing is to keep it fair and open, so that everyone has an opportunity to be elected and everyone can vote.

An association which elects the same committee and officers year after year needs to look at ways of building up skills among the membership, by sharing roles or giving up positions to allow less confident members to gain experience.

WHEN TO MEET.....
How often your committee meets usually depends on what work there is to be done. You can fix regular meetings, or leave some flexibility. The number of meetings which the committee should have each year can be written into the Constitution or can be decided at the first meeting after the Annual General Meeting.

.....AND WHERE
If possible, try not to meet in someone’s home although the initial planning meetings may have to take place there. Finding a place to meet can be the most difficult part of running a tenants and residents association, but funding is provided for associations for the costs incurred in hiring halls, producing newsletters and leaflets; the Federation can advise you on what is available and how to apply. 

HOW MANY MEMBERS
The number of people on the committee should be agreed by the whole membership. There is no fixed number as this will depend on the size of the residents association. An association with a potential membership of 25 could have a committee of 5 or 6. It makes sense to put an upper limit of around 15 people, however large the association, or meetings will become cumbersome.  

REPRESENTATION  

If your association covers a large area or an estate, aim to elect a committee which can represent everyone who lives there, with representatives of each block to help keep contact. If everyone agrees, publicise the addresses of committee members so people can keep in contact. In a smaller block, elect representatives for each floor. If you live in street properties, elect street representatives. If people are unsure about putting their names forward because of the responsibility, elect them to just distribute leaflets at the start and encourage them to build their involvement from there.

ENCOURAGING INVOLVEMENT
It is important to make sure that you are running in an open and democratic way so that you can encourage involvement from all members of your community. The concept of a “committee” or a tenants and residents’ association may seem very familiar to some but to new people it can appear daunting at best and exclusive at worst. If you know that you are seeing the same group of residents at every meeting, check through this list and see whether you can make changes:

· Is the place where you meet easily accessible? 

· Are there reasons why people would feel uncomfortable, such as alcohol, smoke or loud music, stairs to negotiate? 

· How are your meetings run; does everyone feel welcomed?

· Is there a clear agenda and are difficult things simply explained?

· Is the meeting friendly and informative? 

· Is conflict, bad language, threatening behaviour challenged?

· Are people who speak other languages helped in understanding what is going on and what is being said?   

What you are aiming for is a meeting where people understand what is going on, feel involved, and leave wanting to come back again. 

2.
OFFICERS AND ROLES

Named officers are elected at the Annual General Meeting to carry out particular roles although these can be open to job share (i.e shared responsibility between more than one committee member). The usual officers are Chairperson, Secretary and Treasurer. In Camden you also elect a voting member and substitute to represent the views of your residents association at the District Management Committee meetings. Other officers may be elected to deal with other issues, such as fundraising. Although certain people are named to carry out roles, it is important that you share out the day to day tasks, or you will either find some people are doing all the work or that members drop out because they don't feel involved. Any changes to these officers during the course of the year should be agreed by a General Meeting, although it may be appropriate for committee members to take on roles in an acting capacity between General Meetings.
CHAIRPERSON
The Chairperson has overall responsibility for seeing that things get done both during and in between meetings. It is important that the Chairperson works closely with the rest of the committee and has their support to ensure that she/he does not become isolated or a 'figure-head'. Some basic tasks are:

· preparing agendas for meetings with other member(s) of the committee

· keeping reasonable order during meetings and encouraging everyone to have their say

· making sure that decisions are made at the end of discussions, that they are recorded and that any work to be done is allocated to people to carry out

· checking that decisions made at previous meetings have been carried out

It is good to rotate the Chair so that everyone has a chance to gain the experience and understand the difficulties. It takes practice to be able to Chair a meeting and remain impartial, but this is crucial for a group which wants to be open and fair.

SECRETARY
The Secretary's role includes:

· letting people know the time, date and place of the meetings

· helping to prepare the agenda for meetings

· taking notes (minutes) of the meetings

· receiving and sending out mail on behalf of the association

· gathering information and correspondence together so that everyone sees them

· keeping minutes, agendas and correspondence in accessible files

Tenant and residents associations can generate a great deal of work which often falls on the secretary. It is good to divide up and share out some of the tasks. Being a secretary does not have to involve typing and other skills; minutes can be taken in a note book and the job rotated at meetings. Typed notes for the membership can be distributed when necessary, and the minute book available for anyone to look at.   

TREASURER
The Treasurer has responsibility for the finances of the association. This means keeping a written record of any money coming in and going out of the associations account. If it is a new association, the Treasurer should make sure that either a bank or building society account is opened in their name, with at least two people named as signatories, both having to sign any cheques from the account. All decisions about finances should be made at meetings and statements of the account available at meetings for members to see. 

The Treasurer:

· keeps a record of money received and issued from the account

· issues receipts for money received and pays bills

· keeps the committee informed about the financial position of the group by doing a written statement and bringing books etc. to meetings

· prepares financial statements for the Annual General Meeting

3.
DISTRICT MANAGEMENT COMMITTEE
The association can have a voice in the decisions the council make about housing by electing a representative to the District Management Committee (DMC). DMC meetings are advisory bodies to the Council and, although voting takes place, the final decision lies with the council. The DMCs provide an opportunity for residents who are organised into residents associations to get involved in local decisions and link through to council policy and practice in housing. 

There are five DMCs, one for Camden Town, Holborn, Gospel Oak, Hampstead and Kentish Town. They meet about every 2 months in their areas and only associations affiliated to the DMC have a vote. Each association can elect one voting member and one substitute, unless you have over 300 members in which case you can have 2 voting reps. and 2 substitutes.                                

In order to affiliate, associations have to have followed basic procedures to ensure that they are fully representative, and that they are not just a small group setting themselves up to voice their own views. They register through the Federation by filling in a prescribed form and sending this in. There is an annual budget allocated to each of the DMCs, which affiliated associations can put in bids for, for such items as minor environmental improvements and things which the council does not have a legal duty to provide. 

The voting representative has the responsibility to represent the views of the association at the DMC meetings and only the named representative, or, if absent, the named substitute, will be allowed a vote. Whenever possible, encourage other non voting members of the association to come along to meetings so that they become familiar with the procedures, which are often quite daunting.

It is important that matters coming up at DMCs are discussed with the whole association, as residents are often expected to give a view at the DMC on items. Agendas for the DMC are at times distributed close to the date of the meetings so that the representative cannot give a view based on discussion with the whole association and they may feel they have to abstain from voting. Reporting back from DMCs should be a standing item on the association’s agenda.

Some tasks of the DMC representative are: 

· to report back to the association on any matters arising at the District Management Committee meeting which they were required to vote on

· to make sure items requested by the association are put in writing to the council and are placed on the agenda of the DMC

· to report back to the association any policy issues discussed at the DMC and make DMC agendas available at every residents association meeting

· to bring any correspondence they receive as DMC representatives to the association meetings

DMC representatives very often become the 'known face' of the tenant and residents association and, as named representatives, will often be the person first contacted by the Council for a wide range of issues.

OTHER ROLES
You may want to give other committee members responsibility for specific things, such as fundraising, leaflets and newsletters, organising bingo and other social activities. This encourages people who may not feel ready to chair a meeting to take an active role in the association and also helps to make sure that activities do take place.

4.
AGREEING A CONSTITUTION AND CODE OF CONDUCT

The CONSTITUTION provides you with a set of rules for your association. Camden has a Model Constitution which broadly covers the needs of most tenant and residents associations including the aims and objectives, committee structure, frequency of meetings, handling finances and how to dissolve the association. It is open to every tenant and resident association to decide whether to use this draft, to add bits to it, or adopt a totally different Constitution.

NEW TENANT AND RESIDENTS ASSOCIATIONS
The Constitution can be read through, amended and adopted at the setting up meeting, or the committee can look through different drafts and bring proposals back to the association. Until a Constitution is adopted, the association cannot affiliate to the DMC and will have no rules to function with. However you decide to do it, make sure that everyone knows that the Constitution exists and that copies are available. The basic model is attached in this guide.

INFORMAL GROUPS

Residents may wish to come together around a specific issue, such as major works on their estate or an environmental problem. Setting up a formal association with committee and officers may not be appropriate and agreeing basic requirements, such as defining your area, keeping everyone informed about what is going and agreeing key activists may be enough. CFTRA can advise on how to run an informal group and support available. This may also be a useful step towards setting up a more formal association if you are unable to get enough interested residents together but need to consult more formally with the Council or another body.

ESTABLISHED TENANT AND RESIDENTS ASSOCIATIONS
Adopting and changing the Constitution

Most associations will have some form of Constitution but you may want to amend or update it. If you don't have a copy, the Federation keeps records of all associations and copies of their Constitutions if they have been affiliated to the DMC. If it is not clear in the old Constitution how changes should be made, use the procedure in the councils most recent draft. You will have to let everyone know what the old Constitution says, and what changes you are proposing to make. If you want to make these changes at a meeting other than the Annual General Meeting, you should call a Special General Meeting, giving all your potential membership proper notice of the date, time and place of this meeting.

Going through the Constitution can appear time consuming, but it is also an opportunity to have good discussions about how your association is going to function and gives all the members a clear idea of its role and purpose. When you discuss how much notice to give people about meetings, aim to put notices round at the most 7 – 14 days before meetings. Not everyone keeps a diary and 28 days is a long time to remember. If you want to give longer notice, you can put up posters a month ahead and put round leaflets closer to the date.

CODE OF CONDUCT
When you have adopted a Constitution, you may still need to define what the exact roles of your committee members are and how they carry out the day to day business of the association. Further on in this pack is a suggested Code of Conduct, which can be adapted and added to, to suit the needs of your association. 

5.
DEALING WITH CONFLICT WITHIN THE GROUP

If you have serious problems within your association, such as differing views about how things should be done, contact CFTRA who will work with you to try to find a solution. Ultimately, there are no hard and fast rules and it is up to the resident members of an association to take action to resolve their internal problems even if this means closing down the association. Ask CFTRA for a copy of the Complaints Procedure for Tenant Associations. 

6.
DECIDING PRIORITIES FOR ACTION AND FOLLOWING THEM THROUGH

Tenant and resident associations usually set up around an issue, a need for change or to improve contact and communication with the landlord, or to get a view on an issue which could affect everyone. If this is the case, then it will be clear what the priorities are for the association once established.

ASSIGNING THE WORK
It is not the role of any one person to carry out all the work on behalf of an association, but this can happen unless the committee takes steps to guard against it. There are a few basic procedures which can help.

· all issues relating to the association should be discussed at committee meetings

· any action proposed by the committee should be discussed and agreed at general meetings 

· all decisions for action should be written down in the minutes of the meeting 

· any action to be taken should be assigned to a specific member or group of members, with deadlines if necessary

It will sometimes be necessary for the committee or the chair to take action between meetings; this should be reported back to the members at the next meeting. If there are a number of issues to be taken up, a survey to get the views of all of the membership can be carried out. Points to remember to include:

· a line about the association; say why you are doing the survey

· list all the issues people have raised

· leave space for people to add their own points

· keep your survey as brief and simple as possible

· design it so people only have to tick or cross, rather than fill in long sentences. Someone is going to have to interpret them.

· say who is going to collect the form and when, or give a return address

How ever hard you work, you may still find that the response is low. If so, use what you do get back. People may be reluctant to get involved for a number of reasons. The Federation is here to support you with practical help, information and training.

MODEL CONSTITUTION

1.
NAME

The name of the Association shall be …………………………………………. 

2.
AIMS
The aims of the Association shall be:

a)
To represent all members on the 

b)  
To promote the exercise of tenants  and leaseholders rights and the


maintenance and improvement of their housing conditions, amenities and


environment;

c)
To encourage recreation and social activities which will be open to all members;

d)
To uphold equal opportunities and work for good relations amongst all members of the community.

3.
MEMBERSHIP
Membership of the Association shall be open to all tenants and their households aged 18 and over living in the area covered by the Tenants’ Association. There shall be 1 vote per household.

4.
MANAGEMENT
a)
The Association shall be managed by a Committee to be elected at the Annual General Meeting. The majority of the committee will be tenants.

b) The Committee shall consist of a Chair, Secretary, Treasurer (Officers) and other members who should be fully representative of the estate.

c) A majority of the committee shall be tenants and a majority of tenants should be in the quorum when decisions are made.

d) If vacancies occur among the Officers or in the Committee, the Committee shall have the power to fill them from among their members until the next General meeting of the Association when elections for vacancies should take place.

e) The Committee shall have the power to co-opt members of groups in the defined area onto the Committee and its working parties and all other sub-committees, with the aim of furthering representativeness and encouraging equal opportunities.

f) Any request in writing for a copy of the Constitution must be sent out by the Secretary within seven days of the person requesting the copy.

g) In view of the potential conflict of interest no member of Camden Council shall be an officer of the Association.


5.
ANNUAL GENERAL MEETINGS
a) The Committee shall call an Annual General Meeting for the purposes of receiving the Annual Report of the Committee and the statement of accounts; of accepting the resignations of the Committee and Officers; of electing a Committee and Officers for the coming year; of making recommendations to the Committee and voting, where necessary, to amend the Constitution.

b) Not less than 14 days notice of the Annual General meeting shall be given to all those eligible for membership.

c) Any delegate elected to represent the Association shall report back at least once a year, preferably at the Annual General Meeting.

d) With the approval of the Committee non-members can attend the Annual General Meeting as non-voting observers.

e) In order to comply with the registration process an independent observer shall be present at each Annual General Meeting to confirm if necessary that the meeting was arranged and conducted in accordance with the Associations’ Constitution. The independent observer must be one of the following:

Council officer; Councillor; District Management Committee Chair; Officer of another Tenants' Association; A representative from Camden Federation of Tenants and Residents Associations.

6.
GENERAL MEETINGS
Decisions of General meetings of the Association shall be binding on the Committee. 

Not less than 14 days notice of General meetings shall be given to all members. There shall be at least 4 General Meetings a year, one of which will be the Annual General Meeting. 

7.
SPECIAL GENERAL MEETINGS
A Chair or Secretary may at any time call a Special General Meeting of the Association, either for the purpose of altering the Constitution or for considering any matters, which the Committee may decide, should be referred to the members in general. A Special General Meeting shall be called at the written request to the secretary of not less than       members who give reasons for the request. Any matters received by the Secretary seven clear days before the Special General Meeting shall be discussed at the meeting.

Not less than 7 days notice of the Special General Meeting shall be given to all members.

8.
CONDUCT OF BUSINESS
a)
At all meetings the Code of Conduct agreed by the Strategic Housing Group will apply and any breach of this shall result in the removal of that member from the meeting. 

b) At all meetings decisions shall be taken by a simple majority of those members present and voting  

c) The quorum for Committee meetings of the Association shall be

d) The quorum for all General Meetings or Special General Meetings shall be

9.
FINANCE
a)
All monies raised by or on behalf of the Association shall be applied to further the aims of the Association and for no other purpose.

b) The Treasurer shall keep proper accounts of the finances of the Association and shall open an account in the name of the Association. 

c) The Treasurer should present to each Annual General Meeting a written account of the finances of the Tenants' Association showing its income, expenditure and balances.

10.
DISSOLUTION
If the Committee, by a simple majority decide at any time to dissolve the Association, they shall give at least 21 days notice of a meeting to all those eligible for membership. If such a decision shall be confirmed by a simple majority of those present and voting at the meeting, the Committee shall have the power to dispose of any assets held by, or in the name of, the Association 

This Constitution was adopted as the Constitution of                                                 Association at a public meeting held at    



on

Signed ............................................................................. (Chair)

Signed ............................................................................. (Secretary)

CODE OF CONDUCT FOR COMMITTEE MEMBERS

1.
The role of the Committee is to carry out the day to day business of the Association in an efficient, fair and responsive way. In taking decisions on behalf of the Association, Committee members must always be aware of their responsibilities to represent all residents of the estate/area.

2.
All committee members must comply with the Constitution and Code of Conduct at all times.

3. 
The Association will provide each new Committee member with appropriate induction and training and make them feel welcome at all times. For training, the Association can contact the Camden Federation of Residents and Residents Associations. 

Personal interest of committee members
4. 
Committee members must never use their position to seek preferential treatment for themselves, their family or relatives. Nor should they be treated less favourably when requesting services from the Council.

5. 
Committee members must use the agreed normal procedure for reporting repairs or making other enquiries about their property.

Relations between Committee members and other residents
6. 
Committee members will not have access to personal and individual files of estate residents.

7.
 Committee members will not deal with neighbour or inter-personal disputes involving residents on the estate. If a Committee member is approached by a resident and asked to take up a complaint or enquiry on their behalf, the Committee member must refer them to the Council. Only if the Council has failed to deal with the problem will the Committee member refer the matter to the Secretary or write to the Council. The Committee will deal with matters relating to the maintenance, repair and upkeep of the of the external fabric of the estate/area.

Valuing Diversity

8.
Committee members should be aware of the diverse cultural makeup of the borough and should ensure that no tenants or residents in their catchment area are disadvantaged from participating in the association on grounds of race, creed, age, gender, sexual orientation or ability, and that steps are taken to include hard to reach communities in association dealings. The committee must take firm and decisive action against any racist or discriminatory remarks or practices brought to their attention.  

Finance
9. 
Committee members cannot receive any payment from the Association other than for bona fide expenses which have been submitted to the Treasurer not less than seven days before the next Committee meeting.

Relations with Camden Council and outside bodies
10. 
Statements to the media or other organisations can only be made by the Secretary. Any decision to contact or respond to the media must have the approval of the Committee.

11.
 Letters sent on behalf of the Association must be signed by the Secretary, agreed by the Committee and recorded in a log by the Secretary.

12. 
Committee members must not divulge any Association business which is treated as confidential to other persons or organisations. Failure to comply with this will result in the issue being fully discussed at the next Committee meeting.

General

13. 
Committee members must never personalise issues and should be willing to recognise that everybody is entitled to express their point of view without unduly preventing progress of discussion on the agenda at a Committee or General meeting.

14.
A serious breach of any of the Associations Code of Conduct may result in a Committee member, following a majority vote of the Committee, being asked to resign.

15.
The Committee will take decisions on the basis of there being a unanimous agreement or a simple majority of those present if a vote is taken. Minority voters should always be prepared to accept the majority decision and not take such a decision as any form of personal slight or criticism.

16.
Committee meetings must be held at times which are convenient to the majority of Committee members. Every Committee member must try to attend Committee meetings regularly. If a Committee member fails to attend three consecutive meetings without giving good reason, they must be asked to consider resigning at the next Committee meeting. To prevent there being arguments about attendance at meetings, a record will be kept showing who was at each meeting.
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