CHAPTER 2

How to design a CC to grow community
'In this matter an ounce of practice is worth a ton of theory...Let us see what can be done by relatively simple means, with mainly local materials, local labour, and low-cost capital equipment.'
Fritz Schumacher, quoted by George McRobie in 'Small is Possible'

This chapter shows you how to design a CC to grow community. The primary purpose of this type of CC is to create active social networks of friends and helpers who weave community through working, trading, socialising and celebrating together.  It may also bring added economic benefits: helping people to gain skills to become economically active, find jobs or start businesses; but its main focus is community.  Chapter XX presents similar design processes for CCs to support economic development.

How can you grow a community? Don't they grow themselves?  This kind of CC strengthens a sense of community by providing people with a network of friends, a safety net and a social club.  This is called ‘social capital’ by academics.  The system is there when you need it, however settled or mobile you are, and it creates a structure for newcomers to meet locals.

The focus for your CC may be relatively broad: inclusion of all the individuals and groups in an existing neighbourhood for instance. Or you may wish to design a CC for groups promoting health, learning or environmental activities, working with young people or seniors, or other specific groups. 

Economics of a social CC

A CC to grow community is not aiming to create jobs, businesses and economic activity.

Once it has recovered its own running costs, its exchange system simply records all acts of service that keep the operating system of society running: people helping each other, maintaining community groups and the environment.  Ideally, it removes price negotiation from the exchange process.  Brokers work to balance supply of labour to demand for help.  Units of currency denominated in hours fulfill the classic functions of money as a unit of account, medium of exchange and very limited savings medium.

Matching assets to needs

Communities have problems: bored young people, litter, graffiti, vandalism, run-down community buildings.  They have needs: people to run groups, maintain buildings and improve the environment.  They have goals: projects to complete, festivals to organise, new buildings to raise.  And they have assets: people with skills, organisations with under-used vehicles, rooms and buildings.

Individuals have problems: they feel stuck, they lack friends or support.  They have needs:  skills, contacts and help with daily jobs.   They have goals: a new job, new house, new garden.  And they have assets: existing skills, time, ideas and willingness to serve others.

The CC acts as an interface, a central exchange that matches individual and communal assets to needs.
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Basic systems
At its simplest a CC does two things:

· it provides an information system that connects assets to needs

· it provides a reward system for those who share their assets.

You could decide to set up an information system for people to share their assets and not bother with a CC (see Part One, Chapter 1). If you do decide to keep score of exchanges rather than just helping each other, you need to be clear about the reasons. Use the following table to analyse the benefits of providing a reward system:

	BENEFITS OF REWARDS
	OUR CHOICE 

	Attracts new volunteers to community groups
	

	Professional agencies attract new volunteers to help achieve their mission
	

	Individuals can use their assets and gifts of time, skills and service to get help in return
	

	Young people become motivated to give service to benefit the community
	

	Seniors keep active and receive essential help
	


KEY PRINCIPLE: Without clear reasons for a reward system, you do not need to create a CC.
Simplest system
The simplest way to start a CC is to gather a small group and start recording exchanges in a book or computer program and see how it grows. Many groups have started this way but even if you intend to remain a relatively small system it is wise to anticipate potential problems of growth by doing some planning. 

Essential components
A CC is made up of two main systems: information and reward systems.

The information system is like the vessels that channel the lifeblood around the body of a community: it provides an infrastructure for nutritious assets to move and do good work. 

The reward system is like the heart that pumps the blood: it gives a push to motivate people to circulate and keep the body alive.

But these two systems also require other essential sub-systems to make the total system of the CC work:

· A governance system that takes strategic decisions about the development of the CC

· A management system that runs and monitors the CC each day and feeds information to the governance system to take decisions – together these two systems act like a brain for the CC

· A cost recovery system to ensure that the CC covers its own costs and becomes sustainable – this system acts like food and drink for the heart and brain of the CC.

GRAPHIC: KEY SYSTEMS OF A SUSTAINABLE CC
KEY PRINCIPLE: You need to design the main systems to create a sustainable CC.
Design processes

An effective design process helps you to plan for all the main system elements of a CC.

The following process covers the Pre-Production stage of the design cycle presented on page XX.  It covers three main development processes:

· Community development process: getting community ownership of the CC from an early stage

· Currency design process: choosing the right mechanism to fit your goals and situation

· Creating the organisation to run the CC: choosing the right governance and management mechanisms.

It contains key questions and options organised under these headings:

Community development process
· Who starts it off? Starting points for your CC.




 Page XX
· Who will support us? Finding allies.
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· Who will develop the CC? Assembling a team.
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· What are the key development tasks? Effective planning. 
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· Where will the CC operate? Defining boundaries. 
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· Whom do we want to benefit? Defining beneficiaries.
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· What do we want to achieve? Matching assets to needs. 
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· How can we express our purpose? Our story, vision and mission.
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· Who will use the CC? Membership-based or open access. 
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· How long do we need the CC for? Agreeing timescales.
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· What costs do we need to cover? Start-up funding.
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· What policies might support us? Supportive policies. 
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· Who might be against it? Identifying potential opposition.
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Currency design process
· What design shall we choose? Currency mechanism options. 
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Organising the currency
· Who will own the CC? Forms of governance. 
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· Who will run the CC? Management issues. 
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GRAPHIC – TIMELINE FOR A CURRENCY DEVELOPMENT PROCESS
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Community development process
We said earlier that community development is not about ticking boxes, but now you are invited to fill in some boxes. Why? Successful community development involves both art and science: the skill of finding allies and working with people – their values, personalities and agendas – is an art; the processes of analysing assets etc. are more scientific, requiring specific information to make detailed decisions.

Who makes the first move? Starting points for your CC. 
A design process needs a starting point and someone to start it.  The process may be initiated by an individual, a group of citizens, a business association, a community development agency, a voluntary organisation or some other group brought together for the purpose. 

Be aware that the starting group needs to draw in others with a potential stake in its development: this begins the process of negotiating power and decision making, which you will fine tune later in creating the organisation to host the CC.  Think about the best place to start. Is there an existing organisation that would provide a natural base from which to develop the CC?

Owning the community development process
It is critical to have input from the potential users of the CC - the 'community' – from an early stage. Each of the following questions ideally benefits from their detailed input at community meetings or through working groups. Participation from the start motivates people to stay involved as the story of the CC develops and they play their part in its evolution.

KEY PRINCIPLE: Create ownership of the CC by involving potential users from the start.
Who will support us? Finding allies. 
Options for a  small group of volunteers
A group of citizens comes together to organise a CC to benefit members of their community. They divide up tasks between themselves. They make links with existing organisations and seek any support that will help them, including professional advice, access to copying services, free website design and funding.

Options for a community alliance
An alliance of local community organisations comes together to create a CC that will grow community. They see that it will help many people to enjoy a better quality of life. It will also make it easier for them to motivate volunteers to get involved in their programmes and help them to carry out their mission. Alliances may include existing public, private and voluntary sector agencies, community groups and social economy organisations. 

Use the following table to identify potential allies and how they might get involved:

	POTENTIAL

 ALLIES

	INVOLVE AS
CONSULTEES
	INVOLVE AS 
CO-PLANNERS

	INVOLVE AS
FUNDERS
	INVOLVE AS
OTHER

	Individuals

	
	
	
	

	Community groups

	
	
	
	

	Credit unions

	
	
	
	

	Cooperatives

	
	
	
	

	Social enterprises
	
	
	
	

	Development trusts

	
	
	
	

	Local
Government 
Agencies

	
	
	
	

	Health 

Agencies

	
	
	
	

	Learning Agencies

	
	
	
	

	Environmental Agency
	
	
	
	

	Neighbouring CC system

	
	
	
	

	Consultants

	
	
	
	

	Other
	
	
	
	


KEY PRINCIPLE: A strong alliance gives the CC a collective strength to support its sustainability.
Who will develop the CC? Assembling a team.
Those who start the CC development process appoint a working group to develop a plan. 

Are there individuals or managers you know who could form a team or do you need to recruit people? Use the following table to think about skills needed on a development team:

	TEAM SKILLS

	WHO MIGHT DO IT?

	NEED TO RECRUIT

	Asking important questions 

	
	

	Researching

	
	

	Motivating people with a vision 

	
	

	Designing and planning 

	
	

	Development work 

	
	

	Administration 
	
	

	Other

	
	


KEY PRINCIPLE: A strong development team ensures sound planning, consistency and delivery.
OUR NOTES
What are the key development tasks? Effective planning.
Use the following table to think about what needs to happen, who needs to do it and by when:

	KEY DEVELOPMENT TASKS
	WHO WILL DO IT?
	BY WHEN?

	Defining development tasks

	
	

	Agreeing development timetable

	
	

	Clarifying values

	
	

	Agreeing Vision and Mission

	
	

	Community survey/asset audit

	
	

	Currency design

	
	

	Preparing launch

	
	

	Launch

	
	

	Other

	
	


KEY PRINCIPLE: Preparation Promotes Positive Performance. 
Preparation Prevents Poor Performance.
OUR NOTES
Where will the CC operate? Defining boundaries.
Think about the boundaries within which the currency will be available and valid for exchange.  These boundaries are the first restriction that will distinguish your CC from national currency (see p.xx, Part Three for a detailed discussion). Which communit(ies) do you wish to serve? 

	WE WANT TO SERVE THE FOLLOWING COMMUNIT(IES)

	OUR CHOICE(S) 


	Geographical 

	

	Communit(ies) of common interest

	

	Cultural communit(ies)

	

	Internet communit(ies)

	

	Other

	


KEY PRINCIPLE: Defining boundaries is the first step to defining the unique character of your CC.
OUR NOTES
Whom do we want to benefit? Defining beneficiaries.
The overall purpose of your system is to grow community. A CC provides opportunities for the individuals who make up a community to develop themselves personally, whilst encouraging them to offer service that benefits the whole community. You may also wish to focus on a particular theme or concern around which to grow community: encouraging neighbours to share; helping individuals to develop their skills and potential; convening healthy living support groups to share health information; encouraging communities of adult learners to teach each other; persuading people to get involved in environmental conservation activities; motivating young people to give their time to community projects. Use the following table to list your beneficiaries:

	OUR SPECIFIC PURPOSES
	OUR CHOICE(S) 


	Neighbor to neighbor exchanges
	

	Individual development
	

	Healthy living

	

	Lifelong learning
	

	Environmental conservation
	

	Involving young people
	

	Benefiting seniors
	

	Housing association tenants or homeless
	

	Increasing volunteer participation
	

	Other
	


KEY PRINCIPLE: Defining beneficiaries is the second step to defining the unique character of your CC.
How can we express our purpose? Our story, vision and mission.
You have identified allies, assembled a development team, and defined your boundaries and beneficiaries. Now you may want to explore the purpose of the CC with the community in more depth, then express it publicly. Imagine you want to frame some questions to tell the story of your community: How old is it? Where did it come from? Who is involved? What are its purposes? Where is it going? How does a CC fit into the story? Your story links past, present and future into a narrative that motivates people to get involved. Once you have agreed a version of your story as a community, you can express this in many different ways: visual art, video, audio, drama, poetry etc. You may also wish to summarise your story in brief statements to express your collective vision and mission. They remind yourselves and other people of what you aim to achieve and why. 

Possible vision and mission statements:

	PURPOSE
OF SYSTEM

	VISION
	MISSION

	Growing community
	We see a vibrant connected community creating new opportunities for young people and looking after those in need in a sustainable environment.
	Anytown CC will create a sustainable exchange system that encourages people to share their gifts and help each other to solve their problems, meet their needs and achieve their goals.


When you are ready, write yours here:

	PURPOSE
OF SYSTEM

	VISION
	MISSION

	
	
	


KEY PRINCIPLE: Creating a story, vision and mission to frame your CC help to remind people of the purpose of your system and motivate them to remain part of it.
What do we want to achieve? Matching assets to needs.
You need to turn your story, vision and mission into the reality of a viable exchange system. 

Once you start a CC as a reward system for exchange you can sit back and see what 'the market' – its users – do with it. Or you can first find out what problems people wish to solve, what needs they wish to meet and what goals they want to achieve; then find out where the assets are to match them. 

The following table offers examples of personal and communal problems, needs, goals, and assets, listed under various themes:

	
	INDIVIDUAL
DEVELOPMENT
	HEALTHY
LIVING

	LIFELONG
LEARNING
	ENVIRONMENTAL
CONSERVATION
	INVOLVING
YOUNG PEOPLE

	PERSONAL
PROBLEMS
TO SOLVE
	Some people are without a job or want to change their job.
	Isolation, loneliness and health problems cause distress to individuals and their families.
	Many people lack basic skills, holding them back from personal development.
	People have problems maintaining their gardens.
	Young people may lack skills, have nothing to do, get bored and get into trouble.

	COMMUNAL
PROBLEMS
TO SOLVE
	Individuals are worried about community problems and want to get involved.
	Health problems increase calls on overstretched public services.

	Lack of skills handicaps community groups from doing their work.
	Open and wild spaces in the community lack people to take care of them.
	The community has problems with vandalism caused by young people.

	PERSONAL
NEEDS 
TO ADDRESS
	Many people need help with household maintenance and other daily tasks.

Some families need help with childcare to be able to access other opportunities.

	People need health advice and information.
Healthy living support groups provide support for sufferers of longterm chronic conditions.

	Many people need to learn new skills.
Many people can teach others new skills.
	Many people need help with maintaining their gardens.
	Many young people want to develop and improve themselves.


	COMMUNAL
NEEDS 
TO ADDRESS
	The community needs willing hands to help with large projects. 
	Communities need sound health advice.
	Adult learning services need help with recruitment and retention of adult learners.
	The community needs willing hands to help with large environmental projects like litter picks, graffiti removal, wildlife watch, community gardens.
	The community needs more activities for young people.

	PERSONAL
GOALS
TO REACH

	Many people want to improve their homes.
	Many people want to improve their health.
	Many people aim to learn new skills.
	Many people want to improve and conserve their own surroundings.
	Many young people want to travel or learn to drive.

	COMMUNAL
GOALS
TO REACH
	The community decides to redecorate the community centre and start a new program of activities.

	The community decides to recruit healthy living volunteers to spread health messages.
	The community decides to put on a number of adult learning events.
	Local environmental organisations decide to increase their volunteer base by 100% in 12 months.
	The community decides to recruit young people to organise local events.

	PERSONAL
ASSETS
TO MOBILISE
	There are a number of people with the skills and time to match the problems, needs and goals uncovered by the survey.
	A number of people have expressed interest in participation in healthy living groups.
	A number of people have expressed interest in participation in adult learning groups.
	A number of people have expressed interest in participation in environmental activities.
	A number of young people have expressed interest in getting involved in community activities.

	COMMUNAL
ASSETS
TO MOBILISE
	Theatre and concert tickets, restaurant seats, leisure centre places etc. all used as rewards to individuals.

	Health related rewards can be sourced to motivate people to get involved.
	Learning related rewards can be sourced to motivate people to get involved.
	Environment related rewards can be sourced to motivate people to get involved.
	Concert tickets and driving lessons motivate young people to get involved.


There are two main ways to find out such information:

· personal interviews/forms

· community surveys.

If you opt for a member-based CC (see p.XX), all members should be asked to fill in a form or take part in an interview. You ask them to list their assets of skills and services and any problems, needs or goals they want to mention. This information can be used by a personal broker to match people and/or published in a directory or website.

There are various community development techniques and tools that can aid you to 'make maps' of your community. If resources can be found, it is well worth investing in a community survey or asset audit to identify under-used communal assets that could be mobilised to help you grow community. Or you can use other professional tools such as Planning for Real, Listening Surveys etc.

	ACTION TO MATCH ASSETS TO NEEDS

	OUR NOTES


	Members fill in form

	

	Members are interviewed
	

	Community survey or asset audit

	

	Broker connects assets to needs
	

	Published directory
	


KEY PRINCIPLE: Detailed information about problems, needs, goals, and assets allows you to create a more focussed, effective CC design that adapts to local circumstances.
Now identify your own starting points:

	OVERALL
PURPOSE
OF SYSTEM: 
GROWING 
COMMUNITY

	OUR SPECIFIC
PURPOSE 1

	OUR SPECIFIC
PURPOSE 2
	OUR SPECIFIC
PURPOSE 3

	PROBLEMS
TO SOLVE

	
	
	

	NEEDS 
TO ADDRESS

	
	
	

	GOALS
TO REACH
(Stated specifically and in the positive eg “We want to get 20 local young people involved in creating and maintaining a community garden in the next 12 months.”)

	
	
	

	ASSETS
TO MOBILISE
(eg skills, venues, vehicles, spare places in theatres, restaurants and leisure centers etc.)

	
	
	


How long do we need the CC for? Agreeing timescales.
CC developers aim for sustainability of local wealth, local community, local environment etc. 

Time is an important element: sustainability does not necessarily mean that a CC should remain in existence forever. Has the system achieved what it set out to achieve? If so, we may no longer require it. It is too easy to get sucked into organisational maintenance as an end in itself and lose sight of the original goals. How long is sustainable? Five, twenty, a hundred years? What if we could create time limited currencies to achieve particular short-term objectives that serve long-term sustainability? Here are some options:

	SYSTEM TYPE
	CHARACTER
	OUR CHOICE 

	TIME LIMITED
	The currency is retired after an agreed time period. Focussed short-term goals requiring quick mobilisation of energies: eg construction of a community building, garden or other resource. 


	

	PERIODIC 

RETIREMENT 
	Notes or vouchers with clear expiry dates are periodically retired in order to allow new issuance. 


	

	CURRENCY LOSES

VALUE OVER TIME
	Currency can lose purchasing power over time through inflation, lack of confidence in the system, lack of goods and services to spend on, or through negative interest. 


	

	LONGTERM SYSTEM
	Some CCs have survived for many years, adapting their goals and system design to deal with changing circumstances. With good management and governance they can become an important tool for local sustainability and community building.


	


KEY PRINCIPLE: Time gives currency its power to create, preserve or lose value which can be mobilised to do useful work.
OUR NOTES
Who will use the CC? Membership-based or open access.
Many successful CCs create a membership organisation. Other systems opt for open access. A few combine a membership core with a free flowing currency accessible to all within the defined boundaries. Use the following table to analyse the pros and cons of each approach:

	SYSTEM TYPE
	ADVANTAGES

	DISADVANTAGES
	OUR NOTES 

	Membership
based

	· Adds another clear boundary within which currency is available and valid.
· Helps create focus around a defined group or particular theme eg healthy living, adult learning etc.
· Creates strong identity and loyalty from participants.
· Easier for personal brokers to connect members.
· Allows CC to advertise member benefits, special offers etc.
· Makes trading rules and credit limits easier to police.
· Easy to monitor and evaluate indicators for participation, health, learning, sustainability etc.
· Provides base from which to elect governors to ensure transparency and accountability.
· Greater choice of transaction recording methods, from recording every transaction to circulating notes and coins
· (see p.xx).

	· Requires investment in membership infrastructure: fees, databases, renewals etc.
· As membership grows, infrastructure must grow and single brokers less effective, so more staff required.
	

	Open access

	· Any member of the public within a defined boundary may use the currency.
· Creates potential for much wider and greater participation.
· Much more convenient to issue currency to participants who turn up to help with community projects without bureaucracy.
· No membership infrastructure required.
	· Less choice of transaction recording methods, restricted to circulating notes, coins, vouchers.
	

	Hybrid

	· Create protected inner core for vulnerable people to become members with open access for others.
	· Needs careful management.


	


KEY PRINCIPLE: Membership creates loyalty, open access widens inclusion.
What costs do we need to cover? Start-up funding.
Although a CC supports self-reliance, most CCs cannot sustain themselves on goodwill or payment in CC alone. Two sets of costs need to be recovered in money: start-up costs and running costs. Use the following table to think about how to recover costs:

	COST ITEM
	START-UP COST
	RUNNING COST
	POTENTIAL SOURCE OF RECOVERY

	Salary

	
	
	Existing budget

	
	
	
	New funding

	
	
	
	Sponsorship

	
	
	
	Fundraising

	Website

	
	
	Existing budget

	
	
	
	New funding

	
	
	
	Sponsorship

	
	
	
	Fundraising

	Equipment

	
	
	Existing budget

	
	
	
	New funding

	
	
	
	Sponsorship

	
	
	
	Fundraising

	Materials

	
	
	Existing budget

	
	
	
	New funding

	
	
	
	Sponsorship

	
	
	
	Fundraising

	Printing

	
	
	Existing budget

	
	
	
	New funding

	
	
	
	Sponsorship

	
	
	
	Fundraising

	Electricity 

	
	
	Existing budget

	
	
	
	New funding

	
	
	
	Sponsorship

	
	
	
	Fundraising

	Travel

	
	
	Existing budget

	
	
	
	New funding

	
	
	
	Sponsorship

	
	
	
	Fundraising

	Volunteer expenses

	
	
	Existing budget

	
	
	
	New funding

	
	
	
	Sponsorship

	
	
	
	Fundraising

	Training


	
	
	Existing budget

	
	
	
	New funding

	
	
	
	Sponsorship

	
	
	
	Fundraising

	Rewards (local fiat model – see p.XX)


	
	
	Existing budget

	
	
	
	New funding

	
	
	
	Sponsorship

	
	
	
	Fundraising

	Other
	
	
	Existing budget

	
	
	
	New funding

	
	
	
	Sponsorship

	
	
	
	Fundraising


KEY PRINCIPLE: Cost recovery determines the sustainability of the whole system.

What policies might support us? Supportive policies.
Public policies are a useful tool in looking for allies to support your aims. They are public statements of intention which can be used to unlock funding or other support.

Use the following table to identify policies that might help you to make the case for a CC to grow community:

	SUPPORTIVE POLICIES

	SOURCE OF NATIONAL, REGIONAL OR LOCAL POLICY

	OUR NOTES 

	Social inclusion
	
	

	Anti-poverty
	
	

	Sustainable development

	
	

	Community development
	
	

	Healthy living
	
	

	Lifelong learning
	
	

	Basic skills

	
	

	Environmental conservation
	
	

	Other

	
	


KEY PRINCIPLE: Public policies can unlock useful support for developing the CC.

Who might be against a CC? Identifying potential opposition.
A CC can have very powerful effects on individuals and communities. It can mobilise volunteers and kick-start wider community development processes. Some of this may be threatening to others who should be achieving these goals. Identify who might be opposed to the CC and plan to deal with them, ideally by recruiting them as allies.

	POTENTIAL SOURCE 
OF OPPOSITION 
(INDIVIDUALS or ORGANISATIONS)

	POTENTIAL ACTION


	
	

	
	

	
	

	
	

	
	

	
	


KEY PRINCIPLE: Know your enemies and get them on your side.
Summarising your community development process

You have made a series of important decisions that will form the foundation of your CC.

Before you move on to the next stage and choose a currency mechanism, use the following checklist to summarise your progress:

	COMMUNITY DEVELOPMENT PROCESS
	DECISION

	Starting points – organisational base
	

	Starting points – physical base
	

	Allies
	

	Development team
	

	Development tasks
	

	Development timetable
	

	Boundaries
	

	Beneficiaries
	

	Matching assets to needs – personal interviews
	

	Matching assets to needs – community surveys
	

	Story
	

	Vision
	

	Mission
	

	Timescales
	

	Recovering start-up costs
	

	Recovering running costs
	

	Policies
	

	Opposition
	


Currency Design Process
The community development process for a CC leads into the currency design process.

You know who your allies are and what you want to achieve. You've got a story about change into which your CC fits. Now you will choose the currency mechanism. (You will create the organisation that runs the currency in the following sections.) 

Sometimes people set up CCs with the intention of growing community but do not pay enough respect to the design or use of the currency mechanism.  The logic is this: there are many ways to grow community without a CC; once you decide to keep a formal score of exchanges rather than just helping each other, then your score-keeping mechanism needs to be fair, consistent and robust, so that people believe in it and want to use it.  Your aim is to create a stable currency that is trusted and respected by its users; a currency that honours and rewards the efforts of everyone who keeps their community alive; one that both encourages receivers to give back and givers to receive.

This section contains two different designs for CCs that grow community. But first...

The job of currency
A unit of electricity is generated to do work. It needs a generator to create it, a circuit of wires to transport it, and appliances to turn it into work. The job of a unit of currency is also to do work, by representing assets in action. It needs a mechanism to create it, a circulation system to move it around, and people to turn it into work or applied energy. 

Once it has been created we need to know: How much work will a currency unit do? How fast will it circulate? Will it maintain its value between creation and use? When will it cease to exist?

Features of a CC

Effective local currency systems need:

· a mechanism to create units of currency

· a standard of value of units for trade

· a name to represent currency as units of account

· a range of media to represent units and record transactions

· a circulation system to move units around

· rules for:

· rate of loss of value

· retirement of currency units

· recovery of the local currency costs of running the CC

· donations

· trade with other systems.

How are currency units issued?
An organised currency system keeps score of exchanges by issuing points or currency units to participants. Owners of assets - skills, services, goods, under-used capacity - are rewarded with units when they use their assets to help others. Each unit issued recognises their service to others. 

Currency units act as an information system to acknowledge effort. They record a memory of exchanges, acting as a 'medium of exchange'. Units may be recorded on a computer or represented in physical form as notes, coins, cheques or vouchers. Each unit gives the earner the 'credit' (from 'credo' - 'I believe') to receive goods or services in return. Each unit represents a memory of assets put to work. 

When they are ready to spend their credits, participants receive value in return from other participants. Someone's reputation of giving remains in the collective memory but once their credits are spent they no longer have 'credit' to receive anything in return from their community and must give something again. So credits are issued, circulate and retire.

GRAPHIC SHOWING LIFECYCLE OF CURRENCY 
ISSUED THROUGH TO RETIREMENT
KEY PRINCIPLE: Respect the currency by designing it carefully.
Units of community currency can be created in two ways:

· by 'mutual credit' when two people agree to exchange

· by 'fiat' of an authority that creates them.

What is a mutual credit currency?
Members of a 'mutual credit' circle issue credits to other members when they trade. Sally does a job for Harry that takes five hours; Harry credits Sally with five hours and owes five hours to any member of the club, not to Sally personally. Sally may ask anyone else in the club for services in return. Debits represent promises to give back the same value to the whole community. Credits represent a claim on the community for return services.

Each credit unit acts as a reminder of your status as a giver or receiver at any point in time. Credits are issued for service given and circulate until redeemed for services or rewards received, when they are cancelled out. The total of all balances in the system should always amount to zero so it remains stable. Credit always remains sufficient to the needs for exchange and so it can provide longterm stability. 

Mutual credit helps people to keep track of favours and it offers rewards for service. It is not a currency to be traded as a commodity in itself. It remains the most popular form of CC mechanism because of its basic stability. However, it is useful to create debit and credit limits: this encourages members to give and take in equal measure and keeps the system stable.

EXAMPLES: Local Exchange Trading System (LETS), Time Bank.

GRAPHIC SHOWING MUTUAL CREDIT CIRCLE
What is a local fiat currency?
Banks issue national currency as loans to customers and governments regulate the business. These 'fiat' currencies ('fiat' is a Latin word meaning „let it be done“) are only backed by belief and law. Some people condemn all fiat currency as worthless because it has no solid backing. But fiat simply means 'issued by an authority' and people have used established organisations to issue local currencies backed by services or rewards. This guaranteed backing avoids the problems of national fiat currencies (inflation and no fixed standard of value) and makes CCs potentially safer and more desirable than national currency.

Fiat backed by services or rewards  
Local fiat currency backed by services or rewards offers a variety of incentives to encourage volunteers to get involved in community service. Organisers arrange access to spare goods and services in the business, public and voluntary sectors. Spare restaurant and theatre seats, hours in leisure centres, driving lessons, room space and vehicle hire have all been used as rewards. 

EXAMPLE: Blaengarw Time Network, South Wales, UK

In the following pages you will find descriptions of designs for Mutual Credit and Local Fiat models with the purpose of growing community.

Design for a CC to grow community – mutual credit model

The following table summarises the main features of a mutual credit model for growing community, with key design choices and their implications, then examples of systems using each feature.  This is the most popular model for neighbour to neighbour systems – either run by volunteers or paid professionals – that emphasise exchanges between individuals.

	CURRENCY

FEATURE
	DESIGN
CHOICES
	IMPLICATIONS
OF CHOICES
	EXAMPLES
	OUR CHOICE

	Who issues 

currency


	Mutual credit – members issue to each other
	Mutual credit issuance ensures that currency is always sufficient to the needs for exchange and never runs out. 
· 
	Local Exchange Trading Systems (LETS)

Time Banks
	

	Standard of value of a unit for trade


	Equal time 
Time as base for pricing

Equivalent to national currency
	Systems with the primary purpose of growing community encourage people to value themselves and offer service to each other.

Organisers have three options for establishing common values for trade:

· value all labour hours equally

· encourage people to use an hour as a base for pricing 

· make CC units equivalent to national currency.
Time establishes a universal labour standard, that can be used to promote equality of effort- every hour is worth the same - or as a base for differential pricing – people price in multiples or fractions of hours.  Goods are price by charging labour time in time credits and for the raw materials in national currency. 

National currency gives people a familiar standard by which to measure exchanges: prices are the same in local as in national.  
	Time standard for equality:
- Time Banks
Time standard as base for pricing – Fourth Corner Exchange

Equivalent to national currency:

Local Exchange Trading System (LETS)

	

	Name to represent currency as units of account


	Your choice of name
	The unit of account is the measure with which values are stated, recorded and settled. 

Choose a name that helps people to understand its measuring qualities and/or expresses the local or community values you wish to spread. 
	The following names have been used: HOURS, time dollars, time credits, green dollars, love points, Berkshares, Salt Spring Island Dollars, Totnes Pound, Beacons, Bobbins, Acorns etc.


	

	How transactions are recorded


	Computer programme 

(see Appendix)

Website

SMS messages
Cheques

Swipe card
Notes & Coins
Passbook


	Mutual credit systems record all transactions in a central database: this allows brokers to match assets to needs; it keeps accurate records in case of disputes; it provides a range of indicators for the quality and quantity of exchanges, which are useful for seeking support from policy makers and funders.

People become members of the CC and have a choice of ways to inform the administration of exchanges: through a website; SMS messages; cheques; swipe cards.
Some systems allow members to withdraw cash from their mutual credit accounts as notes or coins:  they can be used for smaller trades and they give the currency a more public life, creating higher visibility and opportunities for PR and exchange of local stories.  Cash can be paid in at any time as a credit on a mutual credit account.

Some systems have also experimented with passbooks which allow members to record their own transactions without informing a central adminstration:  passbooks are taken in once a year for checking.
	Each system chooses the best mix for its local circumstances.
	

	Circulation system to move units around


	Social events

Working parties

Auctions

Debit & credit limits

Negative interest
	Currency is meant to circulate around a body of participants to keep all parts healthy. Too little and the body becomes anaemic. Too much and it gets high blood pressure. If currency gets stuck in certain places the system clots, endangering the life of the body. 

Organisers can encourage circulation by holding regular social events and working parties for people to get to know each other and build up trust or by introducing circulation incentives such as debit & credit limits or negative interest (also known as ‘demurrage’, a ‘hoarding fee’ charged on positive balances to ensure gradual decrease in value of currency).  Note that negative interest has the same effect as inflation.
	Most systems experience trading 'hot' and 'cold' spots where some people earn too much currency they cannot spend and others cannot get started trading. A mixture of the circulation options will keep trade active and currency flowing.


	

	Rate of loss of value


	Time limited savings 

Savings limits

Negative interest
	CCs aim to maximise the exchange function of currency and use various methods to discourage serious saving because it takes currency out of circulation.  

You may set time limits for saving, so that people are encouraged to save only for relatively short periods. Savings limits or negative interest tend to increase circulation. 
	Most systems discourage serious savings.
	

	Retirement of currency units


	Retired when an account returns to zero.
	Currency units in a mutual credit system only exist so long as people are issuing credits to each other.  Once all commitments to repay work to the whole membership are met, all currency units are cancelled until new work is done.
	SEE WORKED EXAMPLE AFTER THIS TABLE


	

	Cost recovery system for local currency costs
	System admin account

Transaction fee

Statement fee

	Running a CC is a lot of work.  The enthusiasm and energy of volunteers is limited.  If someone is not paid in money to do the administration, people can be paid in CC:

System admin account - create income to this account from local currency membership fees, event entrance fees, rentals etc. Must be used very carefully so that system is not flooded with credits for administration work chasing scarce services.

Transaction fee – percentage levied on each transaction; can be offputting to traders and fiddly to adminstrate.

Statement fee – charge fee for periodic account statements; use in combination with other mechanisms.


	Each system chooses the best mix for its local circumstances.
	

	Donations
	Social good account
	Sometimes people who earn a lot of credits do not wish to spend them all.  You may give them the option of donating to a special account used to donate credits to individuals, groups or projects in special need of support.
	Various systems have used such an account.
	

	Trade with other systems.
	Membership in various systems
Trading agreements
Multiple registry
	People trade with members of other mutual credit systems:
1. By taking out membership in every system in which they wish to trade. Only worth it if you are likely to do a lot of exchanges and the membership fees are reasonable.
2. Through trading agreements set up between different systems.  The danger is that too much currency leaks from a weaker to a stronger system.
3. Through a 'multiple registry' system that acts as a ‘clearing house’ between participating currencies. The challenge is to find a common standard of value such as hours or baskets of commodities.
	The South African based Community Exchange System (CES) has 88 participating systems in 14 countries. Currencies 'float' against each other according to the relative value of exchange rates between national currencies.
	


MUTUAL CREDIT TRANSACTIONS – EXAMPLE OF TRADES

GRAPH SHOWING MOVEMENT OF UNITS

TRADE 1

All accounts begin at zero.

A does 50 units worth of work for B.

A has 50 credits.  B has 50 debits – owed to any other members who will accept their work.

TRADE 2

A does 100 units worth of work for C.

A has 150 credits total now.  C has 100 debits.

TRADE 3

D does 150 units worth of work for A.

D has 150 credits.  A’s account returns to zero.  

TRADE 4

B does 50 units worth of work for D.

B’s account returns to zero.  D’s credit is reduced to 100.

TRADE 5

C does 100 units worth of work for D.

C’s account returns to zero.  D’s balance returns to zero.  All accounts are at zero.

In practice, there is a constant circulation of units between the credit and debit sides of different members’ accounts.  Many systems implement agreed credit and debit limits in order to discourage both excessive saving and indebtedness.

Design for a CC to grow community – local fiat model

The following table summarises the main features of a local fiat model for growing community, with key design choices and their implications, then examples of systems using each feature.  This is a newer model with great potential for use by professional agencies and alliances of community organisations that wish to increase volunteering numbers and engagement of communities in essential work.

	CURRENCY

FEATURE
	DESIGN
CHOICES
	IMPLICATIONS
OF CHOICES
	EXAMPLES
	OUR CHOICE

	Who issues currency


	An organisation given the authority to issue a local fiat currency backed by services and rewards

	Fiat backed by services and rewards helps community organisations to motivate volunteers to get involved in community projects. 

Currency units are issued to thank and reward volunteers for their efforts.  Units may circulate amongst participants for exchange of services before being redeemed for rewards, arranged by the organisers.

Every unit of currency issued must be guaranteed. Backing must be carefully calculated and all temptations to overissue resisted. 
	Time Networks, South Wales

SEE WORKED EXAMPLE AFTER THIS TABLE
	

	Standard of value of a unit for trade


	Equal time 

	This type of system is expressly designed to attract people to get involved in activities that benefit the whole community – taking part in work gangs, organising festivals, supporting community projects – and so everyone’s time is valued equally to emphasise equality of effort and reciprocity.
	Time Networks, South Wales

	

	Name to represent currency as units of account


	Your choice of name
	The unit of account is the measure with which values are stated, recorded and settled. It is simply the name of the units that represent the standard of value (like inches are to a standard length) and does not in itself express any value. A commonly accepted unit of account is not always a reliable standard of value, say when 'one dollar' begins to lose its value against other currencies. 
Choose a name that helps people to understand its measuring qualities and/or expresses the local or community values you wish to spread. 
	The following names have been used: HOURS, time dollars, time credits, green dollars, love points, Berkshares, Salt Spring Island Dollars, Totnes Pound, Beacons, Bobbins, Acorns etc.
	

	How transactions are recorded


	Computer programme

(see Appendix)

Printed notes


	Organisations using this model of CC keep central records of credits issued for community work.  Credits can be issued to participants as notes that may then circulate until redeemed for rewards.
	Time Networks, South Wales


	

	Circulation system to move units around


	Social events

Working parties


	Currency circulation is not so critical in this model.  Credits are issued for work done for the community and tend to be redeemed quickly for motivating rewards.  This is more of a ‘loyalty points’ scheme for community service.  

However, some participants may wish to exchange their credits for services from other members rather than rewards.  These credits then circulate until redeemed by someone for rewards before an agreed expiry date.

Social events and working parties all help people to get to know each other, learn about upcoming activities and arrange to trade.


	Time Networks, South Wales


	

	Rate of loss of value
	No savings
· 
	Most credits are redeemed quickly for rewards.


	Not relevant.


	

	Retirement of currency units


	Retired on redemption at any time
	Retired on redemption for rewards.
	Time Networks, South Wales


	

	Cost recovery system for local currency costs
	Paid from system admin account.


	These type of systems tend to be run by professional agencies with paid staff.  Community development professionals may wish to attract local people to take part in running aspects of the system by offering them credits for their time, which they redeem in the usual way.
	Time Networks, South Wales


	

	Donations
	Social good account
	Sometimes people who earn a lot of credits do not wish to spend them all.  You may give them the option of donating to a special account used to donate credits to individuals, groups or projects in special need of support.
	Various systems have used such an account.
	

	Trade with other systems.
	No trade.
	Trade between local fiat currencies is not advisable because it is crucial that every credit presented for redemption in a local system is backed and guaranteed.


	Not relevant.
	


DEVELOPMENT PROCESS FOR LOCAL FIAT MODEL

The purpose of the local fiat model is to increase volunteer numbers and help professional agencies and community groups achieve their missions.

Following are the key steps in the development process:

STEP 1

Organisers decide on their goals for the next time period, say 12 months.

STEP 2

They calculate how much volunteer time is currently given, say 5000 hours.  

The first aim is to thank and reward these volunteers so they feel valued.  

STEP 3 

The second aim is to increase the volunteer base by providing attractive incentives to participate.  Organisers now estimate how many new volunteering hours will be required over the next 12 months to achieve agreed goals, say a doubling of the existing level to 10,000 hours.  They guarantee to back the issuance of that number of credits with a menu of rewards, which can be supplied from sponsorship by local businesses, donations by individuals or funding.

STEP 4

Rewards are priced in hours (example: entrance to a 2 hour concert costs 2 time credits) and advertised along with lists of community volunteering opportunities.
STEP 5

Participants give service and receive time credits as records in a database or notes to spend. Credits may circulate for exchanges before being redeemed for rewards. They are then cancelled out.

KEY PRINCIPLE: The choice of issuance system determines whether your CC will  focus on exchanges from individual to individual or from each person to the whole community.
Organising the currency

You have engaged your community in a development process to identify their goals and you have chosen an appropriate currency mechanism.  Now you will design the organisation to run the currency.

A CC creates a circulation system for a community to use its assets and an immune system to protect it against shocks; it needs a heart and a brain to monitor and maintain these systems:

a governance structure to deal with important decision making and a management team to ensure smooth operations. 

A currency does not run itself, no matter how elegantly designed.  There is a myth of self-organising networks on the internet but if you look closer you will usually find leadership, governance and management at work to some degree.  An organisation can be 'light' or 'heavy' depending on the maturity of the participants, the specific aims of the system, the operating conditions and the chosen mechanism.  If a group already exists that could take on the governance and management of a CC then it makes sense to integrate it into that body. Otherwise you will need to set up your own systems from scratch.

Who owns the CC? Good governance


Governance is about power: who decides, who controls, who influences.

CCs make a statement about the power relationships in society: you gain reputation and status by offering your skills, ideas and potential rather than through money or wealth.  Service is power.  That power needs to be organised and channelled to be effective and shared.  

Visionary social entrepreneurs can establish successful CCs; but how long can the energy of the founder(s) be sustained and can it deal with all the strategic and operational questions to ensure sustainability?  Organisations involve the negotiation of power.  Many CCs have broken up over disputes about ideology or personality: people failed to do the necessary internal and external politics.  Sooner or later the need for governance arises because disputes arise, however good the currency design.  The people running and using the CC need to look up from the manual, clarify their values, exercise judgment, make decisions and resolve conflicts.  

A good governance structure creates confidence in the participants and lays foundations for sustainability.  CCs that have survived the test of time have sound governance at their heart: they have a written constitution and a governing board or decision making group to ensure effective decision-making and accountability; they combine continuity from longer serving members and a regular intake of new people and ideas at annual elections; they look for a good mix of age, experience and ability because if everyone is similar and agrees on everything it will probably mean bad decision making.

Many organisations, including CCs, experience problems because people work with conflicting values that remain unstated. Think about the values on which the currency system will be based - equality; cooperation; treating people as assets; rewarding work that grows and protects community; reciprocity etc. – and make sure that members of the organising group or leadership team clarify their values by explicitly identifying and naming them early on in the development process.

What does the governance do?

It is necessary to have a responsible body that:

· issues the currency

· guarantees the currency

· hires and fires the staff who manage it – paid or volunteers

· ensures proper auditing of both monetary and CC transactions.

Governance sets the rules for managers and participants to operate by and protects the integrity of the organisation it governs: it ensures accountability of the managers to the members and of the members to each other, shared power, fairness and strategic decision making. Governance of a CC aims to create ownership amongst the main ‘stakeholders’ and protect it from deliberate sabotage, incompetence or power plays.  It is worth getting it right at the start. 

The purpose of management is to ensure efficiency of daily tasks, good service to the users and operational decision making.  Governors may also be managers in smaller systems, in which case it is even more important to be clear about lines of accountability.  Careful management will solve most operational problems but issues about values and strategy require a governance structure.  

A strong base

Where is ‘home base’?  Many successful CCs have a natural home where the first meetings or regular events are held: it may be a café, community hall or religious institution, or the base of a host organisation that backs and manages the currency.  If the CC is integrated into an existing organisation, it is likely to have its own governance structure, through which issues about the currency should be raised.  Or an organisation may start the development process and then let go of the CC later; at this point the CC will require its own governance structure.

What roles are involved in governance?

There are three key roles for effective governance of organisations:

· Some form of leadership: an elected chairperson for a set period of office; a rotating chairperson; or shared leadership.  

· Someone to keep records of meetings and deal with official paperwork, such as a secretary.  This job can also be shared from meeting to meeting.

· Someone to keep records of accounts and audits, such as a treasurer.

CCs typically appoint a different person to keep accounts of transactions in local currency, so that money and CC are accounted for separately.

Responsibility or liability?

People appointed to run the organisation have a responsibility (response ability) to carry out its goals according to the wishes of its members.  The aims of your CC, its users and their expectations will determine at what point responsibility turns into potential liability, which can be limited by a clause in your members’ agreement, the legal status of your constitution and its board or by a specific insurance policy.

Governance options 

Whether you are a small group of citizens or an alliance of professional agencies, you need to choose the appropriate governance structure.  Use the following table to think about your options for governance:

	Governance question
	Options for a small group
	Options for a community alliance


	OUR CHOICE

	What sort of constitution is required?

	A small group of citizens may begin with the simplest possible form of governance, an unincorporated association and a members' agreement setting out roles, rights and responsibilities. This may later mature into other forms such as a cooperative or charitable trust. 

Whichever form is adopted will have some form of constitution that includes procedures for appointing representatives who will make and carry out decisions on behalf of the membership. (see Resources for standard governance structures)


	An alliance of community organisations or public agencies may opt to incorporate the governance of the CC into an existing governance structure: that of the alliance itself or one of the lead participating organisations. 

Alternatively, a new organisation may be founded for the purpose of governing and managing the CC. All members must be happy with the proposed arrangements for strategic oversight and decision making. (see Resources for standard governance structures)


	

	How can users or members make their voices heard?


	The purpose of governance is to create a space where issues and differences can be negotiated, grievances aired and disputes resolved.  Small groups can adopt a simple disputes procedure and  ways for members to communicate with the governing group such as email, letters columns in newsletters and members’ agenda items in meetings.


	Users may have to work harder to get their voices heard in a large organisation run by professionals.  It is even more important for such groups to create channels for important messages about service quality to feed back to managers through focus groups, hotlines etc.
	

	What accounting and financial controls do we need?

	Most small CCs without paid staff will not have any serious money income.  Annual accounts presented to the members at an AGM will normally be sufficient.  As the organisation grows they may need to be audited to comply with financial regulations.


	A CC run by or for a community alliance will need to ensure that all dedicated income and expenditure for the CC is accounted for separately in annual accounts and audited to comply with financial regulations.
	

	How do we limit liability?


	A members' agreement for an unincorporated association can be written to include a clause limiting liability of the CC and its governing board for the quality of transactions between members.

If the CC is constituted as a charity the liabilities of its board are presribed by law.

If the CC decides to serve vulnerable people, the board may think it appropriate to take out public liability insurance – many time banks take this approach.


	A community alliance or professional agency will need to take legal advice about its liabilities in the case of a CC.
	


NB The above is offered as general guidance but is no substitute for professional legal advice.

KEY PRINCIPLE: The larger the system, the more important governance becomes: choice of a governance system and the power of decision making determine the future evolution of the system.
Who will run the CC? Effective management 
Successful organisations minimise internal complexity and maximise their ability to respond to external complexity: CCs do this by devolving tasks to their members (eg updating their personal information through websites) and through clear job descriptions, policies and procedures for staff.

Many CCs have struggled along with few resources and made do with whoever volunteered for a job; a few keen people can keep a CC going for many years but it is likely to limit growth and potential.  CCs need to be well managed to give good service to participants, whether they are run by volunteers or paid professionals.  A management structure can be set up specifically for the CC or it can be integrated into the management procedures of an existing organisation.  

You need to know what needs managing, find people with shared values to do the jobs and provide clear structures and support mechanisms for managers, such as supervision and training.

What needs managing?
Use the following table to think about your options for management:

	Management question
	Options for a small group
	Options for a community alliance


	OUR CHOICE

	Which tasks can be devolved to participants?


	You may ask participants to use a website to:

· update entries for offers and wants 

· advertise one off sales and events

· enter details of transactions.


	You may ask participants to use a website to:

· update entries for offers and wants 

· advertise one off sales and events

· enter details of transactions.


	

	What essential jobs need doing by managers?
Community development

Recruiting new participants 

Brokering trades

Membership services

Local currency accounts

National currency accounts

PR

Social event organising


	However small your group, it is worth writing down job descriptions with key tasks for each of the following roles and person specifications defining personal qualities required in each role.
Groups of volunteers are unlikely to have much time to dedicate to serious community development activities, which tend to be time-consuming.  Word of mouth will do.

Smaller systems rarely have the income, expertise or time to deal with marketing; word of mouth, simple websites and flyers will do.

Participants arrange trades with each other in smaller systems through websites, printed directories and noticeboards, that all need to be maintained.

If you decide on a member- based model, you will need to provide services to members such as directories and account statements.

Someone keeps accounts of member transactions in a mutual credit system.

Money accounts deal with income from membership fees, advertising, events etc.

Small groups make the best use they can of local press and the internet to create a profile.

Social events are the glue that hold many systems together.  Find someone amongst your members with the enthusiasm and skills to do the organising.


	Funded systems will automatically need job descriptions and person specifications for paid staff engaged with the CC.

Where funding is available for community development activities it should be focussed on creating a constituency for participation in the CC.

Funded systems may integrate marketing of the CC into existing strategies or create dedicated strategies and incentives to attract and retain new participants. Existing recruitment strategies for volunteers may be adapted for the purpose. 

Funded systems may appoint a person to play the role of broker to create direct matches between participants, in addition to the tools used by smaller systems.

If you decide on a member- based model, you will need to provide services to members such as directories and account statements.
Someone keeps accounts of member transactions in a mutual credit system.

Money accounts deal with income from membership fees, advertising, events etc.

Think about the variety of potential audiences who may benefit from hearing about the CC and tailor your messages to their concerns and needs: citizens, consumers, community organisations, public agencies, businesses, funders and politicians.

Social events are the glue that hold many systems together.  Find someone amongst the members of the CC with the enthusiasm and skills to do the organising.  Budget to underwrite some of these costs.


	

	What additional jobs could be done by managers?

Training for participants
Monitoring & evaluation


	The above are all essential jobs for a successful CC.  If resources or time are available you may also consider asking people to take on the following jobs.

Many small CCs arrange special evenings for new members to learn about how to participate effectively.  Find someone in your system with training or communication skills to get people enthused about taking part.

Monitoring and evaluation allow you to process feedback. 

Small groups can ask participants to take part in yearly surveys on websites or in newsletters.

Simple software will help you to measure:

· trading volume

· total value of transactions

· quality of transactions

· participant satisfaction.
	The following jobs should definitely be included in a funded CC where resources are available.

Think about what training and coaching people need to participate successfully. What knowledge and skills do they need? How can we spread best practice?

Larger CCs may have resources to invest in training events to teach people how to make best use of the CC.

Think about why, what and how you want to measure. How will you evaluate the feedback to improve the effectiveness of the system? Existing monitoring systems may be adapted for the purpose. You can ensure best performance whilst gathering evidence for effectiveness that can be turned into stories to attract new participants and resources. You may think about measuring at regular intervals from daily to yearly: trading volume; total value of transactions; quality of transactions; participant satisfaction; value of work to public and voluntary organisations.
	

	How will we recruit new staff or volunteers?


	It is particularly important in small groups to spread the load so that nobody burns out trying to do all the jobs.  Make sure to have job descriptions advertised in a website or newsletter and put the word out that you need people.


	Running a CC requires a team with a spread of skills.  If you decide to pay staff to run it, make sure that they concentrate on their community development role and devolve key tasks to members.
	

	What management structure do we need?


	Once you are clear about what jobs need doing and who will do them, make sure that people report to the steering group regularly so that they are held accountable for their work.  


	Paid workers will be accountable to an existing management structure in a community alliance or professional agency.  If they decide to set up a dedicated organisation for the CC it will need to create an effective management structure to ensure efficiency.


	

	What policies & procedures do we need?

	Apart from your membership agreement you can keep things simple by having policies to cover disputes, expenses and data sharing.
	Think about policies for equal opportunities, health & safety, financial management, training & supervision, disciplinary & grievance.
	

	What trading rules do we need?
	Trading rules are a good way to set standards and discourage anti-social behaviour or 'freeloading' from the start. 

Think about the following options:

· savings limits in current account 

· separate savings accounts with limits

· demurrage mechanism (hoarding fee)

· debit limits

· control of goods and services allowed to be traded in CC

· trading histories as evidence of credit worthiness

· legal contracts.


	Trading rules are a good way to set standards and discourage anti-social behaviour or 'freeloading' from the start. 

Think about the following options:

· savings limits in current account 

· separate savings accounts with limits

· demurrage mechanism (hoarding fee)

· debit limits

· control of goods and services allowed to be traded in CC

· trading histories as evidence of credit worthiness

· legal contracts.


	

	What legal responsibilities do managers have?

Income tax 

Welfare benefits


	Most smaller systems adopt a simple members’ agreement outlining the rights and responsibilities of members.  They often contain a clause limiting liability of the managers. It is the responsibility of managers to inform participants of the rules about tax and welfare benefits:

Social exchanges or favours are exempt from tax in the UK.  If someone offers their normal trade through a CC they are liable for tax in national currency.

Participation in a CC does not effect claimants of most benefits.  Check with a CC support agency and your local benefits office.


	Larger systems will want to think about what degree of responsibility the managing organisation is willing to take on.  It is the responsibility of managers to inform participants of the rules about tax and welfare benefits:

Social exchanges or favours are exempt from tax in the UK.  If someone offers their normal trade through a CC they are liable for tax in national currency.

Participation in a CC does not effect claimants of most benefits.  Check with a CC support agency and your local benefits office
	


KEY PRINCIPLE: CCs do not run themselves.  With careful management they become sustainable and successful. 

CC Design Manual, Copyright 2008, John Rogers 
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