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About Earthworks:

The natural place to grow

 Charity established in 1995

 Community connection, 

engagement and inclusion

 Meaningful work-based 

learning and nature-based 

activities

 Organic horticulture, 

woodwork, conservation and 

country crafts



Social and Therapeutic Horticulture at Earthworks: 

People of all abilities learning and working together 

towards a greener future
Process of using plants and gardens to 

improve:

• Physical health

• Mental health

• Communication 

• Cognitive skills

Use of garden as a safe and secure place 

for:

• Social interaction 

• Practical skills development 

• Working towards independence



Organisation Structure

 Board of Trustees

 Joint Project Leaders

 Site staff team

 Office staff team

 Volunteers

 Earthworkers



The Earthworks Board

 Dedicated and changing Board over the 25 year history

 Historic issues of the Board being too involved operationally 

 More recent history of the Board being too “hands-off” and 

not providing the appropriate support and challenge to senior 

management

 Delicate balance



Awareness:

Recognising and acknowledging the need for change

What motivates our 

trustees?

Is the Board 

fulfilling its 

purpose?

Is the Board 

effective? 

Do we need 

something 

different from 

our Board?

What does 

good 

governance 

look like?



Identifying the development needs

 Unstructured meetings

 Lack of whole board engagement between meetings 

 Inadequate support for Project Leaders

 Underused capacity within the Board in terms of skills, 

experience and time

 Not all “on the same page”: lots of good work going on but not 

well joined-up

 Lack of common understanding of roles and responsibilities



Accessing Support:

Good Governance training

 Whole Board and Project Leaders

 Roles and Responsibilities

 2017 Charity Governance Code

 Trustee tenure

External training provided Earthworks with 

a compass for the journey towards good 

governance
Image source: https://responsiblefinance.org.uk/2019/03/the-5-ss-of-governance-provide-a-framework-for-boards-to-

engage-with-and-understand-the-smcr/



Difficult Conversations

The Board as a whole was a little “stuck” 

The Chair held 1:1 meetings with all trustees:

 A forum to discuss individual contribution going forward

 Self-reflection

 Decision to step-up

 Decision to step-down

 An opportunity to acknowledge service

 Positive endings



Strategic development:

The value of external facilitation

Strategy development workshop facilitated by Sue Pearlman

 A pivotal meeting

 Common ground

 Core values

 Strengths-based approach

 Use of garden space

 A more effective and united

Board



Developing through self-assessment 

 Individual trustees skills audit

 Charity Governance Code questionnaire: 

assessment of our competencies relating 

to the principles of the 2017 Charity 

Governance Code



HCF Building Effectiveness 2019 

 Identify how Earthworks can perform 

better

 Support of a business mentor

 Implement a development action plan

 Challenge our thinking

 Further develop our Board and Project 

Leaders



Outcomes of Board Development work 

to date
 Clear and common understanding of roles and responsibilities

 A more strategic Board, with a commitment to developing 

formal strategy documentation to support growth and 

development and align individual and organisational outcomes

 A more engaged Board, with more effective meetings, 

supporting decision making

 A focus on organisational risk management

 The use of advisors to the Board

 A skills-based approach to trustee recruitment, supported by a 

revised induction process 



The Journey Continues

 HCF Building Effectiveness: developing 

our organisational risk management, 

decision making processes and strategic 

capabilities

 HCF Building Better Boards: supporting 

our trustees to further develop work on 

our strategy

 Developing the use of advisors to the 

boards

 Learning, reflecting and developing



www.earthworksstalbans.co.uk


