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1.

Application and Setting-up

• Best practice for setting 
up a project

• Ideas for how to assess 
local need in the elderly 
population

• Good ideas to help keep 
the project on track

Running

• Maintaining and growing 
attendance

• Raising profile to attract 
more local support

• Dealing with challenges 
to consistently deliver 
high quality activity

Monitoring

• Gain participant feedback

• Review attendance and 
project success

• Finding funding and 
partnership opportunities 
to keep the project going

Successful projects have 3 stages ...
This guide provides handy tips to help you start, run and monitor your project; it 
reflects good ideas from Extra Time projects that work well.

Some parts of this guide may be more relevant to your project others may act 
more as a retrospective check.



2. ... with 6 building blocks to help you succeed

There are generally 6 things that successful projects do well; these can guide 
those who run projects to focus on what’s really important

£ Making sure what we need is available – the right partners, people and facilities to deliver

� Nailing down project scope – be clear about what the project will deliver from the outset

☺ Knowing who can help make the project a success – involving sponsors and those who can help

� Being aware of challenges and being ready to face them – having a ‘Plan B’ just in case

� Having a plan – knowing when things need to happen and how long they will take

� Understanding the benefits for all those involved – communicate benefits to participants 



3. These require your focus and effort.

What we are trying 

to do

Delivering the 

benefits

Involving those 

who matter

Right people and 

funds

Plan of what to 

do and when

Overcoming 

challenges

Nail the scope and 
get it agreed; focus 

on what can be 
achieved.

Work with the 
local agencies to 

shape who can 
benefit.

Establish 
relationships with 
people and 

organisations 
that can help.

Identifying the 
sorts of skills 
needed and 

funds required to 
sustain project

Having a good 
idea of when 
things need to 

happen to get 
started.

Thinking about 
what could go 
wrong and 

minimise 
problems.

Don’t lose sight of 

what we are trying 
to do.

Track how the 

benefits are 
being delivered. 

Let others know 
what’s going on

Control funds, 

maintain skill 
levels.

Is the plan ok? 

Adapt to suit 
changing 

circumstances

Think ahead –
how will things 

change? 
Learn from other 

projects. 

Are we doing what 
we said we would 

do?

Measure the  
benefits; are they 

as expected?

Don’t forget to 
keep talking to 

others – tell them 
about successes

Have we got the 
right people in 
place. Do we 

have enough 
money?

Did things 
happen when we 

thought they 
would?

Are potential 
challenges 

controllable?

As you move through your programme some of the 6 themes will require 
more focus than others.  All remain important though!

£� ☺ ���

Application 

&Set-up

Running

Monitoring

Really importantReally important Don’t forget theseDon’t forget these



4.

How do you mobilise and engage participants? 

•Who should participate and how will you get them 

involved with the programme?

•Why will they want to come to your programme?  

•How many people do you need to cater for?

•Are sessions accessible for all those who would benefit, 

not just those that are more able bodied – those in 

residential homes etc?

•How do you let potential participants know about the 

project? 

•Where can you find  participants for the project 

(hospitals, doctors, age care homes, community centres 

etc)?

•How do you maintain a solid membership all year round 

(including holiday periods and seasons)?

•How do you ensure participants can attend regularly 

(e.g. what transport options are available)?

Extra Time Project Start-Up Check List (1 of 3)

What will the project achieve and how? 

•What kind of facilities will be made available  (quality, 

regularity, benefits) and how often?  Are these facilities 

suitable?

•How accessible are the facilities to participants 

(transport links, ramps etc)?

•Can you help arrange transport guidance or 

assistance?

•Who will organise facilities and be consistently available 

to run the programme?  

•What kind of activities will you provide? 

•What research have you completed into local need?

•How do you know that your ideas will bring benefit?

•How are you promoting  social interaction, physical  or 

other benefits?  How do you sell this to participants?

•How many hours a week of activity are you providing for 

participants?

What you want the project to do and getting people involved

: what we are going to do : involving those who can benefit

MonitoringRunning
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5.

Who else can be involved in the project?

• What could partners such as health providers, local 

elderly programme representatives, leisure partners 

and local clubs bring?

• What are the strengths and areas of expertise they 

can support you on?

• How can they help you deliver you programme?

• How will you communicate your ideas to those that will 

help to deliver the project?

• How are you linking to local aims?

Who will oversee your project?

• Is there a steering committee and why are they there?

• Have you scheduled a kick-off meeting before the 

programme starts with the Steering Committee?

• Have you scheduled regular meetings with the 

steering group during the project?

• What will the Steering Committee discuss?

Extra Time Project Start-Up Check List (2 of 3)

Involving others who can help and resources required

: involving others who can help☺

Do you have the right skills to run your project?

• What personal and professional skills do people 

require to fulfil their roles on your project?

• What skills do people that are involved in your project 

currently have?

• How do the skills that people have relate to what you 

are trying to achieve in your project?

• How can you help people develop skills or supplement 

their skills to benefit your project?

Do you have enough funds to realise your goals? 

• Have you set out a budget that captures:

• start up costs (before the project commences)

• week to week costs of running the programme

• Are there local facilities that you could approach for 

discounted services to improve benefits without 

overspending?

• Is it feasible to charge a small fee for participation?

: people and funds£

MonitoringRunning
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6. Extra Time Project Start-Up Check List (3 of 3)

�� : the plan – what to do and when : what might go wrong

Have you considered everything in your plan?

• What time of day will you run the activities?

• Have you had someone else look at your plan and 

challenge it?

• How does your plan help you achieve the objectives 

your project and Extra Time set out?

• Have you got an overall plan for the full 30 weeks of 

the project?

• What is the plan for achieving specific objectives?

• How are you able to adjust the plan to meet people’s 

need?

• How will you check that you plan is still relevant?

• How does your plan help you keep track of things you 

need to do e.g. pay bills, rebook facilities?

• Does your plan consider staff holidays?

• How will you discover if participants are getting benefit 

from your project?

What arrangement do you have in place for 
unplanned events?

•What may stop you delivering your plan?

•Where will you get other people to fill in during times of 

unplanned staff absence e.g. illness

•How have you linked into support offered by Community 

Planning?

•What alternatives have you considered in the event of 

adverse weather?

•How will you get people to the venue if there are 

transport problems?

•Do you have a list of key contact that you can call on if 

there is an emergency situation?

•Do you have all the specific skills you need e.g. first 

aid?

•What will you do if nobody turns up to your events for 

the first 6 weeks?

Developing the plan and thinking about what could go wrong

MonitoringRunning
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7. Delivering benefits that meet local needs ...

MonitoringRunning
Application 

& Set-up

Gaining support, increasing participation and seeking help to run a really 
good project

• Encourage participants to invite others, word of
mouth is often the most successful recruitment 

tool

• Engage with your participants formally and 

informally to maintain a varied programme that 
meets their need and maintains their interest

• Consider if having a participant representative
as a ‘Group Champion’ on your Steering 

Committee would be a useful way of gathering
feedback

• Share your ideas and plan with participants and 

ask for their input

• Hold taster sessions as a way of reaching 
elderly population and fostering interest in the 

programme

• Clearly defined roles and 
responsibilities assigned 

on the Steering Committee 

to share the burden and 

increase the reach

• Use the membership of 

your steering committee to 

reach out to the local 

community, provide 

expertise, advice and to 
champion the project and 

help raise profile or funds

• Use your Steering 

Committee to oversee
whether your project is 
meeting its set aims

• Ensure membership of 

your Steering Committee is 

relevant and flexible

• Approach potential local 
partners to showcase the 

benefits of the programme

• Invite partners to view
your sessions in action 

• Partner with local facilities 
or trainers that enable you 

to run varied activities at a 

manageable cost

• Create specific
agreements of what form 
their support will consit of

• Maintain a good
relationship with partners 

by communicating impact 
of support regularly and 

showing evidence of 

benefits acheived 

Supporters Participants Partners

�



8. ... which are affordable and sustainable ...

Try to increase income (if you can) and control spending (which is a must); 
running your project ultimately comes down to funds

Money inMoney in Money outMoney out

Clearly establish how much it will cost 
for the service you will require and be 

wary of hidden commercial extras such 
as hospitality costs charged

Get as much as you can Spend as little as possible
Consider if/when to 
charge participants a 
few pounds to come 
to the programme.
This will not drive 
them away but give 
them a perception
of value while 
creating crucial extra 
funds

Keep looking for 
additional local
funding opportunities
for the project

Hold some money back 
(just in case!); keep 
some contingency

funds

Be clear on what role your 
Steering Committee will play 
in monitoring benefits and 

costs – keep them on side

Measure the 
benefits and tell 

people about them 
in a way thjat helps 
to attract funding

for next year?

MonitoringRunning
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9.

Is funding a problem 

next year?

Is funding a problem 

next year?

... whilst keeping an eye on the future

Think about things that may stop or slow down what you are trying to do; 
and work out how to deal with them

Think ahead – what are the challenges?

• Plan exactly how activities will run, including costs, people involved, 
contacting participants, dealing with facility providers, keeping support etc

• Look at the pressure points – what could go wrong with the plan?

• Write a list and then consider how likely they are to happen and what the 
impact could be – get help from others to make the list

• Put the things that are most likely to happen at the top of the list – work out 
how to avoid their impact

• Get others involved to help you prevent them happening

• Regularly review the list; add new challenges, remove ones that have gone 
away

Will a long summer 

break effect autumn 

attendance?

Will a long summer 

break effect autumn 

attendance?

Will we continue to 

have access to certain 

facilities?

Will we continue to 

have access to certain 

facilities?

How long will the 

trainer(s) remain with 

the project ?

How long will the 

trainer(s) remain with 

the project ?

What happens if the 

class size doubles?

What happens if the 

class size doubles?

MonitoringRunning
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10.Use systems to monitor how well 

you are doing

[ET Project Aim][ET Project Aim]

ParticipantsParticipants

• Keep weekly attendance 

records

• Summarise to see illustrate 

gender, age and geographical 
profile

• Encourage participant feedback 

through formal survey and  

regular informal conversations

• Keep weekly attendance 

records

• Summarise to see illustrate 

gender, age and geographical 
profile

• Encourage participant feedback 

through formal survey and  

regular informal conversations

Communicate and Evidence BenefitsCommunicate and Evidence Benefits

• Participant benefits – show health and social inclusion benefits

• Stakeholder benefits – evidence of success in achieving aims validating their involvement and continued support

• Your benefit – state your ability to champion the project, attract sponsors & increase participation over project lifetime

• Participant benefits – show health and social inclusion benefits

• Stakeholder benefits – evidence of success in achieving aims validating their involvement and continued support

• Your benefit – state your ability to champion the project, attract sponsors & increase participation over project lifetime

Stakeholder involvementStakeholder involvement

• Maintain a list of partners and 

supports

• Set targets to communicate and 

get them involved regularly

• Provide evidence of benefits in a 

‘flyer’ 3 or 4 times a year with 

news, photos, DVD’s and plans

• Maintain a list of partners and 

supports

• Set targets to communicate and 

get them involved regularly

• Provide evidence of benefits in a 

‘flyer’ 3 or 4 times a year with 

news, photos, DVD’s and plans

FundsFunds

• Set monthly/ quarterly budget 

estimates

• Regularly report to the steering 

committee on how your actual spend 
compares to budget

• Set monthly/ quarterly budget 

estimates

• Regularly report to the steering 

committee on how your actual spend 
compares to budget

MonitoringRunning
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Monitoring progress, tracking involvement and keeping an eye on spend are 
important; all these contribute to realising the benefits you set out to achieve
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