Meeting of the National Lottery Community Fund Board
25 March, 2025
09:30-15:20
The National Lottery Community Fund, Apex House, Edgbaston Road, 
Birmingham B15 1TR
Via Ms Teams

MINUTES

BOARD MEMBERS PRESENT:

Dame Julia Cleverdon	, Chair of the Board
John Mothersole, Vice Chair, Chair England Committee
Paul Sweeney, Chair, Northern Ireland Committee
Emma Boggis, Senior Independent Director
Richard Collier-Keywood, Chair, Audit and Risk Committee
Stuart Hobley, Board member
Simone Lowthe-Thomas, Chair, Wales Committee
Dame Helen Stephenson, People Committee Chair
Peter Stewart, Board member
Kate Still, Chair, Scotland Committee
Ellie Craig, Board Member, Youth Voice

IN ATTENDANCE:
David Knott, Chief Executive
Becky Morrison (Teams), Director, Youth and Civil Society, DCMS
Stuart Fisher, Chief Finance & Resources Officer
Mel Eaglesfield, Director, Funding Strategy, Communications and Impact (Items 5 & 6)
Liz Church, People & Culture Director (Item 7.2)
Tom Walters, Deputy Director, Impact (Items 5.1 & 6.2)
Claire Monks, Deputy Director, Communications (Item 6.3)
Shane Ryan, Senior Advisor (Item 6.4)
Angela Francis, Head of Innovation (Item 6.4)
Sarah Watson, Head of Innovation (Item 6.4)
Neil Ritch, Scotland Director (Item 5.1 & 6.1)
John Rose, Wales Director (Item 6.1)
Rob Roffe, Head of Evidence Services (Scotland, Wales and Northern Ireland) (Item 5.1)
Nic Buckley, Chief of Staff
Catherine Roberts, Head of Governance (Minutes)
Patrick George, Senior Governance Officer (Minutes)



CLOSED SESSION
1.1. The Board, the CEO, Chief of Staff (CoS) and Chief Finance and Resource Officer (CFRO) met for a closed session.

Becky Morrison, Catherine Roberts and Patrick George joined the meeting.

INTRODUCTORY REMARKS
1.2. The Chair opened the meeting and welcomed all to the Birmingham office. She welcomed new Board member Ellie Craig.

1.3. She noted that discussions had taken place on the Fund’s operating environment during the closed session.

Apologies

1.4. Apologies were received from Danielle Walker-Palmour. 

Declarations of interest

1.5. Emma Boggis declared that she was to become Interim Chair of the UK Sports Institute WED 1 July 2025 and Peter Stewart noted that he would soon become a non-executive member for the Duchy of Cornwall. Richard Collier-Keywood raised his ongoing interest as Chair of Fair4All Finance.

Approval of Minutes of Board meeting held on 5th December 2024

1.6. Subject to some requested amendments, the minutes of the meeting held of 5th December 2024 were approved as an accurate record. 
ACTION: Governance

Actions arising – P01

1.7. The Board NOTED the status of actions, most of which could be closed. The action on funding formula review would be addressed with members prior to the June Board.

1.8. On action 36, members requested a date be confirmed within the next 2 weeks for the Board & Committee Day. 
    ACTION: Governance

2. CEO UPDATE AND OUTLOOK – P02
2.1. The Board NOTED the overview provided by the CEO:
· He noted that great strides had been made across the organisation in pursuance of the strategy ‘It starts with community’, with key decisions being made at this meeting. 
· Multiple elements associated with ‘It starts with community’ and corporate strategies were now coming to maturity, and there was confidence in the initiatives that were firmly underway, whilst learning and adapting. 
· New opportunities were emerging within Portfolios, with active engagement from across the organisation. 
· He characterised the outlook for the year ahead as confident, purposeful and busy. 

2.2. The Board welcomed the update and commended the work being done by the People Committee and People and Culture Director. 

2.3.  They encouraged further engagement with departments across the Government, in particular to support the development of the Youth mission. 

Mel Eaglesfield and Tom Walters joined the meeting

CORPORATE PLANNING
KPI Performance Report 

2.4. The CEO opened the discussion advising this was the first full suite of KPI data following the end of the first full year of the corporate plan and the initial year of the six-year strategy. The assessment aimed to challenge and provoke thought within the organisation. Illustratively, KPI 7 was projected to reach an amber status, with green representing 100% achievement and amber indicating 99%. This level was deemed appropriately challenging. The discussion emphasised the importance of balancing ‘human learning systems’ and examining current practices without becoming overly rigid in methodology. KPI 4 emerged as a significant topic, presenting various options for progression and prompting substantial dialogue on the desired pace and dynamism of initiatives. 

2.5. The Board congratulated the team for achieving a significant milestone and in gaining new insights. They welcomed the update and expressed that red or amber indicators were acceptable at this stage as the aim was to push boundaries. It was agreed that further maturation of a wider suite of indicators was required, particularly around deprivation, to ensure that our insight continued to develop and that a rounded view was maintained. 

2.6. On KPI 6, members discussed the collection and differentiation in awareness data across the devolved administrations, noting the significance of awareness and favourability metrics. It was agreed this would be a ‘deep dive’ at the next Board.

 ACTION: Governance, Deputy Director, Impact 

2.7. It was also NOTED that the Fund would consider alternatives or broader complements to IMD indices in the next corporate plan cycle.
[bookmark: _Hlk194938245]ACTION: Deputy Director, Impact

2.8. On KPI 8, a request to further understand the satisfaction levels and reasons behind dissatisfaction was made. 
ACTION: Deputy Director, Impact

2.9. The Board AGREED that Country Committees would have a standing item on KPIs at their meetings to continue to mainstream consideration of KPIs in decision-making.
   ACTION: Portfolio directors

2.10. On KPI 4, the Board emphasised the need for ambitious targets without compromise and suggested integrating some of the options presented to prevent future funding issues. It was recognised that when setting this target the Board were being ambitious, and agreed that ambition should not diminish in the face of challenging performance. They encouraged innovative approaches in funding assessment criteria and grant officer guidance and queried the potential limitations of current systems and the tagging of grants in alignment with the mission’s framework. 

2.11. Members reflected on the tension between responsive funding and seeking to take a lead on environmental issues. They acknowledged that a suite of responses would be needed to ensure that the Fund became recognised as an environmental funder to stimulate demand at a community level, whilst simultaneously allowing for system level investment. The Board discussed the challenges faced by vulnerable communities regarding environmental issues, categorising the need for awareness raising and educating communities, actions to engage individuals in green spaces and direct environmental impact system-wide solutions. They highlighted the need for clearer long-term impact measures. 

2.12. The Chair stressed the importance of accurately tagging projects for effective reporting and reiterated the significance of collaborating with field experts and establishing strategic partnerships. It was AGREED to clarify the tagging of a specific illustrative ‘food waste project’.

ACTION: Deputy Director Impact


2.13. The CEO outlined three strategic questions regarding funding decisions: the pace of progress, the balance between community-led funding and environmental leadership, and the prioritisation of widespread impact versus deeper interventions. 

2.14. The Board discussed the options presented. Option A was rejected and it was felt that the other options were not mutually exclusive, including a fifth possible option E around new partnership activity, building on Climate Fund learnings. There was an openness to options B and C and more work to do around options D and E. 

2.15. On the basis of options development as above, it was AGREED that a review point, to further discussion of 4 options and changes needed to drive performance against KPI4 ambitions would be scheduled in May. 
ACTION: FSCI Director, Deputy Director Impact

2.16. It was AGREED that the Chair of Audit & Risk Committee take a leadership role at Board level in supporting wider thinking on partnerships.
       ACTION: Chair of Audit & Risk Committee 

Rob Roffe joined the meeting.

Impact Strategy

2.17. The Head of Evidence Services (Northern Ireland, Scotland and Wales) presented the impact strategy, highlighting its role in guiding community-led action through evidence and learning. The document was shaped through input from teams, committees and grant holders. The strategy built on good practice from other organisations. 

2.18. Members welcomed the update and commended the work completed to date. They highlighted the importance of benchmarking against other organisations. It was AGREED that the next steps section of the strategy be clarified for an external audience.  
ACTION: Deputy Director Impact

2.19. The discussion focussed on the importance of enhanced communication and the use of data. Higher data standards to improve usability for external stakeholders was discussed. The need to integrate equity into procedures and governance was stressed, and it was AGREED that all collateral be reviewed to ensure that the Fund was positioned with humility and the role of communities and grant holders in delivering impact was made clear. 
ACTION: Deputy Director Impact

2.20. The importance of effective impact measurements was acknowledged. The CEO confirmed the annual impact report would focus on storytelling and highlighted the importance of showcasing the Fund’s role in supporting community impact.
  
2.21. The Board APPROVED the impact strategy and the agreement for it to be shared with Country Committees at their next meetings. 
ACTION: Country Directors, Governance

2.22. On enhancing the communications strategy, it was confirmed that internal communication plans were ready and pending approval. The Funding Strategy, Communications and Impact (FSCI) Director noted that the strategy was to encompass the entire Fund and not just the Impact and Evidence team. 

Rob Roffe and Tom Walters left the meeting. 

Claire Monks joined the meeting. 

Approach to Communications and Engagement
 
2.23. The Chair welcomed the Deputy Director, Communications to the meeting and emphasised the necessity of effective communication and establishing an ambition for the Fund’s public presence in the delivery of ‘It starts with community’. 

2.24. Three key priorities for discussion were outlined: increasing the Fund's visibility among target audiences, raising awareness of structural and cultural changes, and engaging with policymakers and potential partners.

2.25. Members praised the strategy for being bold and stressed the need to be confident and well-resourced, advocating a community first framing. The importance of local-level awareness and ensuring broader community engagement, beyond direct stakeholders, was also discussed. 

2.26. They highlighted the importance of providing a link, for the public, between National Lottery players and the outcomes of the funding. It was confirmed that the current operator had plans to incorporate these ideas. 

2.27. Referring to the National Lottery Promotions Unit (NLPU), the CEO confirmed that a review was underway and further updates would be provided to the Board on a regular basis. 

2.28. A discussion on audience segmentation and outreach methods emphasised the importance of two-way communication, particularly with policy makers and community groups. It was highlighted that different communication methods were needed for audiences who might engage differently. The Chair encouraged establishing connections with business audiences. 

2.29. There was a request for members to receive a routinely updated Message House incorporating ‘10 killer facts’ to use as part of their wider activities when representing the Fund. 

2.30. It was AGREED to facilitate opportunity project visits or shadowing for Board members, undertaking one per quarter and the members would receive a routinely updated Message House.
ACTION: Deputy Director, Communications


Claire Monks left the meeting. 

Neil Ritch, John Rose and Shane Ryan joined the meeting. 

FUNDING AND STRATEGY
Focus on UK Funding – Annual UK Funding Report 
2.31. The FSCI Director presented the annual UK Portfolio report. She highlighted the richness of the UK Portfolio’s work, which positioned the organisation to take bolder steps in delivering its missions, in particular the environmental initiatives.  Significant collaboration was planned, with support from Simone Lowthe-Thomas and Peter Stewart.

2.32. The Board welcomed the report and commended the performance of the portfolio for the year. There was encouragement to expand grant commitment to CAF.

2.33. The conversation initially focussed on disability representation in funding, specifically seeking clarification on the health and disability project. They expressed a clear desire for support for disabled people to be considered more broadly, not just within the health space and for the adoption of a social model of disability and consideration of intersectionality. The Board also cautioned against any assumptions of homogeneity in the disabled community, and noted that the Fund’s health mission was broader than the current disability focus. 

2.34. They noted the evolving nature of social infrastructure and the role of funding within that context. On infrastructure funding, the Board noted the difficulty in adding value through infrastructure-based programmes and requested assurance that previous commitments not to move toward encroaching on established infrastructure organisations would be respected. Reassurance was provided that any work in this area would focus on clearly identified issues, rather than topping up existing programmes or duplicating others’ work. 

2.35. Caution was noted on the projected amount for partnership development and reassurance provided that alternatives for budget commitment were under consideration while retaining commitment to partnership working.  The strength of the pipelines for CAF and UK Fund was highlighted, therefore options were available if potential partnerships did not prove successful. It was noted that the first quarter of the next financial year would provide clarity. 

The Board took a 30-minute lunch break with staff.  

Angela Francis and Sarah Watson joined the meeting. 

Innovation Unit Update and Plans Ahead 

2.36. The Board received a brief overview of the Innovations Unit’s focus from its first year and the processes used. The cross-organisation collaboration was highlighted and how this was the key to the success of the work. 

2.37. The Head of Innovation explained that the Innovation Unit’s methodology was informed by the Fund’s equity commitments, and particular focus was given to ensuring any new approaches actively reduced barriers to communities that had previously not been reached by National Lottery funding. She mentioned the importance of testing new approaches and engaging collaboratively with both internal colleagues and external organisations. 

2.38. The Chair noted that recent sectoral leadership on the use of AI in funding could not have progressed without the Innovation Unit, underlying the necessity for a positive approach to these developments. 

2.39. It was AGREED that a further session would be arranged to enable Board members to fully understand the work. 
ACTION: Senior Advisor to SMT, Governance

Mel Eaglesfield, Neil Ritch, John Rose, Shane Ryan, Angela Francis and Sarah Watson left the meeting. 

GOVERNANCE & FINANCE
ARC Report to Board 

2.40. The Board NOTED the update provided by the Chair of the Audit & Risk Committee:
· He commended the organisation for completing the improvements required on the Policy Register, marking a major step in Governance. 
· There had been a substantial decline in fraud incident backlogs.
· Under the leadership of the Head of Internal Audit, the function had improved significantly, fostering better collaboration with external audit partners and the Senior Management Team. 
· Recognising its importance there was now a sharp focus on cyber-risk. 
· The Board directed a focused review on fraud in December, which resulted in setting a moderate risk appetite for simple fraud and a low appetite for standard products without hindering the Fund's outreach.

2.41. The CFRO confirmed a new Business Continuity Plan was due to be presented to the June meeting of the Audit and Risk Committee. The Board encouraged the use of an external organisation when it came to testing. 

People Committee Report 

2.42. The Board NOTED the update provided by the Chair of the People Committee:
· She acknowledged strong results from the staff survey, which had prompted discussions on delivering actionable plans to respond to key areas of feedback, under the auspices of the People and Culture strategy. 
· The Committee reviewed the initial draft of the People and Culture strategy, emphasising the need to effectively deliver the people component to support the overall strategy. 
· She highlighted ongoing work on organisational development, EDI strategy, talent management, and leadership culture.

2.43. The Board welcomed the report and an action was AGREED for the Chairs of ARC and People Committee to meet to discuss wider people risks. 
ACTION: Richard Collier-Keywood, Helen Stephenson

BOARD AND COMMITTEE WORKING
2.44. The Chief of Staff introduced the Board Operating Framework, thanking Emma Boggis and Helen Stephenson for previous work done and their ongoing support. The primary aim was to establish concise and structured documentation for the Board, focusing on consolidation and clarity. Work on the Board and Committee Handbook and a refreshed induction pack for non-executive members was ongoing. A new Framework Agreement had been signed and was presented for the Board's acknowledgment. There was a proposal to conduct an annual review of the Board Operating Framework, which included approval of the delegation to the Accounting Officer and Committees as outlined in the Governance Summary.
 
2.45. The Board APPROVED the documents and the delegations detailed within them, noting the value added in the consolidation of documents. Changes to Annex C were noted and it was confirmed a Vice-Chair of ARC would be appointed and that hard copies of key documents should be distributed. 
ACTION: Chief of Staff, Governance

2.46. It was AGREED that the role of the Senior Independent Director should be referenced in the Board Terms of Reference and diagrams in the Board Operating Framework introduction should be updated to better show the connections between Devolved Administrations and Parliament & the Public. 
 ACTION: Chief of Staff

2.47. A Board 360 review was discussed, which it was AGREED should happen at speed with a view to reporting progress at the June meeting. A question-led approach aligned with existing organisational processes was suggested to ensure consistency. The potential benefits of employing an external facilitator for anonymous feedback sessions were also highlighted, despite the increased time and cost involved.
ACTION: Chief of Staff, Board Vice Chair

2.48. The Chair stressed that the focus should be on the quality and thoroughness of the review. A two-stage approach was AGREED, comprising a Q&A-based 360 review followed by a deeper process based on the findings. 
  					ACTION: Chief of Staff, People and Culture Director

2.49. The Chief of Staff expressed his thanks for the support of the wider team during the process. 

FINANCE
Operating Costs
2.50. The CFRO presented the operating cost budget for 2025/26, detailing the financial implications of the business plans. The process had been rigorous, with the strategic planning and finance teams collaborating closely. The budget outlined a 7.75% operating cost and included a provision of £4.5 million for contingencies, addressing national insurance, pensions, and salary increases. Finance was empowered to manage underspend centrally. It was noted that this budget reflected a specific period, with ongoing organisational changes overseen by the Organisation Development Committee to ensure proper management and costing.

2.51. The Board welcomed the update and APPROVED the operating costs. 

Update of Grant Award Allocation and Payment Forecasts
2.52. The CFRO noted that Board approval was sought for budget allocations at Section 2.7, while NLDF forecasts were included for approval at Section 4. Budget allocations over five years were noted, including a key change of a £300 million increase in grant budgets. There were no material movements in the variant analysis.

2.53. The Board welcomed the update and APPROVED the budget allocations and NLDF forecasts. Questions arose regarding potential actions within the five-year period, prompting a discussion about strategic financial environments as the strategy entered its second year. There was a need to explore larger, more responsive funding approaches and economies of scale. Larger financial commitments were suggested to maximise impact.

2.54. In paragraph 4.5, it was noted that the positive impact of proposed changes with additional award allocations had been negated by longer term payment profile of programmes, raising questions about whether this was coincidental or intentional.  The CFRO described the NLDF draw down as a strategic correction, not intentionally offset by longer term payment profiles. It was noted that significant progress had been made in recent years to improve the timeliness of the release of funds, and that continued focus on this would be required to meet strategic ambition.
 
2.55. The Board also noted a desire to smooth growth projections over the coming years to avoid major events. It was recognised that the Fund dealt in significant week to week variations in income, and agreed that ARC would look further at growth forecasts in the coming years. 
ACTION: Chief Finance & Resource Officer

2.56. The Board encouraged the executive to explore larger scale opportunities. 

Financial Summary

2.57. The CFRO reported to the Board that Lottery income exceeded budget expectations, with grant awards at 99%, though it was anticipated they would ultimately settle at 98%. This performance was considered satisfactory, albeit with caution. It was noted that a decision made by colleagues in England before Christmas led to the deferral of the Phoenix Way project into the next financial year.

2.58. The organisation recorded an underspend of £2.8 million in operating costs, which would be actively monitored for future fiscal planning. Acknowledging a habitual trend of underspending it was observed that the organisation appeared to be stretched in terms of resources. The CEO emphasised that directorates were expected to manage their financial assets more stringently.

BOARD FORWARD LOOK
2.59. The Board NOTED the Forward Look. It was AGREED that an agenda for the extended session on 7th May would be agreed and circulated as soon as possible. 
     ACTION: Nic Buckley

2.60. It was also NOTED that a date for the next All Staff day should be agreed as soon as possible, and observed that coinciding this with the Board and Committee day during the last year was advantageous to the Board. 
    ACTION: Governance

 ANY OTHER BUSINESS
2.61. With there being no further business, The Chair thanked all for their participation and contribution to the meeting and closed the meeting. 

END
Date:
Chair’s signature:


