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UKELA Strategic plan 2006 - 2009


UK Environmental Law Association

Strategic Plan 2006 -2009

Making the Law Work for a Better Environment

Executive Summary

The UK Environmental Law Association (UKELA) is the UK forum which aims to make the law work for a better environment and to improve understanding and awareness of environmental law.

It is a registered charity and limited company and its charitable objects include promoting for the benefit of the public generally the enhancement and conservation or the environment in the UK and to advance the education of the public in all matters relating to the development, teaching, application and practice of law relating to the environment.  This work includes encouraging collaboration between those interested in environmental law, collecting and disseminating information and identifying, advising and commenting on relevant issues.

2006 – 2009 is a challenging time for environmental law, which is expected to gain greater public and political attention as the environmental stakes rise, particularly in relation to climate change.  The international context will remain important with the emphasis domestically on implementation, compliance and enforcement.

With growing numbers of people working with some reference to environmental law, it is also a time of potential for expanding the membership and drawing in different areas of expertise and perspective.  

In response to these challenges and opportunities UKELA will aim to have clearer priorities and a better directed approach.  Volunteers and paid professionals, who support the voluntary effort, will work together to deliver a programme of work which has the potential to deliver significant public benefit.  Key partners will need to be persuaded to support UKELA’s objectives and efforts in some crucial areas – particularly access to environmental justice; climate change; better regulation and the devolved jurisdictions.

UKELA has identified six aims for the plan period, which are:

       Aim 1: 
Influencing

We will develop a systematic approach to identifying and prioritising key issues for UKELA to take forward with a view to enhancing UKELA’s reputation and profile domestically and internationally and to enhance awareness and knowledge of environmental law.

Aim 2: 
Climate Change


To inform and actively influence the broad law and policy debate on climate change including the measures to reduce greenhouse gas emissions and manage their impacts at the international, EU and domestic level

Aim 3:
Better regulation

To help deliver more effective and efficient environmental regulation including enforcement at the EU and UK level, not lower standards nor less regulation unless the same or better outcomes will be achieved

Aim 4:
Broaden the appeal

We will significantly increase and diversify UKELA’s membership including representation on the strategic bodies (Council and thinktank)

Aim 5: 
Networking 

To promote and develop networking opportunities amongst individuals and organisations with an interest in environmental law 

Aim 6: 
Good governance

To ensure the management and leadership of UKELA complies with best practice in good governance and is statutorily compliant

The Plan

1.
The External Context

1.1
Key question one: Environmental Law today and the challenges ahead

In drawing up this strategic plan UKELA assessed the legal issues in environmental protection which are relevant to its overall mission and have direct implications for its work.  

It asked what the major influences and trends were externally which would affect its work and, conversely, which were UKELA best placed to influence?

No major new international treaties are expected over the time period and the emphasis will be on compliance, enforcement and implementation at the international, European and national levels.   Better regulation will be a key driver domestically, for example, with the consolidation of existing legislation (such as the permitting review – see below) and institutions (eg establishment of Natural England under the NERC Act).  Likely to be a growing emphasis on market based mechanisms, with environmental law spreading into non traditional areas eg the flexible mechanisms of the Kyoto protocol.  International law (eg the Montreal and Kyoto protocols) will continue to be very influential given the global pressures.  The EU will remain important as a source of most environmental law, whilst domestically, devolution will become an increasingly significant reality in the UK.  UKELA has identified the key trends by issue which will most affect its work.

Water and Marine

The Water Framework Directive will be implemented with River Basin management plans needing to be in place by 2009.  The EU Marine Strategy is likely to emerge and the UK Marine Bill is subject to consultation.  UKELA’s water and nature conservation working parties will be keeping pace with these initiatives.

Waste

The Waste Framework Directive is currently under review – it is unclear how long discussions will last, but likely to be finished within the next two years.  The Landfill Directive targets bite in 2010 which will have a very significant impact on local authority practice.  The major issue for UKELA is likely to be the Environmental Permitting Review, which is arguably the biggest change in domestic law for a decade.  In accordance with the better regulation agenda, it aims to simplify current regimes, and combines the permitting and compliance systems for waste and PPC: it also aims to build a common platform for other environmental systems to be brought into that regime in the future.  The draft regulations are likely to emerge in autumn 2006 as part of the second consultation paper. 

Climate Change

Climate change is arguably the biggest global environmental risk and the most important issue for environmental law.  It will remain (and even increase) its high media profile over the plan period and involve large amounts of legal work at the international, EU and domestic levels.  The biggest challenges are meeting the binding legal targets by 2012 and putting in place the post 2012, post Kyoto, regime.  Whilst the use of the flexible mechanisms will be a key issue for UKELA, there will be lots of other key issues including the adoption of mitigation measures (eg carbon capture and storage, energy policy) and adaptation measures (eg flood defence). 

Chemicals

New international chemicals management regime now in place until 2020 (SAICM): the international conventions (PIC and POPS) bedding in.  Ongoing challenge to  get parties to comply with the new substances included under the Montreal protocol. Main headline is EU Regulation on REACH, which is likely to come into force next year and will have significant impacts on domestic and EU chemicals practice.

Habitats and Biotechnology

GMO’s will continue to be an issue, under the Biosafety Protocol, and with anticipated Defra consultation later this year on co-existence.  But the big new issue is Nanotechnology with an exciting three years ahead as the opportunities, risks, and form of regulation are discussed.  

The main habitats and biodiversity issue is the extension of the Habitats Directive to the offshore zone. The constraints afforded by European legislation to protect UK habitats continue to be an issue affecting planning and development.

Aarhus Principles, SEA etc

Greater access to environmental information and public participation in decision making is likely to increase the number of domestic environmental challenges.  The debate on access to environmental justice is likely to continue to be important.  

Sustainable Development

Defra priority and new EU Strategy due later this year.  Already included in many Acts of Parliament, but will it become justiciable?

UKELA’s approach 

The strategic planning process identified the need for UKELA to have clearer priorities in relation to the legislative issues it will work on and a more consistent and directed approach.  The working parties are the key to delivery on these issues but, because of their voluntary nature, performance can be patchy.  There will therefore be a stronger lead from UKELA’s Council and a thinktank will be set up to ensure the working parties deliver across three key cross-cutting themes:

1. Climate Change

2. Better Regulation

3. Other jurisdictions: devolution and international issues

Work on these priorities will aim to deliver the overall objective: making the law work for a better environment.

1.2
Key question two: the Environmental Law Constituency

The other key question UKELA has considered is: what is the environmental law constituency – where is the body of support, who are the current members, the potential members and what opportunities are there for growth?  As a membership organisation which prides itself on its reputation UKELA will only succeed in relation to its overall mission if it can retain and build a strong and expert membership.

UKELA currently has a mix of members: the majority being practising lawyers, with the greater part of those being solicitors in private practice.  There are also environmental consultants, academics, NGOs, students, those working in national and local government bodies, regulators and retired people.  

There are three categories of lawyer members:

1. mainstream established

2. support lawyers and those interesting in getting into it

3. those who participate in a peripheral way to their main specialism

They need from UKELA:

1. Knowledge – from specialist and basic training, seminars, e-news etc. This has become decreasingly important as other sources of information on environmental law have increased.

2. Support and networking. This will remain consistently important for members.

3. Opportunities to use their knowledge – eg speaking opportunities, working parties, writing articles – all of which has a wider beneficial use.  This will become increasingly important as environmental law becomes more specialised.

The number of lawyers practising in environmental law is growing and so UKELA’s membership should grow.  Also a lot of what environmental lawyers do is tied to other aspects of law, eg energy, tax, procurement etc so there are opportunities to promote membership and build interactions with other specialists.  Although UKELA has a very few members from overseas there are many opportunities for more work at an international level – indeed many UK based environmental lawyers work internationally.  UKELA will need to work harder to reflect the increasing international dimension of legal practice.  There is also a growing body of academia focused on environmental law.  UKELA wants to encourage the next generation of environmental lawyers and needs to grow the organisation from the bottom.  It needs to do more to encourage the legal academic community to join in – this is a critical part of UKELA’s long term health.  It is not a cosy club for those already in it.

In the non-lawyer community there are 400,000 individuals in the UK (17,000 businesses) working in the environmental sector.  The majority are working as environmental consultants and advisers in sectors such as waste management, local and central government, regulators, industry and pressure groups.  There are probably in excess of 5,000 environmental consultants, of which UKELA currently has as members less than 1%.  Its reach to these sectors is patchy and needs to be improved.  The main perception seems to be that UKELA is an environmental lawyers association.  More prominence needs to be given to non lawyer members, including at the VIP level.  There are also other organisations which very effectively meet the needs of non-lawyers working in the environmental sector.  There are good opportunities for mutual benefit partnerships with these organisations, rather than treating them as the competition.  

UKELA’s approach:

Over the plan period UKELA will take a more targeted approach to member recruitment and will monitor better how it is doing.

In 2006 it will carry out a baseline survey to establish some clear categories for members (at present they are categorised in many different ways).  The member database will be adjusted to record the new categories.  Targets for these categories will be set annually and monitored.  The new membership leaflets will have the means of recording what promotion they were tied to so that how members come to UKELA can be recorded.   This will be monitored and reported back so that promotional methodologies can be evaluated. The prime targets are to be environmental consultants and people in academia (including students).  The principal means of promotion will be via current members – word of mouth, presentations, distribution of leaflets.  Lapses will be monitored (by category and reason for leaving).  Non lawyers will be given more of a profile within UKELA – as VIPs, council members, officers, profiles in e-law.  UKELA will continue to aim to improve its service across the UK so that once a member joins they feel they receive good value for money.     

2.
Organisational Analysis

During the period of the last strategic plan UKELA worked hard to improve the basis on which the organisation rests.  There is still work to be done to consolidate that and to make further improvements to ensure UKELA places good governance at the centre of its operations.

As part of the strategic planning process Council members identified UKELA’s strengths., weaknesses, opportunities and threats.

	Strengths
	Weaknesses

	Commitment of volunteers

Reputation

Events (Garner, training etc)

Independence

Solvent

Quality

Experience of members

The conference

Regional groups (that they’re offered)

Management

Backing of sponsors/organisations members belong to

Public/private sector mix

Working parties

The membership


	Council too big (dormant members)

Lack of diversity of members

Limited funds

Reliance on voluntary contributions

Regional groups (performance is patchy)

London focus

Could be a better mix of members

Lack of involvement of young people

Working parties’ lack of focus

Gaps in management approach



	Opportunities
	Threats

	Targeted expansion of membership

Focus of working parties

Driving/influencing legislation

Internationalise UKELA

Working with other bodies

Devolution

Raising our reputation in other sectors
	Stagnation/contraction of membership when sector is growing

Competitors

Financial loss

Failure to deliver aims

Reduction in quality

Overpricing subs

Devolution




3.
Lessons learned from the last plan period (2003 – 2006)

Diversification - an effort had been made to reach new members in other sectors by various membership promotions.  This had attracted some members and the overall level of membership had remained static but there is more potential to increase membership.  

“The offer” to potential members needs to be changed to make it more attractive to non-lawyers.  The emphasis on lawyers could be addressed (eg by reviewing the constitution which specifies a proportion of legal members) and changing organisational structures to make them more targeted onto non lawyers.

Partnerships - There had been various partnerships with other organisations both law and non law – including the Association of Personal Injury Lawyers, the Environmental Law Foundation, The Environmental Industries Commission, the National Society for Clean Air, the Gaia Foundation, Cardiff and Brighton Universities.  These were very fruitful and these kind of collaborations should be a priority in the next plan.

Networking - Networking opportunities were highly prized by members and should be continued and enhanced.

More analysis – although there was some data about members and who attended events this should be carried out more systematically.  The information held about members should be reviewed and feedback from events analysed.

Focus on the mission – attempts to bolster membership should only be carried out in as much as they help achieve UKELA’s overall mission. They were not an end in themselves.

Working parties – are the key to delivering the objectives and need a greater focus and more support.

4.
Strategic aims

UKELA plans to adopt a more systematic approach to its work on influencing environmental law.  It will need to change the way it works in order to do this.  It will develop a clearer focus on the most important issues and ensure that its cross-cutting priorities inform its work across the board. It will provide stronger leadership and central co-ordination for the working parties.  It has singled out the two most important issues for environmental law in the UK over the next three years for special attention (aims 2 and 3).  

It will continue to improve its services to members and provision of information to the public.  It aims to build the constituency of interest in environmental law and active UKELA membership and improve its governance systems.

The six aims for 2006 – 2008 relate to:

1. Influencing

2. Climate change

3. Better Regulation

4. Broadening the appeal

5. Networking 

6. Good governance

4.1 
The aims in detail:

Aim 1: Influencing

We will develop a systematic approach to identifying and prioritising key issues for UKELA to take forward with a view to enhancing UKELA’s reputation and profile domestically and internationally and to enhance awareness and knowledge of environmental law.

What UKELA will do:

· Screen UK and international policy/legislative initiatives

· Prioritise issues

· Continue to develop its e-library project

· Deliver UKELA’s priorities by – 

· increasing the effectiveness of the working parties

· providing strong active leadership for the working parties

· monitoring and reviewing outcomes

The main means of doing this are:

· establishment of a think tank separate from Council which will provide strategic advice to the organisation and support the working parties

· involve the working parties at a more strategic level and ensure greater accountability and clearer communications channels

· greater involvement of experts on issues of importance

· produce templates on the cross-cutting priorities of climate change, other jurisdictions and better regulation to ensure a consistent approach

· provide compare and contrast and best practice advice across the devolved administrations

· attempt to secure funding for the e-library project

· establishing an issue based sections on the website will be considered once the future of the e-library is clearer
· Keep the working parties under review to ensure they meet the needs of the organisation

· Ensuring e-law appears 6 times a year and reflects UKELA’s priorities

· Publishing conference papers asap after the conference (within 6 months)

· Secure appropriate VIPs by January 2007

· Celebrating the 20th anniversary of UKELA in May 2007 with a high profile event

Aim 2:
Climate Change

To inform and actively influence the broad law and policy debate on climate change including the measures to reduce greenhouse gas emissions and manage their impacts at the international, EU and domestic level

What UKELA will do:

· The thinktank will help all the working parties to take a strategic approach to climate change

· Contribute a template to ensure climate change is always thought about

·  Adopt an educational role by providing information through working parties and other events

· Support the working parties to engage at an international and EU level where appropriate

· Engage with and respond to Government on key climate change initiatives

The main means of doing this are:

· Greater support and enhanced role for climate change working party
· Production of a template approach which will include UKELA’s priorities for action on this issue
· As part of a green housekeeping policy consider going carbon neutral as an organisation (policy to be produced by April 2007)

Aim 3:
Better regulation

To help deliver more effective and efficient environmental regulation including enforcement at the EU and UK level, not lower standards nor less regulation unless the same or better outcomes will be achieved

What UKELA will do:

· Thinktank to take strategic overview of this issue

· Engage with key government and EU initiatives on this issue (eg Environmental Justice; EPP; Marine Bill, Water Framework Directive; IPPCD Reviews, enforcement reviews and so on)

· Support all working parties to engage in Better Regulation debate

The main means of doing this are:

· Produce text for insertion into standard UKELA response template to ensure better regulation is always thought about (by end September 2006)

· Arrange think thank meeting with key individuals with a view to providing a strategic steer on these issues (by October 2006)

· Develop an approach for maintaining overview of Better Regulation Executive initiatives (by October 2006)

Aim 4:
Broaden the appeal

We will significantly increase and diversify UKELA’s membership including representation on the strategic bodies (Council and thinktank)

What UKELA will do:

· Prioritise environmental consultants and academia as key focus groups (double as members the number of environmental consultants and people in academia (to 200 and 60 respectively)
· Allocate specific seats on Council for target groups

· Review the subscription levels and produce a new membership leaflet (including in an electronic format) by October 2006

· Hold moot and essay competitions for students annually

· Offer free or discounted places to students at UKELA events

· Identify and update list of relevant academic institutions by end December 06

· Programme of talks for universities (6 per year)

· Consider brokering internships/work placements (providing advice) – consider by end July 2007

The main means of doing this are:

· Review constitution and produce recommendations for change by April 2007

· Ensure Council elections in 2007 reflect these changes

· Promote membership mainly by: getting current members to recruit new members; targeting universities and consultancies with cold mailings and also by use of existing members; consider holding a recruitment event

· Produce work plan for staff to deliver and monitor targets 

· Secure 2 non legal VIPs by December 2006 

Aim 5: 
Networking 

To promote and develop networking opportunities amongst individuals and organisations with an interest in environmental law 

What UKELA will do:

· Hold an annual conference of broad appeal

· Hold regional events (at least 2 in each region per year)

· Hold the annual Garner lecture

· Partner with other relevant organisations where opportunities of mutual benefit exist (at least 3 partner events per year; at least 6 reciprocal mailings per year)

· Hold at least four London meetings per year on key topics

· Stimulate debate on the more radical edge of environmental law by holding events to do this

The main means of doing this are:

· Ensure dedicated staff and volunteers are in place to organise events, this means:

· conference organisers

· regional group convenors

· Garner lecture organiser

· Volunteers and staff to identify and maximise partnering opportunities

· Wild law organising team

· London meeting organiser

· Ensure the events programme is sufficiently diverse to meet the needs of all sectors of the membership

Aim 6: 
Good governance

To ensure the management and leadership of UKELA complies with best practice in good governance and is statutorily compliant

What UKELA will do:

· Produce an annual report on a calendar year basis starting in January 2006 in line with best practice 

· Hold elections to Council annually

· Review Council roles annually

· Hold an AGM at the annual conference

· Monitor and review the performance of the officers

· Produce annual work plans which follow from the strategic plan

· Monitor and review the plans at regular intervals

· Produce and review annually its Operating Manual to ensure all processes are clear to all members

· Produce and review annually a Risk Plan

· Ensure financial policies set out in the Operating Manual and Risk Plan are adhered to

· Review the constitution to include recent changes in practice and to address issues of concern (eg the size of council)

5.
Resources

5.1
Money

UKELA’s income comes mainly from subscriptions, fees for attending events and sponsorship.  At the start of the plan period the income was just enough to cover the main activities of UKELA including the staff costs, whilst meeting the reserves policy of keeping enough money in the bank to cover the running costs for a year.  If any major project was to be possible – eg the e-library – it would require additional, dedicated funding.  UKELA aims to ensure that all its events cover their own costs and would rather encourage attendance from those on low incomes than have a policy of making a profit from events.  The subscriptions policy also reflects this intent – to ensure all who want to get involved can do so.  The annual conference has become more expensive to run which has pushed up the attendance fee, but it remains excellent value compared with commercial providers.  UKELA cannot in general afford to make a loss on its activities and event organisers, who are mainly voluntary, need to bear this in mind however ambitious their plans.  UKELA’s main charitable expenditure will go towards ensuring its work to influence environmental law is effective and that its task to inform people about environmental law, and raise awareness, can develop.   A priority during the plan period will be to improve its financial management to avoid financial losses that have occurred in the past and to ensure than any expenditure produces best value for the organisation.

5.2
Staffing

UKELA starts the plan period with three part-time contractors – the Executive Director, the Membership Secretary and Member Support Officer.  They provide the equivalent of about 1.2 full time posts.  This is a new staffing system with the role of Company Secretary now being vested in a Council member, rather than in a paid contractor.  This will provide more resources for providing management and administrative support to the organisation and a stronger support system for the active volunteers.  This level of staffing is felt appropriate to meet the needs of the organisation over the next three years although it will be kept under review if there are any changes to the needs of the organisation, the financial situation, or the personnel. The role of Membership Secretary is under review and subject to change by the end of August 2006.  

5.3
Volunteers

UKELA has set itself an ambitious programme to deliver in the next three years and will be largely dependent on an active and committed band of volunteer members to do so.  The key roles are the Chair, Vice-Chair and Treasurer, the group co-ordinators and working party and regional group convenors.  The Council is made up of at least 28 and no fewer than 5 members who are trustees of the charity and directors of the company.  This number is probably too large to meet current needs and a reduction will be considered.  The constitution says that at least half of the Council members should be lawyers and this will also be reviewed as potentially not encouraging enough for other sectors.  Induction for new trustees and support and training for existing trustees will be improved and resources allocated for this.                                                                                                                                                                                                                                                                                                                                                                                                        

All Council members are expected to take an active role and these roles will be kept under review.  There is no room on Council for inactive members or those who just turn up to meetings.  Proactive members who come up with good ideas and take forward initiatives agreed by Council are immensely valued by the organisation and will be offered the best possible support.

The volunteer resource will be considerably enhanced by the establishment of a think-tank whose focus will be on policy and legislation.  This will allow Council more time to focus on its management role.  Setting up the think-tank will involve administering and supporting a new tier of active and expert volunteers which means extra staff resources but greater organisational capacity.

5.4
Sponsorship and in kind support

UKELA is very well supported by sponsorship, both in cash and in kind.  This comes from member and non member organisations many of whom value the profile it gives them at events.  There is also a less visible form of corporate support which involves hosting meetings of all sizes, providing administrative back up, making it possible for otherwise busy staff to attend meetings or provide advice.  Some of these organisations do not want to a profile but are happy to support the organisation.  Many of these relationships emanate from individual contacts and this is enormously appreciated.  UKELA has no office space of its own so it is reliant on offers of help of this kind.  This helps keep down overheads and enable more resources to go onto the direct delivery of the charitable objectives.  Offers of help of this kind are always warmly appreciated.

5.5
Budget

Over the plan period UKELA will aim to ensure it has enough funds to pay its contractors and deliver a good service to members.  This is expected to average about £50,000 over the plan period. These costs are expected to be covered for the most part by membership subscriptions and income from events.  Its most expensive item is the annual conference which attracts a substantial level of sponsorship (over £17,000 in 2006), although the conference itself costs over £50,000 to run.  The sponsorship helps ensure that attendance fees remain affordable for delegates and that some free places can be offered to speakers and students. The conference will not be able to continue on an annual basis unless it is well supported by members and can at least cover its costs.  UKELA is also aiming to raise a major sum (c. £160,000) to establish the e-library on environmental law.  It has applied to a number of external sources to do this as this work cannot go ahead without external funding, although UKELA has used some of its own resources to develop the proposal.  UKELA offers excellent value for money in terms of delivering charitable objectives as it has low overheads (no office) and part-time contractors who are multi-skilled.  Meeting rooms can often be supplied by Council members and no significant increased is expected in this regard.  Any event should cover its own costs and UKELA will aim to offer fees for attendance on a scale of charges to suit the means of all its members.   

