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Timebank members - local residents exchanging their

skills and time with each other     

Timebanking staff team - local community development

workers supporting the timebank members and

coordinating activities

Hub organisations, who provide physical space for the

activities and staff engagement with the timebank

EastXchange is a timebanking project run by the Bromley

by Bow Centre, in partnership with Swan Housing and the

Bromley by Bow Health Partnership. Between 2016 and

2019 it received funding from National Lottery Community

Fund (formerly Big Lottery). 

 

Timebanks are places where local community members

offer and receive time, through the sharing of skills and

experiences. The EastXchange project focused on group

exchanges (through group activities and classes) rather

than one-to-one exchanges between members. 

 

There were three groups of people involved in making the

timebank a success:

 

In addition to the timebanking ethos, EastXchange is

committed to a community development model of work:

focusing on specific geographical areas; understanding

that we all have assets to offer; working towards

community ownership at all times; and recognising that

members would not necessarily immediately feel in a

position to take ownership within the project, and that

support is essential for this process.

 

This how-to guide is drawn from the experience of the

Eastxchange team. It covers the stages of setting up and

developing the timebank, with practical suggestions,

practitioner and member experiences and questions for

you to consider for your own practice.

 

INTRODUCTION
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Building shared values and

approach

Community engagement and

outreach

 Starting a coffee afternoon

 Supporting individual

members

 Support for group activities

 Governance and learning

Embedding sustainability

This guide contains:

1.

2.

3.

4.

5.

6.

7.

 

 



Health and wellbeing

Shared community

Connection  with others

Understanding the benefits of a timebank for individuals

and the local community . The EastXchange evaluation

emphasised three types of impact for members - and

evidenced statistically significant change in all three

outcomes: 

 

 

“Taking responsibility for my health and wellbeing, not

just relying on the GP and medication to fix the

problems…when your life’s feeling smoother, when you

feel valued, you feel better in yourself and your health

and wellbeing is much better….I would very rarely go and

see the doctor now about pain management, because I

know what to do, I know what I need.  It’s taking control

of yourself.” (EastXchange member)

 

 

The vision

 

“Through the whole thing I’ve made so many friends

and got to know so many people…anybody could come

together and talk about anything and share their ideas,

talk about their talents and what they

can give to the community.  It’s brought us together,

it’s been really good.”  (EastXchange member)

 

It’s an amazing group and an amazing project. 

Different people from different backgrounds come

together, and even different generations. And we come

together and share and grow, and try things we’ve

never tried before, and come out of our comfort zones

– it’s great.”  (EastXchange member)

"“We all get bogged down in

different things and

I think it [EastXchange] keeps

you grounded, takes you back to

your roots again.  It’s so easy to

get tied up in your own world,

doing your own things and not

to think about anyone else or

anything else…I have pain, it’s

something I live with every day,

but you feel a part of something

and you’re doing something, it

just makes it a bit easier.” 

(EastXchange member)
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"Finding that sense of

community and sense

of belonging was just

profound for me."

38 trips 

and events,

over 1,000

attendances

541 

registered 

members

106

people

trained Almost

20,000 hours

exchanged

28 

regular

 groups

93 members 

supporting or 

leading activities



Ensure all of the partners understand the purpose of the work. Understand everyone’s motivations for being

involved and have a goal in mind that everyone can work towards. Drive aims and goals at early stages.
 

Take time as a team to understand the underpinning values of the work – and how this will affect your way of

working.
 

Agree with the hub organisation how you will work together. How will they be involved? What shared

resources are available? Set ground rules and a joint working agreement.
 

Continue to work to build buy in and a relationship with partners – so the whole team values the timebank’s

work and is connected to the activity and relationships that are being developed.

GETTING STARTED -
BUILDING SHARED VALUES
AND APPROACH
 

"Valuing the work can be expressed

in very specific examples of working

practices. For example, something as

simple as honouring longstanding

room bookings and not sidelining

them if another party wants to use

the activity space. If, however, there

are cases of this kind of decision-

making persistently undermining the

timebank’s work, this can be useful

opportunity for both parties to

review the shared priorities and goals

for the timebank.”

Questions to consider: What are your values for the timebank? Are they
shared with partners? 
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Before any timebank members are engaged, it is important to build a shared

understanding between the timebanking staff team and the hub organisations.
 

 

In the EastXchange timebank, all

partners had a shared goal to

improve the community’s  quality of

life. A core value of the timebank lay

in empowering people and valuing

each individual as an asset to the

organisation: this was expressed in its

efforts to be inclusive and supportive,

to share power and co-produce

solutions and activities.



First contact 

The first person someone meets will probably have nothing to do with the

project - they may be a receptionist, or a caretaker, or a housing officer. How

are people treated in their first interaction? Are they welcomed and valued?

Are they treated as a headache or irritation? This first impression is vital for

whether people feel comfortable to join the project.

 

Access 

How are the building and materials accessed? Is it easy for the group

members to get in? Do they have ownership of the materials for the group

and an allocated storage space? 

 

Space 
Is the space the group uses friendly, accessible and welcoming? Is it safe?

Does it have the right equipment? Is it reliable - do the group have a room

booking?

 

Staff relationships 

Is there one point of contact at the hub, responsible for communicating with

the lead members? They might be responsible for managing practicalities

such as opening the building on time, access to keys and equipment

storage, and communicating changes in staffing.

 

 

A checklist for a welcoming space
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Questions to consider: Would someone come back to your space if they
didn't know exactly what was happening or what they were looking for?
Do they trust it enough to ask someone, or like it enough to want to be
there?
 



 

        

Start with asset mapping – walk about your area looking for opportunities to connect with other partners, places

to promote, people to talk to.

 

Go to where people are. Are there already things happening that you can connect to? Tap into existing groups or

events. Meet active residents. 

 

Get everyone involved. Outreach with partners and local residents. Encourage community-led outreach and

encourage members of group to promote -  word of mouth is a powerful outreach method.

 

Try multiple methods. Take leaflets to local organisations, such as schools, GP surgeries and shops. Try social

media, such as WhatsApp group and Facebook events. Door-knocking and leafleting locally can be another way

to share information with people who may be more isolated.

 

Hold an event to publicise specific activities. Provide a range of taster activities for different interests. Ensure

that the event has a low level commitment and minimal barriers for participating. Be aware that events in

themselves require a lot of outreach to be successful and this may be more suitable once the timebank has an

established network of members.

Getting the local community engaged in timebanking activities involved a range of

outreach methods. 

 

COMMUNITY ENGAGEMENT
AND OUTREACH
 

Door knocking needs to happen to reach people who wouldn't otherwise

cross your path - outreach is the beginning of confidence-building. “[You]

need that person who’s doing the motivating, doing the encouraging, telling

the person: “come, come, come.”  Because, say in the beginning that person

doesn’t have the confidence, doesn’t have that motivation to come, there

needs to be that someone who’s outreaching, who’s telling the person ‘this

is happening’, who’s reminding the person.”  
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Make it informal, welcoming and visible. The coffee afternoon is a safe space – with no pressure,

judgement, or expectation. 

 

Hold it regularly – weekly works well.

 

Choose the venue carefully  so that it is local and accessible, with good transport links. Ask hub staff to

support – even with just directing or saying hello – this makes it welcoming.

 

It’s good to have different topics or activities each week. That way the group can share experience and

learn about each other.

 

Share food. Share responsibility. Encourage members to lead and showcase their skills. Discuss the

activities. Ask members to support with setting up – hand over control and power to them.

 

Do regular promotion

STARTING A COFFEE
AFTERNOON
 

"For members, the

opportunity to run

an activity can build

confidence and

skills in managing

groups. The coffee

morning is also a

good space to trial

tasters of new

activity groups

members want to

start.”
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The coffee afternoon was the core of the timebank at each of the hubs. It was a place

to connect, meet new people and old friends. It deliberately had as few barriers to

participation as possible – people could come and say as little as they wanted.
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Questions to consider for coffee mornings: How will your coffee morning (or
afternoon) be genuinely inclusive and friendly? What are the structures and
practices you need to put in place?
 
 
 
 
 

Questions to consider for community engagement: What are the assets in
your area?
 
 
 
 
 
 
 
 
 
 
 
 

Local assets for Eastxchange

included, for example, the hub

organisations and their spaces, the

local schools, particularly active

mums at the local schools, the

local supermarket, the gym,

physical activity group leaders and

other voluntary organisations. This

was particularly valuable when

there were advantages such as

other co-located projects and

referral routes into the timebank.

In the Eastxchange coffee morning,

a facilitator from the staff team was

always present, along with an

Eastxchange member in charge of

running part of the session. This was

something that built up over time. In

fact, time is one of the key

ingredients in establishing a

supportive and self-sufficient coffee

morning – it could take up to a year

for the group to gain a “critical mass”

of regular attendees.



Experience of group 

"change quote.”
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Questions to consider for group activities: Have you thought about the group
dynamics within the activities? How do people interact with each other? 
 
 
 
 
 
 
 
 

Questions to consider for individual support: How are members getting back
from your timebank?
 
 

EastXchange had an active

programme of training, events and

trips throughout the year - from a

Diwali celebration, to trips to Kew

Gardens and Margate, to First Aid

and Safeguarding training. These

were important for people across

different hubs to connect with each,

try something new and have fun.

They were also crucial for members

to feel valued. Yearly member

appreciation events were also

significant occasions.

 

EastXchange hosted a number of

groups which had longer-established

relationships with each other, as well

as completely new groups. The staff

thought about ways to introduce

new people into groups, ways to

facilitate people to have their say in

the groups, and ways for different

groups to get to know each other.



 

   

Most importantly, make sure you have a genuine interest in the member, their interests and their wellbeing.

Sincerity when working with another person is absolutely vital. 

 

The first one-to-one conversation is a chance for a member to decide if they want to join the timebank. Have a

framework for your initial one-to-one conversation with a new member. Time is needed – both to understand

needs and motives of clients and to explain project with goals and aims. In the first meeting, don’t shove a

registration form in their face straightaway – get to know them a bit.

 

Listening skills are particularly important. A motivational interviewing approach can help set goals with

individuals, and then you can find out what the client needs in terms of support or materials to bring their ideas

to life. 

 

Know your boundaries within your support and what the timebank can offer. As a user led project, it’s important

to be realistic when making plans with members – over-promising can be dangerous and can inhibit the

member building ownership over their ideas. 

 

Ensure members get something back from longstanding involvement. For volunteers, this could involve relevant

training that members can use in other areas of their lives, regular trips to places that could range from local

museums or the seaside, or vouchers to express gratitude.

 

Communication can be maintained in different ways – informal catch-ups, regular meetings,  or even check-ins

over the phone. Work mobile are an efficient way to check in and stay connected to members, especially if you

are working across multiple sites. However, keep the phone off after 5pm!I

SUPPORTING INDIVIDUAL
MEMBERS
 

“They really did allow me

to build myself up and to

feel that I did have some

skills that were needed

and used and valued. 

 That was really

important.”
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The EastXchange team tailored their support to each member, recognising that they

each had different things to offer and different needs. People bring new ideas

“thinking of things I wouldn’t normally think of” and “have other ‘things’ going on

in their lives”. The team’s approach was not to make assumptions, but to start from

a position of building ownership of the activities and always encouraging more

autonomy and leadership from members.

“It’s nice that it gives you that opportunity that if

you want to throw yourself into everything, you can.  

But you just want to come to the coffee morning

and see how it goes for a couple of months, that’s

okay as well.  So you can work at your own speed. 

 Whatever you do is recognised and it’s valued, and I

think that’s what’s important.”



“Community centre is comfortable,

the environment is comfortable,

they’re always welcoming and

supporting us, and I found it was safe

environment.  And the people, they

always supporting us, they

appreciate us, the community

people.” 

 

Relationships are at the heart of change. Be prepared for facilitating group conversations, decisions and

activities, including dealing with conflict, issues and demands. 

 

Plan ahead and give regular, clear communication.

 

Is there someone in the place you can talk to if needed? Make sure the lead member has a point of contact

at the hub. 

 

Regular promotion and contact with other activities is a way for groups to thrive.

 

Consider the space to be used for the activity – is the room available? Book it! A risk assessment of space

includes its size, purpose, number of people and facilities.

 

SUPPORT FOR GROUP
ACTIVITIES
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Engaging members and partners to supporting group activities was first about building

and maintaining good relationships, and secondly about practical considerations.

“We’ve been able to create like a

safe space for people, and

people come because they feel

they belong to this group or this

community and some of those

barriers can be broken.”



 

       

Set the steering group around a common purpose and goals. Agree a terms of reference for the group from

this - and follow through on this.

 

Rotate any governance meetings across the different sites or hubs. This also allows for exchanging learning

and experiencing each others' activities.

 

Involve regular, committed community members in steering groups.

 

 Consider what to do if something goes wrong - what happens and who is involved? From accidents and

breakages, to safeguarding issues - how will they be managed?

 

Create a Whatsapp group or a similar way to stay in touch easily
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GOVERNANCE AND
LEARNING
 

EastXchange had two levels of governance - members had autonomy at an activity

level; there was also a lead members and partners steering group which oversaw

the whole project.
 



“Time is precious and valuable” for building relationships, for trust and for

development. Building active and peer-led communities is a process of multiple

stages. Part of the core approach of developing members’ ownership of projects

had been to work towards long-term sustainability “from day one”. However,

“change takes time, needs time” – this includes staff time (only two FTE positions

were dedicated to the project) and linear time for confidence to grow, partnerships

to develop and action to be taken.
 

 

“Building my confidence

after I volunteered for

EastXchange…I run my own

class…I asked which day’s

available, and they said:

“This day is available – you

come.”, and I opened my

own exercise class now

every [week].”

 

Make it clear to people from the beginning that the idea is for the community to take activities forward not

staff. Support members to run sessions independently: give control back to the community. 

 

Think about what will build the confidence of members. For example, training prepares clients to deliver

their activities and builds confidence. Encourage staff, members and lead members to visit ‘good examples’

of successful sessions

 

 Sharing ownership involves giving members access both to the budget and to wider decision making. On a

very practical basis, individuals can carry out tasks such as shopping for the sessions. 

 

Involve staff from hubs from the beginning, otherwise you will struggle to make realistic continuity plans in

the end. Plan an ongoing point of contact at the hub and try to forge good relationships between the lead

members and this person. 

 

Include in the continuity plans ways to develop, encourage and connect the lead members if possible.

 

Understand that when your support ends, the activities may not continue in exactly the same way, but

unexpected new opportunities may also occur!

 

EMBEDDING SUSTAINABILITY
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Questions to consider for

sustainability: How are you making
time for individual members to
flourish and your timebanking hubs
to develop sustainably?
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Questions to consider for

governance: Who is driving the key
decisions? What role do partners
and community members play?
 
 
 
 
 

The most prolific hub had existing

connections and engaged volunteers,

so could start more rapidly. The

development of the other hubs took

longer, although had evidently begun

to flourish by the third year. Mindful of

the three year programme, the project

peaked in registration of members in

the second year and devoted the third

year to embedding sustainability into

the groups.

 

EastXchange trialled a number of

different governance groups, such as

a steering group (involving invested

partners in the project) and a task

group (open to all lead members). A

crucial factor was working out the

information that was needed for the

groups to give a useful and confident

verdict on the decisions they were

asked to make.

 



Interviews with members highlighted common stages of involvement in EastXchange. This consistently led

to experiences such as meeting new people and trying new things.

What did a member's journey look like?
 
(NLH Partnership:, 2019:12)

Setting up and developing a hub was also a journey which ultimately involved a large number of people and a

range of activities. It is clear from the EastXchange Theory of Change and the year 1 and 2 evaluation reports

(NLH Partnership, 2017, 2018) that at each stage, there was a new set of challenges and priorities to

undertake.

What did a hub's journey look like?
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DEVELOPING THE
TIMEBANK

time

time

Priorities for the hub



A FINAL
WORD

12

22

EastXchange has helped to recognise each

individual member as an asset on the project; we

all have something to offer to our community, and

whatever the offer is, it is valued by others.

 
There have been three building blocks of the
EastXchange project: building a community,
establishing connection and encouraging
contribution.
 
I have been privileged to see gradual but
profound examples of people’s confidence
increasing over the years, as members play an
active role in EastXchange feel more able to
engage with others and achieve their goals into
employment and training. Many friendships have
been created and it is my hope that the spirit
and sense of community created within
EastXchange will continue after the project.
 
“Through the whole thing I’ve made so many
friends and got to know so many people…
anybody could come together and talk about
anything and share their ideas, talk about their
talents and what they can give to the
community.  It’s brought us together, it’s been
really good.”
 
- Khadeja Chowdhury, Project Manager
 
More information
Please see the EastXchange video, the NLH
Partnership's evaluation report and our
EastXchange summary report for further
information about the project, or contact:
Ruth Roberts, Director of Communities, Health
and Wellbeing, Bromley by Bow Centre –
Ruth.Roberts@bbbc.org.uk
Emma Cassells, Assistant Director of Population
Health, Bromley by Bow Health Partnership -
emma.cassells@nhs.net
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https://www.bbbc.org.uk/services/swap-skills/

