Chess Scotland proposed constitutional changes

The proposals below are for discussion at the Council Meeting on 9th April 2005.  They seek to take account of the discussion at the Council Meeting on 20th February, the discussions on junior chess and the posts on the Chess Scotland noticeboard both on the constitutional change posting and on the junior chess postings.

They seek to set out not simply a constitutional structure but perhaps more importantly how that structure might be used in the running of Chess Scotland.

I encourage everyone to consider them carefully.

A single organisation

At some point, it is difficult to avoid bringing all strands of a single organisation together.  It must also be questionable whether it sense not to bring all the strands together in a community such as Scottish chess where those different strands are important to each other and the views of all should matter.  Chess Scotland should have one overall business plan and budget, encompassing the funding and resourcing of shared services such as grading and the website for example, as well as representing national chess as effectively as possible to the Scottish Executive.  

Building trust between the different enthusiasts in Scottish chess is clearly important, and the structure should encourage that.  Dialogue – not barriers - will encourage that - dialogue in which the views of people expert in their areas will win support.  That dialogue involves working together at some stages, not in permanent silos.

The proposals below try to give junior organisers scope to run the home chess junior programme with support not interference, as well as necessarily engaging as one organisation at key points, including building the overall business plan.

I also believe (and experience this year confirms this) that it must be clear where Directors can seek support when needed.

The structure I would suggest Council considers:

Annual General Meeting

Meets once per annum in July to appoint the Directors who will run the following season’s chess programme

Functions:

To receive the annual report and accounts of Chess Scotland

To appoint the Directors

To provide a forum in which issues may be raised by members with resulting agreed actions binding on Directors

Nominations for Directors and issues to be raised would have to be proposed and seconded 3 weeks before the meeting and would then be published on the CS website

Council

Meets once per annum in or around February or more frequently as required

Functions:

To approve Chess Scotland’s business plan including budget 

To approve Chess Scotland’s strategic direction

Management Board

Comprising the President, Executive Director, Finance Director, Membership Services Director, Strategy Director or Schools Development Director, the Chairman (or their Deputies) of the Junior Council, Adult Council and International Council

The Management Board would replace the Executive Group referred to in the Constitution.

Functions:

To build the annual business plan of Chess Scotland using input from and liasing with the Junior, Adult and International Councils

(Why liase?  Suppose the overall plans of the Junior, Adult and International Councils require significant increase in fees to meet proposed expenditure.  A discussion has to take place to decide whether to reduce expenditure and where, or whether to increase the fees, or some combination of the two.)

To recommend the strategic direction for Chess Scotland (replacing the Strategy Group)

To be the body from which Directors with resource problems on their business plans seek help.

Junior Council 

Adult Council

International Council

These groups would perform the same functions for their particular constituencies.  There is a risk of grey areas causing duplication or gaps and this would need to be defined.  This is not new.  That definition needs to exist already between Directors.  The International Council would replace the international group which the current constitution includes.

Functions:

To recommend the annual business plan for their area

To implement the business plan, working with central support services where appropriate

There are at least two possible models for who is in these Councils.  

The first, which I personally prefer, is to have the Councils widely representative, including for example representatives in the Junior and Adult Councils of the junior and adult regional organisations respectively.  The International Council would contain top players, top juniors and parents.  The exact basis of composition would need to be defined.

The second is to have a smaller group comprising essentially those who run CS events.

I am going to concentrate now on the first option.

I believe Directors need to be accountable to the AGM, and it would seem to follow that they should be elected by them.  My suggestion would be that the following directors would exist:

In the Junior Council:

Home Chess Director (Junior)

Schools Development Director – this is a key priority for CS and I think should be at Director level for external linkage and for direct input into the Management Board

In the Adult Council:

Home Chess Director (Adult)

In the International Council:

International Director (Adult)

International Director (Junior)

It would be for each Council:

to decide whether to invite other directors such as Grading Director to any meetings

to decide who the chairperson is (with default being one of the directors)

I believe it is reasonable for each Director to appoint any people they need to run their business plan.  That is what would happen now.  If people want to make these subject to approval by the appropriate Council, that would be up to them. 

To assist with the concerns SJC have about electing Directors from the CS AGM, I would suggest that a fore-runner of the Junior Council might be convened and, providing it was sufficiently inclusive, the Junior Council fore-runner could seek to make ideally unanimous recommendations for the two Director posts.  It would then be a brave person who tried to resist the unanimous view of all the junior organisers in Scotland.

What about the other Directors?

The Management Board contains a Membership Services Director.  This is suggested as a new post encompassing the grading, membership processing and publications (such as Scottish Chess).  It is a way of reducing the size of the Management Board to more manageable numbers.  The new Director could be one of the people filling the current 3 roles or could be an additional person.  My suggestion would be that the 3 existing people could retain their existing titles or change them at their discretion.  For the time being, I would suggest that they are appointed at the AGM, though there is a case for saying it should simply be the Membership Services Director who appointed them.

Executive Director – would deal with the organisation of CS wide meetings and project based issues such as whether Chess Scotland should be reconstituted as a limited company, guidance on legal requirements including in relation to disability and visual impairment.  Continue to appoint at AGM.

Finance Director – CS wide accountability, though possibly with support on junior finances. Continue to appoint at AGM.

Technical Director – no change – supplies support etc CS wide. Continue to appoint at AGM.

Other directors may also be appointed by the AGM.

Other issues

E-voting for elections

Although I agree there is a case for this, I am reluctant to see scarce resource applied to deliver it on a secure and trustworthy basis.  It doesn’t feel like our top priority especially given that members can appoint proxies who can attend meetings and vote on their behalf.  For a small organisation, there is also a lot to be said about attending to hear the discussion.

AGM discussions

It’s covered in the functions of the AGM listed above, but I draw attention to the proposal that members should be able to give notice of issues in advance of the AGM and have them discussed there with agreed actions binding on directors.

John Glendinning

President
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