Guidelines for the organisation of sports Boards and Sub-Committees

These notes have been created and published as general guidance for the kind of working arrangements that are increasingly being implemented by modern sports bodies.  They have been drafted in response to requests from several sports governing bodies participating in the Modern Sport programme developed by sportscotland and now widely available through the sports councils in Scotland, Wales and Northern Ireland.  These are intended as generic notes: you will need to adapt and customise them to suit your own circumstances, but they provide a starting template to which you can add and amend as appropriate.

The notes refer to ‘boards’ and ‘board members’ as an increasing number of sports organisations are becoming incorporated as companies limited by guarantee.  You may wish to substitute alternative terms such as ‘committee’ or ‘executive’ depending on your own governance structures.
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You will find many useful templates and much further guidance on all these matters at the Help for Clubs website at www.helpforclubs.org.uk.  You can browse and download the resources on the website for free.  If your organisation runs a website used by other sports clubs and organisations, you can copy and display the Help for Clubs graphic and make it point to www.helpforclubs.org.uk. 
In devising these guidelines, we make a clear distinction between Governance – ensuring the overall planning, development and credibility of the sport, which is a responsibility of the Board – and Management – ensuring the operational delivery and effectiveness of the sport, which is likely to be delegated to specific individual or groups within the organisation.  This distinction is the source of confusion in many sports bodies.
Key functions of the board

The primary purpose of the Board is to establish and maintain the overall direction of the organisation.  The board should adopt a strategic role and take responsibility for the overall governance of the organisation.  In a sports context, this will include:

· Creating a medium/long term plan for the development of the organisation and the sport

· Ensuring that arrangements are in place for implementing that strategy

· Monitoring progress in the attainment of these strategic objectives

· Securing and monitoring the income required to deliver the strategy

· Establishing and maintaining relationships with important partner organisations and with the members of the sports organisation

· Fulfilling the legal responsibilities of an employer

· Approving policies and procedures for the organisation

· Demonstrating leadership for the sport

· Overseeing all aspects of sports ethics (including discipline, doping, good governance, child protection, financial probity, etc.)

Too many boards lose this strategic perspective and become bogged-down in operational matters of detail and day-to-day activities and problems.  As a rule-of-thumb, operational activities should be delegated to by the board to specific staff, officers, task groups or sub-committees.  The board then establishes the overall direction, allocates the budget, and monitors progress; where a major problem arises in the operational delivery, the board then has the time to engage in resolving that issue.

Support for board members

It has been shown that board members can make a more effective contribution if they are prepared in advance and supported in their role.  This should include:

· A role description for each officer, showing the purpose of the role, the specific responsibilities for various tasks, the key skills/experience likely to be required, relationship to other inter-linked officers, delegated areas of authority and autonomy, budgetary responsibilities and authority, lines of reporting and accountability, anticipated length of tenure.
· An induction pack or process for each new board member that might include: the organisational handbook, constitution, structure diagram, list of staff/officers and their areas of responsibility and contact details, calendar of important dates and deadlines, current strategic and business plan, most recent financial accounts, standing orders, key policy documents.

· A board away-day once a year can be particularly useful in enabling board members to develop a sense of teamwork away from the pressures of short business-focused meetings.
· Access to training opportunities in specific skills (e.g. chairing meetings, coaching, discipline, etc.) as required for the role.
Key functions of operational groups

Operational matters (such as competitions, events, coaching, training, facilities, player development, etc.) should rarely appear on the board agenda.  These are all matters of day-to-day implementation and each requires an identified person or group that is delegated with the task of fulfilling that operational area.
Different operational structures

Depending on your sport, there are many different ways in which you can establish the operational structure beneath the board level.  Here are a few examples:

· Functional structures: some sports establish specific working groups for different functions (e.g. coaching, competitions, club development, discipline, etc.)

· Discipline structures: where a sport embraces a wide variety of different disciplines or level of play, there may be a need to create specific discipline groups to manage their affairs (e.g. long-distance, time trial, cross-country, hurdles)

In many sports, you may need some combination of these structures to meet your specific requirements.

Each operational area of your sport will need someone clearly identified to take the lead and assume responsibility for its delivery.  This does not necessarily mean that that person will do all the work: he or she can be responsible for its coordination by recruiting a team of interested people to undertake the work.  There are various possible arrangements for assigning workloads:

· To a staff member: if you have the capacity to employ staff, then each employee will have specific areas of responsibility within their job description

· To a volunteer office-bearer: this is the traditional model within sport whereby specific officers are appointed as e.g. child protection officer, treasurer, senior coach, events co-ordinator, etc.  Each such task officer will benefit from a clear role description (see above).  Volunteer office-bearers should have the freedom to recruit others to assist them and form ad hoc task groups as necessary.
· To a sub-committee: many boards establish standing sub-committees to manage discrete operational areas (e.g. coaching sub-committee, employment sub-committee).  Again, it’s helpful to have a clear remit for each sub-committee.

· To an ad hoc task group: it’s becoming increasingly common to establish short-life task groups to take responsibility for specific jobs.  Task groups are formed as required, and disbanded when their job is done.  This is a fluid and responsive way of working and means that group.

In order to ensure that your organisation can respond easily to changing circumstances, it may be helpful for the constitution to give powers to the board to create and disband sub-committees and task groups as required, rather than defining which sub-committees are to exist.
Delegation and reporting arrangements to the board

The two-tier arrangement for Governance by the board, and operational Management by various officers and group, requires a clear understanding of delegated authority.  Each operational manager or group requires a (preferably written) remit setting out their objectives from the plan and responsibilities.

Your budgets should be aligned with this structure, so that each officer or group can submit an annual bid for their operational budget, and then be accountable for expenditure within the budget as approved by the board.  The officer or group has authority to use their devolved budget to achieve their agreed objectives; only in the event that they wish to exceed their budget would they need to seek further approval from the board.  This system requires an easily-understood process for producing (monthly) management accounts so that each officer or group can know their current expenditure against their budget.
The counter-balance for this devolved authority is a simple and regular system of reporting to the board.  The best reporting arrangements are often the simplest.  We recommend that you create a simple one-page reporting template for regular submission covering, for example:

· Name of officer or task group

· Key objectives for the year

· Significant milestones completed against each objective

· Any significant issues or problems

· Any decisions or approvals required from the board
Getting the culture right

What tends to get in the way of developing an effective sports organisation is that the main committee or board becomes a ‘talking shop’ and individual members fail to follow through on agreed actions.  This can be very demoralising for everyone involved.  
To counter this tendency, it’s important that you create a conscious culture of ‘getting things done’.  You might want to set up some basic groundrules for the board, and perhaps incorporate these into your handbook or standing orders.  Here are some examples of culture statements from various different organisations:

· Officers, task groups and staff are expected to fulfil their roles between meetings; the purpose of the meetings is to check on progress

· Officers and task groups have full authority to take all necessary actions to fulfil their allocated responsibilities within their allotted budgets

· All briefing papers will be read before the meeting, not at the meeting

· Each board member shares collective responsibility and ownership of agreed decisions, irrespective of their personal view or vote on the matter
Employing staff
If your organisation has sufficient funds to be able to employ staff, then you are automatically subject to a wide range of statutory duties even though you may be a voluntary organisation led by amateurs.  We strongly recommend that you obtain a reputable handbook on employing staff (such as Voluntary but not Amateur: a guide to the law for voluntary organisations and community groups, published by the London Voluntary Services Council).  You can also contact your local Sports Council for further advice, and check the Staffing section of www.helpforclub.org.uk for more guidance, policies and templates.
Amongst the key things you should do are:

· Provide an up-to-date job description

· Provide a comprehensive statement of the terms and conditions of employment

· Identify one officer to act as line manager and supervisor for the employee

· Notify the employee of all relevant policies and procedures (perhaps through the creation of a regularly-updated staff handbook)
Standing orders

Many organisations are now evolving a set of Standing Orders to codify their working arrangements.  You might want to take these guidelines as the starting point for your standing orders.  One benefit of employing standing orders is that they are created, approved and changed by the board as they are not part of the constitution or Memorandum and Articles of Association.  This makes them very much easier to change without calling an AGM or EGM.  You can add and amend the Standing Orders at any time as you go along.

Here are some examples of issues often covered in standing orders:

· Arrangements for appointing an acting chair in the absence of the elected chair at a meeting

· Quorums for decisions

· Normal frequency of meetings for boards and sub-committees

· Normal length of tenure for each officer

· Maximum length of any meeting. (This can help to sharpen the agenda and reduce time-wasting, if the meeting is automatically ended after a set time.)

· Minutes of meetings to be distributed within one week, with all action points clearly allocated to names individuals/groups

· Procedures for email communications and telephone conference calls (to reduce frequency of meetings)
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