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INTRODUCTION
Since the commencement of Season 2000-2001 the Constituent Body (CB) has operated under the Recommendations of a Report undertaken on behalf of the then President John Whittaker and have remained in place following several reviews, which have amended operating procedures or introduced others, to meet changes introduced by the RFU.
The last Review was completed between six and seven years ago and parts of the Report are not now regarded as being fit for purpose because of further changes in the playing and administration of the game and, in particular, the emergence of and priority, placed upon the SRU Deliver Plan. (PRF)
As a result, the Staffordshire Rugby Union (SRU) Management Team (MT) requested the President to undertake a Review of the CB Management and Operation Structure.

METHODOLOGY
· A Steering Group (SG) was established to examine the current structure and make suggestions
· The MT reviewed these findings
· A small Club Representative Group was formed and asked to comment
· Further consultation was undertaken between the SG and MT and amendments made
· Proposed Management and Operation Structure developed for consideration by the CB Membership

NOTE – See Appendix - 1
CONSULTATION

The lengthy consultation process identified the following areas as worthy of review:-

· The length of management meetings with a possible ‘burn out’ effect

· The need for open forum opportunities

· Accessible clear channels of communication with policies that ensure quick and clear dissemination of information to clubs

· Meetings should be designed to ensure best use of time as a priority

· Identify new volunteers, educate and develop personal qualities

· Increase the efficiency of and benefits from the Management Structure.
· The need for succession planning.

Note – Also see Appendices 2 - 5

As a result of this process, a proposed Staffordshire Rugby Union Limited Management and Operation Structure has been formulated to commence Season 2017 – 2018.
STRATEGY

To provide a better rugby experience for all in Staffordshire.

AIMS

· Provide a CB Management and Operation Structure that is all inclusive, transparent, embodies good working practices and affords opportunity to ensure success across the CB
· Develop closer links between the CB and its Clubs

· Encourage more Volunteers and increase use of their valuable time by education and development of personal qualities

· Improve planning for the future of rugby in the CB

· Increased emphasis on PFR issues by MT

· Increased efficiency and benefits from the Management Structure.

MANAGEMENT & OPERATION STRUCTURE
MANAGEMENT TEAM (MT) 
SRU President/Chairperson, SRU Vice President/Chairperson, SRU Honorary Secretary and SRU Honorary Treasurer
SRU RFU Council Member
Chairperson of the Referees Society 
Chairpersons (or Representatives) of 9 Sub Management Teams

SUB MANAGEMENT TEAMS (SMTs)
13 Sub Management Teams

MANAGEMENT CLUSTER TEAMS (MCTs)
5 Management Clusters 

EXECUTIVE TEAM (ET)
· SRU President/Chairperson, SRU Vice President/Chairperson, SRU Honorary  Secretary,SRU Honorary Treasurer, SRU RFU Council Member, Club Representative
MANAGEMENT TEAM 
(MT)
SUB MANAGEMENT TEAMS 
(SMTs)
MANAGEMENT CLUSTER TEAMS 
(MCTs)    


EXECUTIVE TEAM
MANAGEMENT TEAMS
Responsibilities

· Meet requirements of local rugby governance and administration.
· Identify individual aims and objectives forming the SRU Delivery Plan (PFR), implement and, regularly monitor performance against identified targets
· Drive and review CB activities. 
· Plan, design and produce a clear and sustainable pathway for the CB with focus on finance and funding to recognise expectation and aspiration.
Management Team Roles
· SRU President/Chairperson
· SRU Vice President/Chairperson
· SRU Honorary  Secretary
· SRU Honorary  Treasurer
· SRU RFU Council Representative
· Club Development Chairpersons (Junior & Senior)
· Women & Girls Chairperson

· Youth & Education Chairperson
· Volunteers Chairperson
· Coaching Chairperson
· Referees  Chairperson 
· Player Development Chairperson
· Competitions Chairperson
· Administration Chairperson

President/Chairman to hold bi-monthly review meetings with the following team Chairs who can, but are not obliged to attend Management Team Meetings: -
· Facilities Chairperson
· Disciplinary Chairperson
· Safeguarding Chairperson
· Mini & Youth Chairperson
· RFU Professional Staff are always welcome to attend Management Team meetings. 
SUB MANAGEMENT TEAMS
Responsibilities
· Empowered to focus on general matters with PFR in the background at their meetings
· Chairperson does not have to attend various meetings. The opportunity for other team members should not be overlooked thereby identifying talented volunteers, integrating them in to the CB structure and achieving succession planning
· Teams to decide the frequency of meetings to ensure club demands are serviced
· The Sub Management Teams are mostly in place and are working well in their specific forums.
Sub Management Teams Roles

· 1. Club Development - Roles – Chairpersons (Senior & Junior Clubs), Secretary’s (Senior & Junior Clubs), All Clubs reps. 
· 2. Women & Girls - Roles - Chairperson, Secretary, All Club representatives.
· 3. Volunteers - Roles - Chairperson, Secretary, Reward & Recognition Coordinator, Leadership Academy/ Succession Planning Coordinator, All Club Volunteer Coordinators.
· 4. Coaching - Roles - Chairperson, Secretary, Club Coaching Coordinators.
· 5. Referees - Roles – Established
· 6. Player Development - Roles – Chairperson, Secretary, Senior Player Chairperson, XV Men’s Team Manager & Coaches, U20’s Team Manager & Coaches . 
Women & Girls Player Chairperson , XV Women’s Team Manager & Coaches 
· 7. Competitions - Roles – Chairperson, Secretary, League Organiser, Cup Organiser, Midlands League Representative, Colts Organiser, Sevens Organiser, Club Development Chairpersons (Junior & Senior)
· 8. Youth & Education - Roles – Chairperson, Secretary, Schools Chairperson, Colleges & University Representatives, Mini & Youth Chairperson, Boys U18/17s Team Manager & Coaches, Boys  U16/15s Team Manager & Coaches, Girls U18s Team Manager & Coaches, Girls U15s Team Manager & Coaches.
· 9. Administration Team - Roles  – Chairperson, Secretary, SRU Honorary Secretary, SRU Honorary Treasurer, Webmaster /Social Media, Handbook/Patrons/Membership, Sponsorship & Marketing, Press , Photography, Archives
· Facilities - Roles – Chairperson, Secretary, Club Representatives, RFU Representative
· Disciplinary - Roles – Chairperson, Secretary, Panel Members
· Safeguarding - Roles - County Officer, All Club representatives
· Mini & Youth - Roles -  Chairman, Secretary, Competitions  Representatives, Festivals Representatives, All Clubs representatives
· RFU Professional Staff are welcome to attend meetings. 

MANAGEMENT CLUSTER TEAMS

 Responsibilities
· The creation of small groups available to engage with ‘new’ volunteers to formulate and deliver short term projects that can produce long term results

· Proactive in identifying common concerns within the CB and reactive in addressing them i.e. recruitment/retention of players.
· CLUB DEVELOPMENT CLUSTER TEAM 
Responsibility for working with Clubs in (a) encouraging programmes of improvement/development (b) reviewing facilities (c) setting up a programme to recruit and develop volunteers 
Roles – Clubs Chairpersons (Senior& Junior) , Facilities Chairperson , Volunteer Chairperson , [Invite request can be extended to RFU Facilities, RFU RDO]
· GAME DEVELOPMENT CLUSTER TEAM 
Responsibility for the training, development and retention of existing volunteers in the following roles (a) coaches, (b) referees (c) first aiders (d) recruitment of new coaches, referees and medical volunteers.
Roles – Coaching Chairperson, Referees Chairperson, Volunteer Chairperson [ Invite request can be extended to RFU RDO, RFU Training Manager, RFU CRCs]
·  PLAYER DEVELOPMENT CLUSTER TEAM 
Responsibility for the Retention and Development of existing players and recruitment of new players (a) run efficient and equitable county competitions and leagues (b) promote and deliver a quality CB representative rugby experience with emphasis on equal opportunity for all players in all clubs (c) maximise on the potential of University/Further Education rugby, students and their integration in to SRU clubs.
Roles – Player Development Chairperson, Competition Chairperson, Women & Girls Chairperson, [Invite request can be extended to RFU RDO, RFU WRDO, RFU W&G Player DO, RFU University] 
· YOUTH & EDUCATION CLUSTER TEAM 
Responsibility for all rugby played up to the age of 18 years (a) ensure cohesive delivery of the game within all Mini & Youth sections in all SRU clubs (b)encourage inter club/school  & college relations (c) promote and deliver a quality CB representative rugby experience with emphasis on equal opportunity for all players in all clubs (d) support and track SRU players engaged with the PDG/DPP
Roles – Youth & Education Chairperson, Schools Chairperson, Mini & Youth Chairperson, Women & Girls Chairperson  [Invite request can be extended to PDG/DPP Representative, RFU RDO, RFU WRDO]
· ADMINISTRATION CLUSTER TEAM 
Responsibility for the continued development of Staffordshire Rugby Union, its reputation, heritage and brand value (a) Finance (b) Communication (c) Publicity & Promotion (d) Records (e) Succession Planning.
Roles – SRU Chairperson/President, SRU Vice Chairperson/President, SRU Honorary Secretary, SRU Honorary Treasurer ,Volunteers Chairperson, Leadership Academy/Succession Planning Coordinator
· RFU Professional Staff are always welcome to attend meetings. 

EXECUTIVE TEAM 

Responsibilities
· May be called upon to assist in providing guidance in relation to matters regarding the Operation procedures of the CB.
· May be called upon to assist in providing guidance in matters concerning RFU guidelines and Regulations.
Executive Team Roles

· SRU President/Chairperson
· SRU Vice President/Chairperson

· SRU Honorary  Secretary
· SRU Honorary Treasurer
· SRU RFU Council Representative
· Clubs Representative

CONCLUSION

· From the original thought of introducing another level of management to reduce at times the lengthy and heavy meetings; consultation has shown that there is no current appetite for this approach. Members want to see and maintain open forum opportunity between all sectors thereby ensuring clear channels of communication remain open and accessible.

· The aim of this structured review is to draw the clubs and CB Management closer together by providing more effective management policies and procedures thereby ensuring the most appropriate level of support, advice and information is disseminated to clubs as quickly and clearly as possible.

· The formation and operation of the new structure will provide assurance for clubs that local concerns and issues are being effectively dealt with and, continue to satisfy the financial demands placed upon the CB by the SRU Delivery Plan (PFR).
SRU Management Structure and Operation 2017/18
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APPENDICES

Consultation and Feedback

Appendix 1

Additional Notes and consultation
The Management Committee requested the President set up a Steering Group to devise a proposal.
The group comprised Becky Davies, John Atkin, Michael Procter, Iain Haley, and Richard Nadin.

The Management Committee then fully reviewed and amended the proposal.

The President then referred the document to an independent panel of club representatives.
The group consisted of Tim West - Eccleshall; Andy Lewis - Stafford; Jim Rudge - Bloxwich; Martin De Ridder - Rugeley; Dave Taylor - Cannock; Bob Osbourne - Burntwood 

Feedback from the club representatives went back to the Management team for comment.
The President has since collated all comments, opinions and suggestions received, to produce a final proposal for the clubs to review with a request that the structure be agreed and adopted in readiness for the 2017/18 season.

Appendix 2

1 – Feedback and President’s responses…….
If my understanding of the attached is correct then I see little difference in the Management Team meeting structure to the current. It appears that the representatives of the sub-management teams (SMT) all attend Management meetings and these representatives will generally be the chairs of the SMT’s although could be other roles? 

[BD - Yes that’s right....because we have evolved from the RDP and operated like we have for the most, if not all of this season, what is outlined in the document is verification of where we are now...I don’t think any more change is needed at this point.] 

From this point of view therefore I do not see particularly that Management Team Meetings will

materially change in attendance, content or meeting durations. 

[BD - Again you are right as I have already introduced changes in the meetings and we are exercising them to date. The changes include receiving reports in advance of the meeting the date (not always adhered to i admit!), omitting 'any other business', tailoring the meeting duration to 2 hours and publishing an Action list. I agree that the/my main goal has to be Meeting Management and going into next season that is something I will continue to work on, as it is clear the desire of the membership is to keep the same number of representatives in the Monthly Forum....it’s up to me to manage it and for all of us to implement an efficient working environment.

The various Sub Management Teams would appear to function in a similar manner to those

currently existing, so apart from the currently vacant SMTs there appears little change here also.

[BD - I am happy with how the teams are working - I feel however there is a need to publish the makeup of the teams and their roles so the membership is clear on how we are managing all the individual areas.]

The management cluster teams (MCT) idea however appears to introduce a completely new side

level of management/administration and involve the people in the SMTs with a whole new series of meetings. Whilst I

think that using the MCTs to ‘formulate and deliver short term projects’ is a good idea I am not sure the

lines of communication and interaction with the Management team are clear and definable in the

proposed structure. I also feel that it will increase the meeting burden on some volunteers if new volunteers are not

forthcoming.

[BD - I really want to show forward thinking and have remodelled the proposed original 'extra' layer of management into action groups instead - This to use as a mechanism through which we can devise strategies for the future or address current topical issues. I hope to engage additional volunteers as I have done this season - for example in working through this review process. The appointment of the Chair of these groups is up to the group and he or she can be invited to report to the Management Team at a given meeting via report submission or presentation as applicable. The options of communicating information are quite flexible.]

As the MCTs appear to embody all the aspects of rugby within the CB would it not be better

for these to form the basis of the representatives on the management committee from their elected MCT chairs.

They would then hold their own regular MCT meetings with the members of the various chairs of sub committees (clubs,

volunteers, coaching, etc.) and information would travel back and forth through these channels. This would reduce the number of people at Management meetings and probably align the meetings more to the key objectives from the RFU. The downside obviously is that some Sub Committees would potentially lose a voice on the management committee which may be resisted by some chairs.

[BD - This was the initial proposal but as you quite rightly say it was the loss of voice at the monthly Management Meeting that the members were adverse to - I do however concur with your statement about the MCTs embodyinging all aspects of rugby and this is what i saw and see as the way forward........I think it will come..... but it will take another season to evolve.]

The treatment of MCTs as something that appears to run in parallel to the SMTs I think would be

less effective than MCTs being a distinct layer of management that the various sub committee’s report

to, but understand why this approach could be resisted and maintaining the Status Quo may be the best way

forward.

[ BD - The assembly of the MCTs I see as being initially a one off gathering each season to network generally or devise a project to work on and deliver depending on the appetite of the group - it could be as simple, for example, as to deliver a part or parts of the PFR which sit across several committees, more effectively. I wouldn’t see the MCTs and the SMTs running in parallel generally, although the work of an MCT could be an agenda item at a SMT meeting if a project was in process.] 
Appendix 3
Feed back 
The current management meeting achieves practically too little as too many members just don't get, the principle of sending  in and reading reports beforehand, and want to just sit and discuss the report already sent. If members stuck to questions only, like you have tried to get them to they could achieve far more. I get that you are aware of this already.

I think the only way you can achieve more is to stick to this principle as the membership won't shrink! 

Appendix 4
Feedback from Bob Osbourne and Club Representatives:
As requested, last Wednesday 4th January 2016, I Chaired a meeting of a small group of club representatives selected by myself and not imposed on me, to consider the document headed "Proposed New Management Structure" and the following are a selection of the comments made, issues raised and concerns expressed. (The group consisted of Tim West of Eccleshall; Andy Lewis of Stafford; Jim Rudge of Bloxwich; Martin De Ridder of Rugeley and Dave Taylor of Cannock plus myself) 

Before going into detail, it was felt that although the intentions of the restructure is admirable, at a time when clubs generally struggle to find volunteers to work in their own clubs, do we really need to include another tier of management committees to further increase the load? If the argument against this is that the person attending these meetings could be the same person and not multiple volunteers, surly this goes against your desire to "...... ensure that individuals do not suffer from "burn out" or "meeting fatigue."" Also, by adding in this additional layer of management, are you not risking distancing the "County" from the clubs which is the opposite of what you are trying to do with the "One Club" idea? 

The other concerns raised were:

> The Chair of the “Club Development Team" is selected from, and by, the three volunteers that sit on that committee and that Chair then sits on the Management Board. If the three members of this committee selected say,

the Chair from Volunteers to Chair this Committee, then theoretically the "clubs" would not have a voice on the Management Board. It is accepted that both the Facilities and Volunteers Committees contain Club Reps so this concern may not be valid but if the Facilities is only made up of Club Reps, what it the point of a separate committee? 
> Any issues raised in the "Clubs - (A)" committee would be taken to the "Club Development Team" committee and then to the "Management Board" to sort/advise etc. The decision would then go to the "Club Development Team" and then to the "Clubs - (A)" committee who raised the issue. All the way up and then all the way down: all very unwieldy with lots of scope for misunderstandings and mistakes.

> The Management Board does not appear to be significantly reduced and thus it could still be a difficult group to manage. The structure of the meetings and the management of time should be given considered.

> Regarding the concern over "burn out" and "meeting fatigue," would this restructure not benefit from splitting the President and Chairman roles?

> "Clubs - (A)" would no longer receive feedback from Facilities, Competitions etc.

> How would "Clubs - (A)" get information on, say, "Mini & Youth"? Under the proposed structure and assuming that the Clubs Rep that sits on the M&Y Committee is not the same Clubs Rep that sits on the Clubs Committee, then the request for info would have to go "all the way up and then all the way down!"

> The Clubs of the County being central to CB Structure should be reflected in the make-up of the Management Board. 
Appendix 5
 Feedback from Bob Osbourne and Club Representatives        

> Senior representatives of Staffordshire clubs attend on behalf of their club, the SRU Senior/Junior Clubs Committee meetings and therefore should be seen as the voice of the "Clubs." This being the case, Clubs representation on the Management Committee should not be less than we already have i.e. 2 Clubs Reps. We suggest that the current system of one rep above Level 8 and one below is maintained to ensure fair representation of all our clubs. (This is a fundamental requirement previously agreed)

> Why do Women's and Girl's rugby get a seat on the Management Committee? The representative sides get covered by the representative rugby rep, adults by the clubs committee and girls rugby by the mini and youth. We fully appreciate it's an area of the game to be focused on and developed but shouldn't the current forum sit in the same position as mini and youth rather than be part of "management team?" 

> What is the ToR of the Volunteers sub management team and who is envisaged would be the club's reps? Is it the CVCs?

> There doesn't seem to be any representative of Clubs on the Competitions Committee, just organisers of competitions. Would it not make sense to continue to have reps from Senior and Junior Clubs on that Committee otherwise Competitions operate in isolation of those who partake?
> Youth & Education seems to only have 3 groups represented yet it has to decide and agree 3 officials (Chairman, Secretary, Treasurer) if they do not come from the Schools, Colleges & University Reps and Mini & Youth reps, where do they come from ?

> Are Club Reps invited to Referees meetings? If not should they be as per coaching and volunteering with club reps attending?
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