The Administrative Arrangements of the ESMBA

Purpose

To provide further information to ESMBA members and registered players on the future of the administrative arrangements of the ESMBA for further discussion at the forum at the AGM in July 2010.

Introduction

At the Special General Meeting (SGM) in March 2010 it was agreed that the ESMBA management committee further research their ideas into the future administrative arrangements of the ESMBA and present a paper to the forum of the AGM in July 2010.

Members and registered players were asked to provide the ESMBA with their thoughts and comments on the way forward. To date we have received two replies – our thanks to North Yorkshire and Wiltshire. A copy of their comments along with this report will be displayed on the ESMBA website under the banner of development. Please read them all and come to the AGM with your thoughts on the way forward.

The majority of those that attended the SGM in principle thought it was a good idea but felt they needed more information to make a sound decision. This paper aims to provide further information to allow our members to make a decision on the way forward for the ESMBA.

Proposed Model

The proposal put forward by the ESMBA management committee was that;

The ESMBA management committee appoint full time contracted paid administration.

Based on comments at the SGM some clarification is required in what the management committee intended.

In essence, the management committee is proposing to buy in from a third party (supplier) services and processes that are currently being performed by the management committee. In other words a form of outsourcing. The day to day management of the outsourced activity would be delegated to the third party.

This option is gaining acceptance as voluntary organisations become more professional. For example, small voluntary organisations use their local council for voluntary services to provide bookkeeping services and the Charity Aid Foundation provides financial services to hundreds of charities worldwide such as the Battersea Dogs Home. More and more services are being outsourced to allow organisations to focus on their core services.

The original report recommended that the contract be placed with someone with short mat bowling experience. This does not need to be the case as there are many organisations out there providing services to voluntary bodies. Thought could also be given to approaching Bowls England and EIBA to provide the administrative support the ESMBA is looking for. This would further cement the work of the Bowls Development Alliance.

Feedback from the SGM

The main benefits to the ESMBA are that it would enable us to;

· Focus on core services – raising participation, developing our sport and providing the services that our members wanted.
· Improve the quality of services – better and more frequent contact with our members, becoming more transparent and open
· Obtain expertise from outside the organisation – administrative skills and customer care
· Have access to the latest technology – keeping abreast and using for the benefit of our members.
· Higher standards – setting our aspirations higher and becoming more professional in our approach and
· Review how we are currently operating – are we fit for purpose.

The pitfalls are;

· Unclear expectations of what performance benefits there are – we would agree as an association what we wanted from the arrangement, agree performance measures with the supplier tied into a contract and let our members know what is happening on a regular basis
· Resistance from members and committee members – we would keep everyone of how we are performing, ask for regular feedback from members and allay fears that we will not lose our ability to manage the affairs of the ESMBA
· Loss of control over the outsourced services – we would provide a contract manager to oversee and operate the contract (member of the committee), conduct regular performance meetings with the supplier and ask for members feedback
· Lack of prior experience of outsourcing – we would ensure the supplier chosen would work with us for our mutual benefit
· Inadequate planning – not to plan is planning to fail. We would ensure that we cover all the aspects and not rush into a final decision
· Do the costs outweigh the benefits – The benefits outlined above would enable us to progress as an association, provide a better service to our customers and become more professional in our approach

Concern was raised at the SGM about “putting all our eggs in one basket” losing the knowledge and control, and what happens with absences. With outsourcing you are buying a service from a supplier. The contract would stipulate what was to be provided, when and how. The supplier would ensure the service is available all of the time. Knowledge would not be lost as it is only the administrative processes that would be contracted out allowing the committee to focus on more strategic matters. Control is down to the ESMBA and making sure we manage the contract appropriately.

Cost was another concern mentioned at the SGM. It is extremely hard to put a ceiling on the cost as consideration has to be given to how much you are willing to pay for the services you want to your standards in other words value for money. This can be represented by the following triangle where the shape of the triangle will reflect what you want;
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As an estimate the cost is likely to be no higher than £15,000 per annum depending on what is contracted out. A hidden cost to this process is that we would more than likely have to pay VAT as we would be buying a service.

Stages

The following sets out the suggested stages that the ESMBA would need to go through to ensure a successful and beneficial arrangement to the association.

Stage 1

· What do we do – committee members roles, assets, technologies and processes that deliver our services, the costs of providing these services and processes that deliver the service (and whether they are satisfactory), even why the association needs the service in the first place. It is important for us to understand what we do before we try and improve it
· Where do we want to go – use the opportunity to introduce improvements. It is not just the case of mirroring what is there “warts and all”. It is about improving performance
· What do we want – define the boundaries of what we are outsourcing. Be precise and set down clear and simple definitions so everybody understands.
· When do we want it – agree when we want the service to start and the transition period

It is important to consult with our members at all stages of the process. To supplement this it is suggested that a small working group be formed made up of committee members and members who would work together to progress this arrangement.

Stage 2

This stage is about selecting the right supplier. This would involve;
· Advertising the opportunity in the appropriate journals and other media. This would incur a cost that would need to be built into the model and or directly approaching organisations such as Bowls England and EIBA and asking them to tender for the contract
· Being specific about what we want delivered (link and covered to stage 1)
· Lay down clear objectives to enable an auditable evaluation process that allows potential suppliers to be scored and directly compared
· Seeking references and talking to the potential suppliers about their tender
· Looking for a supplier, not necessarily the cheapest one, but which satisfies our need and is sustainable during the lifetime of the relationship
· Selecting a supplier that is prepared to work in partnership to transform our services for mutual benefits

Stage 3

Once a supplier has been selected a contract needs to be drawn up. This can be completed during stage 1 of the process. There may well be legal costs to ensure the contract is sound and workable again these costs need to be added to the model. There following areas should be included;

· Scope – it has to accurately describe all that is to be covered and needs to be precise as this will become the “bible”
· A regime of measurable performance indicators with suitable incentives to include feedback from members on the service
· Flexibility – to implement contract variations, providing new services and allow for innovation
· Simple to understand by both parties – it will be the working document of both parties
· Means of resolving conflict and day to day disputes
· Length of contract – initially 3 years with opt out clauses every 12 months
· Exit provisions

Stage 4

Once the contract has been drawn up negotiations can begin. The outcome is to arrive at a contract which is both binding without being constrictive, specific without being inflexible and cost controlled without inhibiting innovation. We must;

· Set out with the aim of achieving a win – win agreement, not simply opting for the lowest price
· Make sure a contract is in place before negotiations start
· There is clarity in the substance of the contract and the deal agreed
· Ensure the process is kept simple so we can all understand what is happening at any point of the proceedings

The weeks following contract signature are arguably the most critical in the entire process. There is a danger that we leave everything to the supplier. This cannot happen. The transition needs to be managed, stakeholders need to be kept informed, time is required to allow the new arrangements to bed in and most importantly the ESMBA must identify a key representative to manage the contract and be the first point of contact for the supplier.

Stage 5

Regular contact must be maintained with the supplier during the contract period to ensure optimum performance. Quarterly formal review meetings need to be held to discuss performance against the standards set in the contract and also the softer issues such as how the relationship is working. This will enable both parties to work together for their mutual benefit. Ad-hoc meetings will be called if the need arises.

Timetable

The following is a suggested timetable with a go live date of July 2011. However it is prudent to work alongside the supplier over the initial 3 months to enable a smooth transition. Stage 5 is not shown on the timetable as this will be an ongoing commitment once the contract has been signed.
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An SGM is to be called after the completion of Stage 1 to allow the process to go forward. It is imperative that all members attend the SGM to vote.

Conclusion

This paper clarifies the ESMBA proposal and outlines a suggested schedule of implementation if the membership give the go ahead to outsourcing our administrative services.

The ESMBA management committee must appoint a project manager to manage the process and to provide regular updates to the committee and membership. Progress reports would be posted on the ESMBA website under the development section.

Discussion at the forum of the July 10 AGM is essential as are comments beforehand. Acceptance at the forum would enable the ESMBA management committee to put stage 1 into action which is ideally an activity the management committee should be addressing in terms of setting out its future and direction over next 5 years.

Simon Willies
ESMBA Vice - Chairman


