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English Chess Federation
ACHIEVEMENT REPORT AGAINST BUSINESS PLAN FOR 2009-2010
ECF Mission Statement
‘To promote the game of chess, in all its forms, as an attractive means of cultural and personal advancement.  To foster the highest level of achievement in the game. To make the Federation’s services and membership available to all, without restriction; and to promote equal opportunities in a positive manner.’
	The Objects of the English Chess Federation [“the Company”] are:
· To encourage the study and practice of chess in England and for the purpose of these objects England shall be deemed to include such part of North Wales as is within the jurisdiction of the Cheshire & North Wales Chess Association for so long as it shall so remain.
· To institute and maintain British Chess Championships.
· To promote national and international chess tournaments in England.
· To secure the interests of English players (being those players who are entitled to represent England under the statutes and regulations of Fédération Internationale des Echecs [FIDE] for the time being in force) in foreign chess tournaments and matches.
· To support the Braille Chess Association and other chess organisations which are members of the Company and whose jurisdiction includes England unless and until in each such case separate equivalent English organisations shall be established which are members of the Company.
· To secure the interests of English problemists in foreign tournaments and tourneys and to encourage English problem composers and solvers by instituting tournaments and tourneys and for these purposes support of the British Chess Problem Society shall be within the scope of this object unless and until a separate English Chess Problem Society shall be established which is a member of the Company.
· To arrange such contests, meetings, etc. as may be deemed desirable and provide and present trophies for competitions to suitable organisations in England.
· To provide assistance in relation to chess to British Overseas Territories and Crown Dependencies, which are not for the time being members of FIDE, if requested to do so.
· To maintain and increase a fund, known as the “Permanent Invested Fund”, to be permanently invested in the name of trustees in accordance with an approved trust deed.
· To maintain a system for Grading the results of games of chess players participating in its own competitions and in the competitions of member organisations.
· To make the Company’s services available without discrimination on grounds of colour, creed, disability, impairment, occupation, race, religious or political affiliation, or sexual orientation and to promote equal opportunities in a positive manner.
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Section 1:
Observations of Chief Executive on Achievement Report
This document reports on the business year May 2009 to April 2010.  At the AGM in October 2009, several new directors joined the ECF; thus the report spans the work of two teams. 
The last year has been a period of financial recovery for the ECF.  In 2008, the ECF lost a substantial amount on the (otherwise very successful) British Championships in Liverpool, which led to a significant deficit on the 2008/9 year.  In August 2009, the championships were held in Torquay, when the high standard of the event was maintained while restoring the event to surplus.  In October 2009, the Federation received a wake-up call when the DCMS suspended its grant due to concerns about the financial management of the ECF.  As a consequence, the Board introduced a number of measures to improve financial management which resulted in a break-even outcome.  These measures were presented to the DCMS and the grant was reinstated.   However, in April 2010, the DCMS grant was cut by 25% as part of the broad pack of economy measures introduced by the coalition government.  Measures to address this new challenge have been implemented and will be reported to Council in a separate paper, although as they fall outside of the reporting period of this report they are not addressed herein.  With financial conditions likely to remain difficult, the importance of the time and effort donated by the ECF’s volunteers – directors, officers and other supporters – will be ever more critical.  If we are to deliver our plans for the coming year, we shall need to attract more volunteers to help with the Federation’s work, and this is no easy task.  
Looking at the KPIs there is significant variability with a small increase in the amount of chess played, but a small decrease in the number of active players.  The drop in the numbers of female players was disproportionately high.  This may have been caused by the lack of a manager of women’s chess, a gap that has now been filled.  The main positive trend is the continuing increase in participation in the National Schools Championship (sponsored by Yateley Manor School).

There were a number of difficult challenges in the 2009/10 Business Plan relating to the Chess for Schools initiative. Progress on this project has again been much slower than hoped for.  One very significant achievement under the initiative has been the development of an online test of chess aptitude – the Certificate of Merit.  
This will be my final report as Chief Executive as I standing down at the AGM in October.  I should like to conclude by expressing my thanks to the unflagging staff in the ECF office and to all of those who have given their time in support of the Federation.  Their work is greatly appreciated.  I would also wish to recognise the valuable assistance of Andrew Farthing (Strategic Planning Officer) in preparing this and other documents.

Chris Majer
Chief Executive, ECF
Section 2:  Introduction
Each year, the ECF publishes: 
· a Long-Term Strategic Plan (or update thereto); 
· a one-year Business Plan; and
· an Achievement Report against the one-year Business Plan.
The function of the Achievement Report is to delineate the extent to which the previous year’s Business Plan was achieved.  The Business Plan itself identifies the key objectives from the long term Strategic Plan that are targeted for achievement in a 12-month period from May to April.  This Achievement Report covers the year May 2009 to April 2010. An overview of the ECF business planning process is given in Section 3. 
The ECF is a Federation of independent Constituent Units. The regional activities of the Constituent Units are not addressed within this Achievement Report.  
The Achievement Report describes:
· Achievement against the Key Performance Indicators (KPIs) in Section 4, including a comparison against previous years;
· Achievement against the 2009/10 Business Plan
 in Section 5.  Rather than going through each plan on a point-by-point basis, the analysis is presented in terms of the overall percentage achievement of planned actions, with variances identified.
Previously, a section was included to record achievement against “Priority Board Targets”.  Following a review of the business planning process and report formats, it was decided that the targets and priorities were satisfactorily reflected in the body of the Business Plan and that a specific section needlessly repeated details contained in Section 5.  
This year’s Achievement Report does include, however, a new Section 6 briefly analysing progress against the Long-Term Strategic Plan formally agreed by Council in October 2009.  This serves as a useful reminder of the context within which the annual Business Plan sits as well as making it easier to judge the adequacy of progress towards longer term goals.
Section 3:  Business Planning
Annual ECF Business Planning Cycle 
Due to uncertainties in its revenues and the voluntary, part-time dedication to its affairs by the Directors, the ECF has tended in the past to react opportunistically to events at the expense of the pursuit of longer-term goals.  To some extent, this is inevitable and will continue to be so. 
However, the ECF recognises the need to achieve greater clarity about its vision for the future of English chess and its own direction as an organisation. To this end an annual business planning cycle has been established, as set out below:
	June/July:
	Meeting of Board at which any shortfalls in achievement against the previous year’s annual Business Plan are discussed and any necessary amendments to the current Long-Term Strategic Plan are discussed.

	July-August:
	Preparation and agreement of Report of Achievement against Annual Business Plan for previous year and new Long-Term Strategic Plan.

	September:
	Long-Term Strategic Plan (or update thereto) is submitted to ECF Council for approval.
Report of Achievement against Annual Business Plan for previous year is also submitted to ECF Council for approval.

	October:
	The approved Long-Term Strategic Plan (or update, as applicable) is submitted to the Department for Culture, Media and Sports [“DCMS”].
The approved Report of Achievement against Annual Business Plan for previous year is also submitted to the DCMS.

	January:
	Meeting of the Board devoted to Strategic Planning. This formulates top-down overall aims for the next operating year (May to April) to be captured in the Annual Business Plan.  The planning process takes into account the existing Long-Term Strategic Plan.

	February:
	Preparation of Annual Business Plan.

	March:
	Board agrees Annual Business Plan for that year and the associated financial budget.

	April:
	Annual Business Plan for that year and Budget submitted to ECF Council for approval.

	May/June:
	The approved Annual Business Plan is submitted to the DCMS.


Section 4:
Report against Key Performance Indicators
The ECF monitors its performance using ten Key Performance Indicators (KPIs).  It reports its achievement against them on an annual basis.  
To facilitate trend analysis, the following table shows the KPIs for the last five years.
Achievement Analysis
	
	KPI
	2005/06
	2006/07
	2007/08
	2008/09
	2009/10

	1
	Number of Direct Members
	1315
	1474
	1647
	1795
	1810

	2
	Number of players in Grading list(1)
	11,967
	11,846
	11,824
	11,703
	11,627

	3
	Number of female players in Grading list(1)(2)
	496
	534
	528
	493
	465

	3a
	Number of male players in Grading list(1)(2)
	11, 471
	11,312
	11,296
	11,210
	11,162

	4
	Number of graded results(1)
	272,457
	268,471
	270,163
	271,387
	273,291

	5
	Number of titled players(3)
	96
	99
	102
	110
	124

	6
	Number of FIDE rated players(4)
	625
	665
	629
	638
	756

	7
	Number of county teams in county championships(5)
	43
	44
	43
	58
	58

	8
	Number of teams in National Club Championships(5)
	54
	51
	45
	42
	42

	9
	Number of schools in the ECF Schools Team Championships(5)
	130
	93
	136
	156
	165

	10
	The sustainable income of the ECF(6)
	£156,458
	£157,591
	£161,686
	£160,095
	£169,999


Notes: 
(1) The Grading list is used as providing the best available source of information on the level of chess activity nationally.  It only includes events submitted to the ECF for Grading, so variations in the submission of specific events may distort trends.  In addition, the reporting window for the Achievement Report is May to April, whereas the Grading year runs from June to May, and the Master List on which statistical analysis is done is not generated until August.  Consequently, the Grading data presented above are those generated in August of each reporting year based on the previous season’s grading results.
(2) The figures for the seasons 2005/06 to 2007/08 were corrected and restated in 2009 to put them on a consistent basis with the latest year.
(3) This is based on the following titles: GM, WGM, IM, WIM, FM and WFM. 
(4) This is based on the number of ‘active’ players in the rating list.  Inactive players are also listed by FIDE.  In 2007/8, the number of active players dropped despite there being more events.  It was apparent that FIDE had, without explanation, changed the criteria for determining ‘active’/‘inactive’, since the number of inactive players increased from 463 to 629. 
(5) The measure relates to participation in the national stages.  If the size of the team is changed to encourage more teams, some analysis will be necessary to assess whether this resulted in more people playing chess. 
(6) One-off windfalls are excluded from the KPI, because they can mask overall trends.  Historically, the DCMS grant has been included in the “sustainable income” and this practice has been maintained.  However, it should be noted that, whilst the DCMS grant was £60,000 in the year to April 2010, for the 2010/11 financial year the grant was cut to £45,000 and the DCMS have alerted us that it is likely that there will be no grant after March 2011.  
Section 5:  Report against Business Plans
It should be noted that variance reporting by its very nature has a tendency to focus on negatives rather than achievements.  The ECF has met 90% of actions identified in the Business Plan: a good performance.  A number of the variances are linked to the failure to expand the ECF team, always difficult in a volunteer organisation. A copy of the relevant Business Plan can be found on the ECF website at: http://www.englishchess.org.uk/wp-content/uploads/2010/02/business_plan_09-10.pdf
	Index
	Directorate (Activity)
	Manager
	No. of Actions
	No. Achieved
	% Achieved
	Variances and Notes

	5.1
	Home Chess
(National Chess Activities)
	
	18
	11
	61%
	Of the 7 incomplete actions, 4 relate to the development of chess in prisons.  The absence of a budget to support this area proved to be an insurmountable hurdle, but the ambition remains in the 2010/11 Plan.
The plan to establish chess clubs for over 60s was once again not fulfilled.  This will be given higher priority in the coming year.

The remaining two incomplete actions – preparation of guidance for County team organisers and the gathering of feedback on the National Club Championship – are currently in progress.

	 
	Home Chess
(Congress Chess)
	Congress
	7
	5
	71%
	Although most actions in this category were duly completed, it did not prove possible to develop and fill the intended new role of ECF Organiser.  This in turn affected the capacity to work on the other incomplete action, a consultation programme with organisers and players aimed at developing best practice guidelines for event organisers.

	
	Home Chess

(British Championships)
	British Championships
	8
	7
	88%
	A successful championship was held in Torquay.

The planned review of eligibility requirements, which needs to be undertaken in liaison with the British Isles Coordinating Committee, is in hand but was not completed during the year in question.

	 
	Home Chess
(Grading & Rating)
	Grading
	23
	19
	83%
	Two of the incomplete actions related to a missed opportunity to prepare and circulate guidance on the new grades to direct members and relevant officials in local organisations.  General guidance on the changes was, however, published on the ECF website and appears to have met most users’ needs.
Due to the complexities of finalising the revised grading algorithms, it did not prove possible to publish the normal provisional grading list in July 2009.  It is not anticipated that such an omission will be repeated.

The final item relates to the formal documentation of the central grading software and processes, which remains outstanding.

	5.2
	Junior Chess and Education
	
	21
	20
	95%
	This remains a critical area of activity, the importance of which to the future of English chess is obvious.  Much good work was achieved in support of junior chess, as reflected in the very high percentage of planned actions achieved.
The one small exception was the non-completion of a formal Every Child Matters policy, in support of the Government initiative.

	 
	Junior Chess and Education
(Coaching)
	Coaching
	9
	7
	78%
	One of the incomplete actions again relates to the further development of the Certificate of Excellence.  As was the case in 2008/09, this was due to the shift in emphasis towards the online Certificate of Merit.
The second incomplete action – the development of briefing materials on the educational benefits of chess – remains an objective.  It is currently included in plans for a submission to the DCMS in support of continued financial backing for junior and elite chess.

	5.3
	Chief Executive 
(Chess for Schools)
	
	7
	3
	43%
	This important, highly ambitious programme did not deliver as much as had been hoped for in 2009/10.  

About 4500 free sets were delivered to schools, thanks to the efforts of Holloid Plastics Ltd (HP).  Although welcome, this achievement was considerably below the scale of the project’s ambition, due in part to commercial and other constraints affecting HP’s capacity to produce sets.  The ECF provided resources to support the project and, in particular, to make the arrangements for deliveries at a local level.

In parallel with the free chess sets programme, the ECF completed development of a support package for schools, including the Certificate of Merit scheme.  Delivery of the CoM online tests has now been completed, although it was after the planned date.

Since 2009/10, the plans to establish junior chess clubs across the country and to provide assistance with setting up chess academies have reluctantly been put on hold.  The Board’s view was that it would not be feasible to complete these aims without greater progress in the distribution of free sets to provide the impetus and without the necessary human and financial resources to support the two schemes.  Chess academies in particular would have demanded a concerted effort for which resources were simply not available.

	5.4
	International Chess
	
	19
	13
	68%
	In most cases, incomplete actions may be traced to the lack of financial resources.  In the current economic climate, it has not yet proved possible to secure the substantial sponsorship needed to enhance England’s international chess performance.  
Under the circumstances, the level of activity and achievement is considered highly creditable.  It is noteworthy that the ECF funds required supplementing at times to support players and events.
The reporting of International chess news on the ECF website has been prompt, but the removal of a dedicated International section has meant that the news disappears from view somewhat quickly.  This is under review.
ECF representation on FIDE and ECU committees remained at the same level during this period.

	5.5
	Chief Executive
(Women’s Chess)
	Women's
	15
	10
	67%
	Progress in developing women’s and girls’ chess has been hampered by lack of financial resources and a period during which the post of Manager of Women’s Chess was vacant.  The incomplete actions may be attributed to these factors.

	5.6
	Finance
	
	14
	12
	86%
	The percentage of completed actions is considerably higher than in 2008/09, reflecting the efforts of the Finance Director, who was appointed midway through the period after a lengthy spell without an incumbent.  

During 2009/10, the DCMS temporarily suspended its grant to the ECF, entailing a significant increase in the new Finance Director’s workload in order to assist with the development of a recovery plan sufficient to obtain resumption of the grant.  This was duly achieved.  The time required did, however, mean that there was no time available to develop initiatives in respect of the Legacies Fund.

The completion of the work of the Charity Commissioners to implement government legislation is necessary before charitable status can be followed up.

	5.7
	Marketing
	
	14
	9
	64%
	As was the case in previous years, delivery of planned Marketing actions was hampered by a lack of financial resources.  The appointment of an ECF Publicity Officer, however, did enable an increase in media activity, assisted by the profile of the President elected in October 2009.


	5.8
	Chief Executive
(Strategic Planning)
	Strategic Planning
	11
	10
	91%
	The vacancy for Strategic Planning Officer was filled in December 2008.  This provided scope for a fuller strategic review than previously, along with revisions to the business planning approach.

All planned actions were completed, with the partial exception of progress reporting.  The formal reporting requirements were met, but the intended introduction of regular status reports at Board meetings has not yet been fully achieved.  Closer, more systematic monitoring of agreed actions is now in place, but there is room for improvement.

	5.9
	Chief Executive 
(Management Services)
	Management Services
	26
	15
	58%
	Some actions which could not be completed during 2009/10 (e.g. review of membership and game fee systems and processes) were since incorporated into the Management Services Review conducted in Q2 2010.

The remaining incomplete actions relate to the office IT systems (a satisfactory server solution is still not in place) and the ECF website.  In the case of the website, the 2009/10 Business Plan included an ambitious programme of changes planned by the then newly appointed ICT Manager.  Due to the resignation shortly thereafter of said manager, the capacity to make enhancements was much reduced.  Plans have since been placed on hold.  It should be noted, however, that the ECF website has been redesigned, attracting a favourable response from users.

	 
	Totals
	
	192
	141
	73%
	 


Comparison with prior year
In 2008/09, the percentage of planned actions completed was 76%, i.e. slightly higher than 2009/10.  It should be noted, however, that the 2009/10 plan was more ambitious than its predecessor, which included a total of 161 planned actions (31 fewer than in 2009/10).  

The total number of actions completed in the latest year (141) is 15% higher than the 122 achieved in 2008/09.
Section 6:  Progress Report against Long-Term Strategic Plan

The agreed strategy is described as a “Slow Build” approach.  Its main elements are as follows:
· Short-term focus on improving the ECF’s value to members and the English chess community as a whole;
· Early prioritisation of action to improve the ECF website significantly so that it becomes a generator of value and an attraction to non-members;
· Action to address existing communication and organisational issues;

· Cost/benefit review of activities and services to create capacity for revised focus;

· Continued delivery of current range of services and activities;

· Phased support for Chess for Schools initiative based on realistic assessment of capabilities and infrastructure at each stage;

· Longer term focus on organisational change (e.g. membership scheme) once the perceived value of the ECF is enhanced;

· Preparatory work to allow medium-term investment in chess development with a greater chance of sustainable success.
Progress to date
The Long-Term Strategic Plan was formally agreed by Council in October 2009, following a strategic review delivered to the Board in July 2009.  The first opportunity to produce an Annual Business Plan based on the new strategy did not occur until April 2010, the end of the period under review in this Achievement Report.
Unsurprisingly, therefore, most of the progress against the long-term strategic plan falls into the period immediately after that covered by this report.  Some comment, however, is possible:

1. The Certificate of Merit (CoM) has been launched, providing a means by which students of the game may evaluate their progress through online tests.  The CoM is supported by a package of materials designed to help those seeking to improve their chess.  The marketing of the package is still in its early stages.

2. The ECF website was redesigned (to favourable response on the whole).  Plans were agreed by the Board and presented to Council in April 2010 for the online delivery of enhanced grading information to members only.  Since that date, progress has been slower than hoped and the planned approach is under review.

3. At the April 2010 Council meeting, it was agreed to establish the Board position of Non-Executive Chairman, with the intention of providing a new role to ease the burden on the Chief Executive and to allow room for a repositioning of the role of the President.

4. On balance, there has been a marked improvement in communications with the English chess community, as a result of greater participation by some Board members in online media such as Facebook, Twitter and the English Chess Forum.  In addition, the President has made brief presentations at a number of chess congresses, raising the profile of the Federation in a positive way. 
5. In response to the temporary suspension of the DCMS grant in Q4 2009, a review of costs was undertaken and some immediate measures taken to achieve reductions.  Since then, costs have been further reduced, e.g. by switching Chess Moves from a hard copy publication to an e-version.  In Q1 2010, a review of Management Services, principally the office operations, was commissioned by the Board.  It has since been completed by the Strategic Planning Officer, resulting in the identification of substantial cost savings.

6. The Chess for Schools (CfS) programme has made much slower progress than had been hoped.  In recognition of the lack of progress, the decision was taken in Q2 2010 not to renew the contract of the staff member employed to support the project.  This ensured that ECF expenditure on CfS was kept to the absolute minimum pending a reassessment of the likely future course of the scheme.
Further developments fall outside the period May 2009 – April 2010 and will be detailed in next year’s report.

Conclusion
As could be expected, the need to respond to events during the year – most notably the suspension of the DCMS grant and the stalled production of chess sets for CfS – had an impact on progress towards some parts of the long-term strategic plan.  Overall, however, the Board believes that a satisfactory start has been made and that actions are in hand to make significant progress in the coming year.
� 	A copy of the 2009/10 Business Plan can be found on the ECF website at ECF website at: http://www.englishchess.org.uk/wp-content/uploads/2010/02/business_plan_09-10.pdf  
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