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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 BUSINESS PLAN 

In the last year, the ECF has had to adapt to a sudden and dramatic change in its financial circumstances.  The reduction in and ending of the £60,000 grant from the Department for Culture, Media and Sport (DCMS) during the 2010/11 financial year was a serious blow.
This has forced the Board to focus on the changes needed to restore equilibrium, and part of this year’s Business Plan reflects this.  The coming year will inevitably witness considerable time and effort spent implementing the necessary changes to the ECF’s Membership and Game Fee funding models, as well as seeking to identify and capture whatever additional cost savings can be found.

This notwithstanding, I believe that it would be wrong to ignore our responsibilities towards the development of chess in this country.  We cannot use the present circumstances as an excuse to stand still or – even worse – go backwards.  Chess continues to inspire enthusiasm in thousands of people, young and old, and we have to build upon this.
The ECF is not entirely without resources.  Within the British Chess Federation, there are funds invested which generate modest revenue for the ECF’s ongoing activities.  The possibility exists, should Council wish, to employ part of the capital, as well as the revenue, in pursuit of projects to develop English chess.

I am not by nature a reckless person, and I have an innate aversion to spending money when I do not see a convincing return.  I often find myself in the role of the sceptic who demands one more time to be persuaded.  I believe that it would be wholly inappropriate to seek Council’s agreement to access these sources of funds unless certain pre-conditions were met:

· A fully persuasive, coherent plan is prepared setting out how the funds will be spent, how this will benefit English chess in the longer term and how successful execution of the plans will be achieved;
· There is confidence that the right people are in place to deliver such a programme of development;

· There is evidence of widespread support across the English chess community;

· A suitable degree of prudence is shown in retaining a significant portion of the funds as reserves.

The Federation’s track record has not been good of late.  Despite the worthiness of the cause, we accept that the execution of the Chess for Schools project was poor.  It is understandable that those who ultimately finance the ECF should be given the opportunity to see that we are worthy of their trust in launching a programme for long-term development.

For this reason, the Business Plan incorporates both a set of measures designed to achieve stability and improve what we do now and a proposal to undertake a review which will lead to a business case for an investment programme when Council agrees that it is ready.  

Implicit throughout the Plan is the recognition that we have to earn the trust of English chess players by showing that we can deliver a programme of actions to place the ECF on a solid footing.  It is my hope that, in doing so, we shall demonstrate a readiness to go much, much further. 
Andrew Farthing
Chief Executive, ECF 

SECTION 2:
INTRODUCTION

The ECF is a federation of independent Constituent Units. The regional activities of the Constituent Units are not addressed within the Business Plan.   Individual business plans are presented for each of the following areas of activity
 in Section 4:

· Finance;

· Strategic Planning;

· Management Services;
· Marketing;

· Home Chess (incorporating Congress and Grading activities);

· Junior Chess and Education;

· International Chess;

· Women’s Chess.
Each year, the ECF publishes: 
· a Long-Term Strategic Plan; 

· a one-year Annual Business Plan; 
· a report against the Annual Business Plan.

The function of the Business Plan is to capture the key objectives from the Long-Term Strategic Plan, which are targeted for action during a specific year.  This Business Plan captures the objectives for the year May 2011 to April 2012. 
The Business Plan is divided into two documents, the Annual Business Plan and the Supplement to the Business Plan.  The Supplement sets out the key performance indicators and the many ongoing activities which consistently form part of the ECF’s plans for any given year.  The Annual Business Plan focuses on the new initiatives and enhancements planned for the specific year in question.  

The purpose of this approach is to improve clarity, both in the planning process itself and in its communication.  Since the bulk of the ECF’s activities recur each year, their inclusion in the Business Plan risks overshadowing what is new.  Under this approach, the Business Plan is intended to be shorter, clearer and more focused on important areas of development.  This in turn should allow for a more evident link to the Long-Term Strategic Plan.  
It is anticipated that the Supplement will require only minimal changes each year.  For this reason, it will be made available on the ECF website and updated periodically.  The Business Plan itself will be circulated to Council for approval in the usual way and subsequently made available on-line.  

An overview of the ECF business planning process is given in Section 2 of the Supplement to the Business Plan. 

SECTION 3:
LONG-TERM STRATEGIC PLAN

In October 2009, the ECF Council approved a long-term plan based on a “slow build” strategy.  Following review, Council agreed in October 2010 that the strategy remained appropriate and did not require revision. 

This strategy acknowledges the current pressures on English chess, the broader economic and cultural context and the financial constraints within the ECF.  It accepts the need for a longer timetable for achievement of the long-term vision, taking time to build a sound financial platform on the back of membership growth.  
The key features of the strategy 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;

· Longer term focus on organisational change (i.e. membership scheme or a simplification of the existing Membership + Game Fee model) 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.
One element of the original strategy, “Phased support for Chess for Schools initiative based on realistic assessment of capabilities and infrastructure at each stage,” has been removed, following the decision in October 2010 to end the ECF’s involvement in this project.

Consistent with this long-term strategy, the Annual Business Plan places its emphasis on developments and initiatives aimed at broadening the Federation’s membership base (and thereby its financial strength) and building a platform for future growth through a focus on a new generation of young players.

SECTION 4:
BUSINESS PLANS

4.1 Finance

The Management Board has already implemented a number of improvements in its financial management and taken steps to reduce costs in certain areas.  This remains a work in progress.

4.1.1
Complete implementation of the financial recovery plan

· The ECF’s long-term strategic plan envisages a “slow build”, the foundation of which must be substantive financial growth in order to fund its plans.  Following two years of annual deficits, the need to build capital became urgent in late 2009.  The Management Board sought to address this situation by means of a “financial recovery plan”, most of which was implemented during the period to March 2011.  The remaining actions include:

· Complete the implementation of a robust invoicing system for Game Fee, based on a combination of grading and membership data;

· Budget for as small a deficit as possible in 2011-12, with the aim of budgeting for a surplus once Council has approved the revised ECF funding structure and this has come into force.

4.1.2
Implement changes to ECF funding model

· Direct member income and Game Fee are critical to the ECF’s financial stability.  Indeed, with the ending of the Government grant in March 2011, they are the dominant sources of funding for the Federation.  The Management Board’s 2009 Strategic Review indicated that the current scheme was complicated and contained apparent anomalies in the pricing of benefits.  Following presentation of initial proposals at Finance Council in April 2010, the results of the more detailed analysis were presented to Council in October of that year.  Detailed funding proposals are to be presented to Finance Council in April 2011 and will be implemented during the coming year. 

It should be stressed that, due to the lead times for changes to membership subscriptions and Game Fee rates, the implementation of the agreed changes is unlikely to be completed until 2012.  The precise timing is dependent upon which funding option is adopted.

4.2 Strategic Planning

The ECF’s Long-Term Strategic Plan was devised at a time when the Federation’s Government funding was under threat but expected to be subject to a phased reduction, rather than a rapid cessation.  The present situation demanded a review of the ECF’s funding arrangements, which has been undertaken and will be implemented over the coming year.  The sudden loss of significant funding, however, has forced the Board to adopt a short-term approach based on maintaining “business as usual” as far as possible.
Nevertheless, the Board recognises that it is both unwelcome and undesirable to continue indefinitely on such a basis.  To thrive, English chess needs investment in activities which will positively develop the game in this country.  Resources exist in funds held within the British Chess Federation to finance such activities.  It is equally recognised, however, that it would be both unwise and irresponsible to expend what may be irreplaceable resources on anything other than sound, forward-looking developments.  At this stage, and having been focused primarily on more immediate financial issues, the Board is not ready to identify such opportunities.
4.2.1
Formulate proposals for investment in the long-term development of English chess
· The Board, consulting as appropriate, will prepare a revised long-term strategy, incorporating specific proposals for investment of part of the funds currently managed within the British Chess Federation on new events and initiatives designed to develop chess in this country.  This will be presented to Council in October 2011.  
4.3 Management Services

The work of the ECF Office, which comes under the remit of the Chief Executive, is substantial and varied.  It provides ongoing support to all of the individual directorates, as well as handling enquiries from all corners.  It plays a vital role in administering the funding mechanisms of the ECF (Membership and Game Fee).
That said, it is acknowledged that the office function comes at a significant financial cost.  In accordance with the long-term strategic plan, it is essential to ensure that this expenditure is directed in the most effective and efficient way.

4.3.1
Complete the implementation of the Management Services Review
· Following the review of Management Services completed in June 2010, a number of cost-saving measures were introduced, most notably reducing the number of office staff from five to three.  Depending upon the choice of funding approach made by Council in April 2011, further changes to ensure optimal cost-effectiveness are likely.  The precise nature and timing of these changes will be determined in the light of the organisation’s needs following the decision on funding.
4.4 Marketing

The Supplement to the Business Plan sets out the planned ongoing activities under this directorate.  The past year has witnessed some progress in raising the profile of the game, thanks to the success of the London Chess Classic and to the efforts of the ECF’s President.  The difficult economic climate notwithstanding, the coming year will see continuing efforts to identify sponsors for ECF initiatives and activities.

Planned initiatives

4.4.1
Maximise the value of the ECF’s online presence

· The ECF website has been successfully redesigned and delivers an ever-improving service to its users.  It remains essential that the site should be further enhanced so that its value to members and non-members is maximised.  Planned actions include:

· Introduce further new online content from regular contributors (articles, reviews, guides to the English chess scene), aimed at increasing regular site visits.

· Develop appropriate channels for member feedback and interaction.

4.4.2
Promote the Certificate of Merit scheme

· The Certificate of Merit scheme offers an opportunity to encourage chess development while generating income for the ECF.  Every effort will be made to promote the scheme as widely as possible.
4.4.3
Enhancement of Chess Moves
· Work has been progressing to develop and expand the content of the ECF’s newsletter for members, Chess Moves.  It is intended to continue in this direction, with a particular aim to develop the newsletter’s focus on amateur chess activity, including chess organisations and the congress circuit, and its personalities.

4.5 
Home Chess
A thriving domestic chess scene is essential to the achievement of the strategy.  Growth in this area serves a number of key goals:

· It provides a fertile ground for the next generation of players, whose development has been supported through the ECF’s efforts in schools and in junior events;

· It stimulates interest and enthusiasm at the amateur level, which may in turn have a positive effect on ECF membership as the benefits of the ECF’s work become clearer;

· It increases the attractiveness of the game to potential sponsors;

· It increases the opportunities at the professional or semi-professional level, which may in turn produce greater international success (and, in a virtuous circle, further attract sponsorship).

Success means activity at every level.  The ECF exists to support English chess-players of all abilities, and it would be foolish to act on the basis that growth is possible at the master level without a healthy and growing amateur chess culture.  Similarly, growth at master level has a positive effect on the amateur chess culture.
Planned initiatives
NATIONAL CHESS ACTIVITIES

4.5.1
Targeted focus on increased chess activity within specific groups
· Older people – It is widely accepted that stimulating mental activities such as chess does help to reduce the risk of degenerative conditions such as Alzheimer’s disease.  The ECF will seek to increase chess activity among older people by working with older people’s organisations in seeking ways to establish chess clubs for the older 60s.  (Action held over from previous year)
· Disabled – As part of its support for chess for the disabled, discussions are underway to hold a tournament for the disabled during 2011.
· Chess in prisons – Chess can serve as a method to assist the prison population to play a sport that is neither gender based, an activity based on gambling or based on physical characteristics, whilst using chess as an educational tool to improve basic mathematics and comprehension, self esteem, problem solving and logic.  A Manager for Chess in Prisons was appointed in 2010.  The following specific actions are planned:
· Development of an educational chess programme, whilst developing in parallel, a correspondence chess forum for the prison population and volunteers.

· Approach the Department of Justice and all Government departments concerned with the prison system to develop and run a pilot scheme of the above.

· Approach and lobby members of both Houses of Parliament to support the education and correspondence chess programme.

· Approach various charities and prison reform groups involved with the education and reform of the prison population to assist and work in parallel to establish the programme.

· Approach the Prison Officers Association to seek the chess minded for assistance with the programme.

· Develop a risk assessment policy for the programme.

· Develop a forum in some form for the education of those from the chess community wishing to volunteer in prison and provide on-going support for those entering the prison environment.
4.5.2
Support for chess clubs
· To help the establishment of new clubs and the growth of existing clubs, a support pack is to be made available, offering advice on what makes a chess club succeed and signposting useful resources for club organisers.  (Action held over from previous year)
GRADING & RATING
4.5.3
Enhancements to on-line grading database
· As previously agreed, the production of the annual grading print-out sent to Full direct members (and available for purchase by Standard members) will be replaced in July 2011 by enhanced graded game information, available free to all on the on-line grading database.
4.5.4
Frequency of grading lists
· Standard Play grading lists will be produced every six months, in August and February, with effect from January 2012.

BRITISH CHAMPIONSHIPS
4.5.5
Incentives for Juniors
· The costs of entering the Junior Championships at Sheffield in 2011 will be reduced by 50% to encourage more juniors to participate.
4.5.6
Strength of British Championships
· The 2011 event will see the involvement of England’s top players, Michael Adams and Nigel Short.  Efforts are being made to achieve the strongest field in many years.
4.6 
Junior Chess & Education
JUNIOR CHESS
It remains a key priority for the ECF to support the development of each new generation of junior chess-players, ensuring that they have as many opportunities as possible to play and to improve.  This important continuing work is set out in the Supplement to the Business Plan.
4.6.1
Expansion of Junior Chess & Education support team
· It is intended to explore the possibilities for expanding the team supporting the Director of Junior Chess & Education, with a view to broadening the skills and expertise available in this vital part of the ECF’s activities. 
4.7 
International Chess
It is recognised that the success of English players on the international stage is essential to the health of the game at all levels.  International success attracts sponsorship (as well as requiring it in the first place).
The ongoing activities to support English players overseas and to ensure that the country is represented as effectively as possible in international competition are set out in the Supplement to the Business Plan.

4.8 
Women’s Chess

Despite the fact that chess is dominated by male players, the game is equally playable by all, regardless of gender.  The current situation reflects a number of historical and cultural factors.  The ECF is committed to supporting the development of the chess for all.

The ongoing activities to support girls’ and women’s chess are set out in the Supplement to the Business Plan.

�  These areas align with the responsibilities of directors set out in ECF Regulation No. 2: ‘The Directors and Officers Responsibilities Regulations’, to be found at: http://www.bcf.org.uk/organisation/general/index.htm.  It should be noted that the Management Services Function comes under the remit of the Chief Executive.  Women’s Chess currently falls within the responsibility of the Director of Home Chess.
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