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Action Points
1. Decision of the General Meeting

This documents provides a list of action points following the recent decision of the General Meeting of the Irish chess union. 
“That a formal development plan for Irish chess be prepared, taking account of the following points: 1) that the incoming executive establish a working group with expertise and experience to achieve this; 2) that the group be given a maximum flexibility and organisational support to progress these matters.”
Explanatory note considered at General Meeting:

It is possible - but difficult - to make serious progress in developing Irish chess. We must start with finding a small team to analyse our current situation, think of clear ideas and objectives for Irish chess, and to then have the drive and energy to perhaps lead us seeking to obtain those goals once widely agreed. Within the wider chess community people of this skill exist. The incoming executive can locate these people and assign them this task on our behalf. We can hope that they will engage with and be attracted to a difficult challenge and we would then wish them well and support them in the community service they seek to provide to the chess community.

2. Approaching the task

2.1 Capacities and constraints
Within the decision it is clear that it is envisaged that it was understood by the General Meeting that there is a need for additional resources (of people, of expertise, finances and so forth) to develop a formal plan. It is also clear that there is a need for  a plan and that the object of developing chess in Ireland is something of importance to the general membership. That task is entrusted to an expert group and therefore these initial points are brought forward to that group by way of initiating discussions. 

However it is fundamental to the strategy under consideration that actions are mediated through constituent organizing bodies of Irish chess and in many cases are led by them. Thus the stress in the proposed plan is on the development of capacities of all organizations, with the expert group adopting a strategic and developmental role, with actions implemented in time at regional, sub-national and national levels.

2.2 Preparing a development plan
Implementing a development plan requires resources and capacities to match actions within the plan. For the expert group the key initial issue must that the processes and procedures are significantly grown to support this expansion of chess in society. 
In effect, the leadership of the Irish Chess Union,  Leinster Chess Union. Munster Chess Union, Ulster Chess Union and the Connaught Chess Union will be key to implement numerous actions envisaged at local level. In this current proposed approach, it will be a principle of the Irish chess development actions  that event development take place and be organized at the lowest level possible. However, the expert group must, if seeking to achieve development, consider the barriers to development especially the need for resources, supports, structures and also assist to develop high standards of organizational behavior.

Two fundamental conclusions can be drawn. Firstly there is a need to strengthen our (Irish chess’s ) organisational capacity to develop, overview and implement a Development Plan. Initially this requires a focus on processes and procedures, especially the absence of key volunteers and resources. A series of proposed actions around this are suggested.
Secondly there is a need to gain wide agreement on the contents of a Development Plan and to mobilize support and commitment to that. Critical is the role the organizing bodies wish to take and their active participation in driving the overall renewal implicit in this plan at local level, and the coordination of activity between bodies. Early actions are needed to identify developmental objectives and to support a debate within Irish chess community to select out the key objectives within a potentially long list of alternatives. In practice this points to a need to a mechanism by which inputs can be obtained and discussions can be held.

The expert group should liaise closely with all constituent bodies of the Irish chess in order to ensure that our development work is coherent with and complementary to the ambitions for these bodies.

Therefore the role and approach of the expert group in these matters needs to be articulated and a clear vision around that sold to members and constituent bodies.

2.3 Problem Statement

	The problem of
	An ageing chess population, with a significant fall off in participation rates at key age groups, leads to a reduction in activity and a failure to expose all members of Irish society to the benefits of chess playing as a sporting, recreational and educational activity resulting in social loss.

	Affects
	The degree to which confirmed chess players (our present membership) enjoy the sport of chess; creates risks to the continued good organisation of the sport; overlooks the employment possibilities of chess organising and playing in Ireland; has a measureable cost for Irish youth in that the positive educational benefits (e.g. strategic thinking, risk-adverse behaviours) are not taught at an early age; and overlooks the positive employment benefits of a strong coaching programme organized nationally.

	The impact of which is
	Lower rates of chess activity than are feasible and lower employment opportunities in chess.

	A successful solution would be
	To develop a series of discrete measurable initiatives under a wide framework, utilising the organizing strengths present in the Irish chess community and beyond. Such initiatives would be brought together under a Development Plan framework.


3. Transparency and buy-in
Transparency

In all actions, the expert group needs to place an emphasis on probity and good governance. Without these qualities it will prove impossible to attract substantial donations.

Members and Clubs

An understanding of what is proposed, the means by which that will be created and a commitment and excitement about the vision. Participation in the development of a plan and clear roles in its delivery.

ICU, LCU, MCU, UCU, CCU
A coherent understanding of what is proposed, the means by which the various organizing bodies can assist each other and can specialize is critical. The expert group can sponsor developments at a various levels, addressing fiunding issues, but ought to seek to have programmes of work at as low a level as is appropriate.

Correspondence Chess and Junior chess
Key organising bodies in some areas are under-resourced. Expert group actions can assist in the administration, organisation and implementation of actions for these bodies until they achieve a sufficient degree of autonomy and self direction.
A key part in the formulation of a Development Plan is to engage with the constituent bodies, to understand and measure the supports they need from the national body and to provide services and supports under the Development plan to these bodies, as well as members of the Irish chess community.

3.1 Irish chess community
The development plan must:

· Take account of specific needs of chess players and administrators
· Articulate a widely agreed development proposal supported by the chess community

· Be responsive to the chess community by


· Offering a clear means by which objectives and timescales can be discussed with chess players and the chess community
· Provide information on actions being taken and explain clearly the evaluation processes being followed

· Return to the chess community with a specific written plan, together with a formal implementation plan and appropriate time scales

The development plan must:

· Be supported by appropriate modalities and organized in a manner that achieves a high level of support and positive appraisal from the chess community
· Focus on measurable outcomes, with an emphasis on delivery of key performance indicators to a set timeline

· Be financed

3.2 Assumptions and Dependencies

1) That a financing structure will be evolved to allow the ambitions of the Development plan to be funded.
2) That the authorities will agree and commit to a common programme of development work with the expert group, or substantially so.

3) That the resources for the Development actions will rest predominantly on non-governmental funding, and will attract substantial philanthropic funding over time or funding from within the chess community or the wider population linked to Irish chess through the existing bond of association.
3.3 National Benefits
The primary benefit of a successful implementation of the development plan will be an increase in chess activity in Ireland, with substantial social benefits. Benefits will also accrue to FIDE with an enhanced capacity of the Irish chess community to bid for organizing of international events such as the Chess Olympiad or a world championship level event.

Chess playing itself is seen for most of our membership as a means to an end. It promotes certain traits and characteristics within a person. Developmentally it contributes to the formation of a citizen or subject. In seeking to promote the game of chess we focus on the wider benefits, apart from the simple sporting benefits and the benefits of bonds across age groups and areas.
4. Stakeholder and User Descriptions

4.1 Stakeholder Summary

	Name
	Description
	Role

	Irish Chess Union

	National organisation
	To develop and implement actions at a national level. To enrich chess playing and to substantially expand the importance and reach of chess playing in Ireland. To develop national standards and to represent chess at a national level. To adher to and meet its constitutional requirements.

	Leinster chess Union / Munster chess Union / Ulster Chess union/Connaught Chess Union
	Primary organising body in sub-national area 
	Organising effectively the local leagues systems and meeting the local needs of chess community in that region. Taking initiatives to expand chess playing and supporting tournament organisation.

	Executive bodies  and associated bodies
	
	· 

	Government
	
	· 

	Tourism, Economic activity
	
	· 

	Social policy initiatives, special groups

	
	· 

	Members of the ICU and those linked through this bond of association
	
	· 

	Chess clubs
	
	

	Tournaments / Events
	
	


The Stakeholders are parties with a right of comment on Irish chess development. 
4.2  Economic Environment

This plan is prepared at the height of an economic recession. It is inspired by the clear needs of the chess community and is cognisant of the absence of large scale external funding for some years to come. The plan is proposed to contain actions that are independent of the existence of significant external funding.
4.3 Beneficiaries Summary

Within the framework of the development plan objectives and goals, a set of beneficiaries are identified. The outline provided here is expanded in the Proposed Actions Annex. Beneficiaries is interpreted to mean the person or entity within Irish Chess, or reporting to a chess body, to whom a functional responsibility is assigned. 

	Name
	Role
	Nature
	Representatives

	International level players
	Players above ELO 2000 
	Likely to be active in major events; to act as coaches; to play abroad. To bring honour to Irish chess through their sporting endeavours. Meriting special support of the ICU. 
	FIDE Titled Players; Former Irish chess champions; International selection committee members; Members of the ICU executive


	Junior players
	Participants in events on an age restricted basis e.g. under 18; participants in community Games chess events; participants in school events; participants in Irish junior chess events; other junior leagues and events, especially school based
	Playing under supervision, not normally rated for ICU purposes (at present)
	Parents, Teachers and Junior chess organizers; Officials with responsibilities in this field. School authorities

	Members of ICU (over 18)
	Participant in events; onlooker and supporter at entertainment events linked to chess; general interest and social and cultural links; club member and association member
	Playing in chess events of two main types. These are chess leagues, all-play-alls. And participating in chess tournaments. Supporter of events of chess interest and member of associations. Club memberships.
	Club secretaries and officials; League controllers; tournament directors and event organizers. Self representation through questionnaires and attendance at general meetings of bodies.


4.4 Stakeholder Profiles  

4.4.1 ICU (chairperson) 

	Representative
	Mr Eamonn Keogh

	Description
	Overall responsibility for Irish Chess Administration

	Type
	Expert

	Responsibilities
	Quality assurance – a key decision-maker in progressing the business of the ICU, and in progressing the aims of its membership

	Success Criteria
	Number of rated games in a given year; registered membership; financial balance of the ICU

	Involvement
	Determines, in agreement with ICU executive, direction and policy

	Deliverables
	Annual General Meeting (re-election of ICU committee)

	Comments / Issues
	


	Representative
	Mr Paul Cassidy

	Description
	Overall responsibility for Leinster Chess Union

	Type
	Expert

	Responsibilities
	Quality assurance – a key decision-maker in progressing the business of the LCU, and in progressing the aims of its membership

	Success Criteria
	Continued success of the LCU leagues, expansion of number of clubs involved, increase in membership; financial balance of the LCU

	Involvement
	Determines, in agreement with LCU executive body, direction and policy

	Deliverables
	Annual General Meeting (re-election of LCU committee)

	Comments / Issues
	


4.4.2 International Players
	Representative
	Elite players e.g. [name players]

	Description
	Achievement of chess playing objectives and Irish success; international ~FIDE titles; participation in Irish events with the title and ratings achieved.

	Type
	Expert

	Success Criteria
	International Title achieved

	Involvement
	Representative of the chess community, coaching role, public role, playing role

	Deliverables
	Rating increase or maintenance at a high level (e.g. over 2000)

	Comments / Issues
	Lack of resources to pursue these objectives for international players.


4.4.3 Membership
	Representative
	[Not evident]

	Description
	Purchases membership; participates in events; teaches chess to members within the boundaries defined by the area of association of ICU membership.

	Type
	Player

	Responsibilities
	To make payments and to respect playing codes and rules; to behave well.

	Success Criteria
	Return rate to chess events and continuation of involvement in chess events as a measure of personal enjoyment and self development

	Involvement
	 Members of clubs, ICU, LCU. MCU. UCU. CCU and other bodies

	Deliverables on player behalf
	Good playing conditions, excellence in organization, attention to detail; coaching acquisition

	Comments / Issues
	Age profile; profile by sex. Pattern here is of concern.



4.4.4 Governmental bodies (educational)
	Representative
	Department of Education Inspectorate, curriculum development / Primary schools Principals network / church bodies and associations

	Description
	Overall responsibility for educational and curriculum development decisions

	Type
	Expert

	Responsibilities
	To decide on curriculum extensions and changes; to evaluate proposals

	Success Criteria
	Maximizing the net educational benefits to under 18s, minimising risk behavior, addressing special needs.

	Involvement
	None presently / strong international evidence of chess learning as route to drug adverse behaviours and excellence on subject results

	Deliverables
	Chess coaching in school setting subject to supports

	Comments / Issues
	Expert report (economic paper) to show economic cost benefits involved here in a formal way required to promote national policy initiative


4.4.5 Government bodies (economic development)n

	Representative
	Various departments

	Description
	Responsible to achieve social good and cultural objectives and to promote economic activity in these spheres.

	Type
	Administrators

	Responsibilities
	High level social and political responsibilities

	Success Criteria
	Actual events with net economic return, subject to minimizing public expenditure

	Involvement
	Political support and provision of administrative supports

	Deliverables
	Chess Olympiad in Ireland; Establishment of a Credit union for ICU members; major events e.g. IM norm events; employment in a coaching programme of the ICU; minimizing social dislocation as a result of job losses within ranks of members (e.g. positive roles for some in interim between jobs); provision of special chess coaching programmes to particular social groups in need e.g. prison service

	Comments / Issues
	


4.5 Profiles  

4.5.1 ICU executive


	Representative
	Eamon Keogh

	Description
	Representive

	Type
	Expert

	Responsibilities
	To achieve constitutional requirements of the ICU constitution and the broad objectives within that.

	Success Criteria
	Membership numbers; chess activity indicators; strength of financial balance sheet

	Involvement
	Leadership 

	Deliverables
	

	Comments / Issues
	


4.5.2 Expert group {leadership]


	Representative
	[e.g. Paul Guinness] or other person willing to act with required expertise

	Description
	By agreement with ICU, performs specific tasks in role of President of ICU as per constitution

	Type
	Expert

	Responsibilities
	To achieve charitable status for the ICU; to advise on organisational matters; to draft a development plan; to identify key persons to drive the plan

	Success Criteria
	Adoption of the Development Plan; Achievement of charitable status; formal approvals of the Membership; Implementation of the Development plan in a set time period

	Involvement
	Honorary

	Deliverables
	Self directed.

	Comments / Issues
	An open offer to undertake this role, in terms considered and set out by the expert, to be formulated. Person involved must be of the highest integrity and skill sets.


4.5.3 Representative of constituent bodies


	Representative
	Paul Cassidy 

	Description
	General advising and representation role

	Type
	Expert

	Responsibilities
	To advise ICU executive on matters

	Success Criteria
	Acceptance of advice, implementation of advice

	Involvement
	Self directed but addressing issues raised by ICU

	Deliverables
	Responsiveness to ICU specific queries

	Comments / Issues
	


4.6 Action List
This section identifies the priority actions with respect to the Development Plan.

	Need
	Priority
	Concerns
	Current Solution
	Proposed Solutions
	 Development Plan references

	1. Organisation and set up of an expert group; identification of main person and membership
	Critical
	Key person willing to act?
	None
	Approach key person and request their input, asking them to be President of ICU in this role (honorary). Terms of reference to be drawn up by key person and approved by ICU.
	Pages x, x

	2. Develop proposals to organize and mobilize the Irish chess volunteer base
	Critical
	Lack of links between members 
	Website
	Organise survey and networking visits [to associations, clubs, nationally] to communicate vision re Development Plan and to collate feedback on contents. Develop member surveys and other measurements. Develop mechanisms to mobilize members.
	Pages x, x

	3. Request stakeholders to bring forward policy proposals in specific areas and to manage these areas during the Development Plan period on behalf of expert group
	Key
	A need for specialisation and attention to detail
	None
	Segment actions into “Key Segments” and assign to stakeholders on behalf of expert group.
	

	4. Financial Group
	Critical
	Absence of resources
	Fees
	Development of new resource sources; use of non-cash approaches; auditing role, probity issues and provision of key advice.
	5.1.2.1

	5. IT resources management 
	Critical
	ICU website
	None
	New developments to complement the Development Plan and to enhance links between memberships; Consider IT resources issues within the chess activity and advice and action on these matters.
	5.1.1.6

	6. To allow a means of supporting the implementation of a development plan
	Critical
	The DP cannot be fully established without a development officer in place, in time
	None
	Provide an office space and identify an appropriate person.
	5.1.1.5

5.1.1.9

	7. To generate analysis and information about membership and produce key reports on these matters; to advise on changes
	Important
	
	None available.
	Provide means of query and statistical analysis. Provide statistical analysis tool. Investigation into suitability will be required. Redesign ICU number.
	5.1.2.5

5.1.2.6

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	


5. Development Plan Objectives
The objectives support are end state (vision) statements identified by the expert group. Apart from a statement of end points which are directly measurable, the objectives here describe processes and explain how it is envisioned constituent bodies interact.
5.1 Objectives
5.1.1 Active chess population
5.1.1.1 Profile (year 5)
Active players will exist in two main forms will exist, distinguished by age profile. Senior players (over 18) will be approximately 3000. Junior players will be approximately 15,000.  Women players will be at least 15% of overall membership and on an upwards pathway.
5.1.1.2 Coaching in Irish chess

A complete programme of coaching standards at all levels will exist in a written syllabus form approved by the relevant bodies. Trained approved coaches will be widely available, with appropriate vetting. An elite coaching system (written procedures) with open access depending on chess ability will operate. A Positions of Director of Chess Coaching will exist and a regional coaching structure will exist and operate.

5.1.1.3 Junior chess and Women’s chess
A series of rated events will exist at school level for Junior chess, with supports to schools wishing to join the schools league system. That a Dublin junior chess league involving a minimum of 10 junior clubs.

National championships for Women will be held annually.

5.1.1.4 Club formation and progression
Via the regional bodies, there will be available chess club start up resources (equipment and expert resources) to assist in the establishment of a minimum of 10 clubs per annum. A detailed assistance programme to allow a club to travel along the pathway to self-sustainability will be in place and operate.

5.1.1.5 Administration
Administrative supports will be available for organizing bodies. There will be support to tournament organizers and a list of  key events will exist which enjoy special supports.  All organizing bodies in irish chess will be active and will have succession plans in place.

Premises
Irish chess will have use of a premises in Dublin city centre as an administrative base and as a location for key activities.

Coaching support and child care guidelines
A systemic audit of risks will be carried out annually and key expert advice on best practice followed within Irish chess.

5.1.1.6 FIDE and international obligations

Irish participation at key international events will be maintained at all levels possible. The Irish chess community will be in a position, at end of Development Plan, to envisage hosting a key international event i.e. the organizational strengths will exist.

5.1.1.7 Special Needs groups
A key series of initiatives will exist and be supported by the chess community.
5.1.1.8 Communication and General Meetings; members approval
Constituent bodies will be active. This will be evidenced by attendance at General meetings. Communication through a variety of means, including web sites, will be predominant. A survey seeking measures of support of chess players  to key actions will be undertaken on an occasional basis.

5.1.2 Organisational probity and strengths 

5.1.2.1 Charitable status
Organising bodies will generally hold charitable status. Systems and procedures will be renewed and signed off by achieving this status.

5.1.2.2 Tournament events

Tournaments will be available fortnightly and will have increased attendance year on year. Key international tournaments will be organized.

5.1.2.3 Employment within Irish chess

Increased employment opportunities will exist in Irish chess. A goal here is that some 50 fte posts exist at  plan end. 

The following is a description of main sources of employment
· Chess coaching 40 posts
· Chess administration 5 posts
· Ancilliary posts (chess playing, sales) 5 posts
5.1.2.4 Social investment involving chess as part of educational initiative

Ancilliary to their primary administrative role, the chess organising bodies, will be participants in educational initiatives delivering social and community benefits. Examples will be a) engagement with bodies such as Active Retirement Ireland to teach chess within its membership and to promote the development of a special chess league in that arena. Contribution of key skills to other actors undertaking educational initiatives where chess has a relevant role where sought e.g. church led initiatives.

5.1.2.5 Political involvement and lobbying (including media)
A system of linkages, in a non-party manner, will be developed  to promote chess playing both for its intrinsic benefits to the citizen/subject and to point to the community basis of the role of chess. An emphasis on social equity will be a feature of that involvement and the core merits of chess playing (requiring few personal resources to participate fully) will be a part of this work.

5.1.2.6 Celebration of chess and its membership
A capacity to organize and publicly celebrate the achievements of chess players and chess administrators will exist.

A system of formal recognitions will be developed as a means of recognizing contribution to Irish chess and acknowledging the contributions made within our chess community.

5.1.2.7 Chess Rating system
A rating system will exist to cover all levels of chess playing. In particular a system will be devised to rate all games played in completion at junior level regardless of time allowed, to allow the full use and interest in having a rating to be widely felt. A special junior rating system will exist, with a transition mechanism to Senior membership rating developed. Special attention will be paid to providing formal funded  rewards to junior chess players of value to them based on rating movements.

5.1.2.8 Assets, Administration records and Archiving

The organizational history and archiving of administrative material will be soundly based. Equipment registers will exist and be carefully held on behalf of Irish chess. A central repository of key information will be held.

Special attention will be paid to recording the history and characters of Irish chess and a project will be completed by end of plan period achieving this, with widely obtained contributions.

5.2 Other

5.2.1 Engagement with other bodies
5.2.1.1 Church and not for profit bodies
That a full system of cooperation with GAA clubs exist, agreed by GAA Central council and appropriate to the needs of GAA membership. 
5.2.1.2 Sponsorships
[List objectives]

5.2.1.3 Government bodies

[List objectives]

5.2.1.4 Others
[List objectives]

.

6. Constraints 

7. Other Issues
See Annex.

7.1 Organisational capacity
A need to enlarge volunteer base and seek access to relevant expertise. Early use of Board members volunteer resource. Attention to constitutional issues and scope of action of bodies.
7.2 Specialist input
Key expert team in place. 
7.3 Timeline and implementation plans

Analysis of proposed actions to identify key actors ad to develop timelines to completion.  Reporting and follow up procedures.

7.4 SWOT (Strengths, Weaknesses. Opportunities, Threats) analysis
For discussion.

8. Documentation Requirements

A full written approach is a key basis for describing the Vision for Irish chess and for mobilizing participants.

.

8.1 Development Plan materials
High level Vision document; Development Plan; Implementation Plan; Key reports
8.2 Coaching Syllabus
Key role of Director of Coaching

8.3 Other documents

As required
Signature
:
_________________________________  Date :  __________



[Membership of the Expert Group]
