Chess Victoria

School Teams Events

Proposal for 2010

Summary 
While much has been said about the ‘improvement’ in school-teams events over the past two years, in fact these events have had an overall negative impact on Chess Victoria and made no impact on our members (clubs).

Rather than just be critical, I have put forward 2 options for improvement of the events which will significantly benefit Chess Victoria and most importantly, the member clubs.
I put these proposals forward today to be voted on during the February executive meeting. There is potentially significant conflict of interest on the committee with regards this matter and it may be that this should be decided by a special meeting of clubs if executive members feel that the executive is too significantly compromised.
Background
While there has been more activity in school-chess over the past 2 years there is no evidence of improvement. The increased activity has actually cost CV more (financially and by way of time, equipment, energy and resources) without providing any corresponding increase in revenue or club benefits.
Of the players who are participating in these events about 1 in 1000 (0.1%) of them continue on to regular club chess.

For those who are not aware of the structure of school-teams events; it runs in a 3 tier structure with teams ‘qualifying’ from one stage to the next:
Stage 1

(CV) Zonal School-Team events

Stage 2

CV Victorian School-Teams Finals

Stage 3

ACF Australian School-Teams Championships 

(Previously there were CV Regional Semi-Finals as a transition between stages 1 and 2.)

This discussion paper focuses on Stage 1 events as this is the area in which small improvements can make a significant difference.

The Stage 2 Victorian Finals event has been created in response to mismanagement of Stage 1 events. For the first time ever, in 2009, an entry fee to the Finals was charged to qualified participants to make up for the losses being incurred by Chess Victoria on Stage 1 events. Disturbingly, 30% of all players who competed in Stage 1 events were ‘qualified’ for the Finals (lowering the prestige and quality of this event) but necessary to increase numbers to make up for the financial losses suffered by the event as a whole.
The Running of Stage 1 Zonal Events

In name, the Zonal events are “Chess Victoria” approved events, yet they are actually run by private businesses with no structural requirements or quality control – each event organiser can determine for themselves:

· Format
· Entry fee
· # of rounds
· Prizes and ratings (previously no events have been rated)
· Time-control
· Arbiters
· # of teams qualifying to the “Finals”

Chess Victoria provides the businesses running these events:

· Equipment (including digital clocks)
· Calendar and website updates
· The good name and reputation of Chess Victoria

· Administration of both the Stage 1 and Stage 2 events (including all financial risk on Stage 2 events)
· No support for teams who qualify to the ACF stage 3 events
Considerable time, energy and resources (not to mention significant wear and tear on equipment) are soaked up by these activities. Every event run is a bigger burden on CV.
Event organisers are required to pay a fee of $2 per player; capped at $75 per event (why limit income potential?). By comparison, the normal commercial rate for hire of clocks would be somewhere around $300 per event. We are in effect subsidising businesses!
Risks for Chess Victoria
It is a dangerous situation to have a number of private organisers exposing Chess Victoria to hundreds of kids with no quality control what-so-ever. We expose ourselves to risks:

· The Chess Victoria ‘brand’ (perception of our organisation) 
· Public liability 
If an event is a “CV approved event” it is likely that if reparations cannot be made by the event organiser (who does not necessarily hold liability insurance) the claimant naturally will take action against Chess Victoria.


By “endorsing” the event organiser, CV is offering a recommendation and approval. With no vetting and no regulation, if the event organiser themselves commits inappropriate actions then it will be CV who is held liable for our failure to take reasonable measures to screen organisers prior to approving them and recommending them to schools.

While this risk may be perceived as slight, it is a risk with very high impact to the organisation, so must be considered carefully. The risk with kids events are far, far greater than with any adult chess tournament.

Financial and Participation Statistics

Please note that because CV does not have any reporting requirements for events there is limited information available. These figures are estimates only:
	*
	Stage 1 

Zonal events
	# players
	(total) Revenue
	CV Revenue

	2008
	17
	~1000
	~$15,000
	$675

	2009
	21
	~1250
	~$19,000
	$1011


It seems like an awful lot of time, work, equipment use, energy and risk for only $1000 in revenue. Imagine what else could be done with the time spent?

*Based on information available from the CV website and organisers’ websites. The average participation of events with results published was 61.3 players. Entry fees were calculated at $15 per player (as taken from the website/entry forms of organisers).

Potential Conflict of Interest
Our President, Leonid Sandler and Vice-President, Darryl Johansen, (and recently appointed to share the position of Junior Director of Chess Victoria) through their respective businesses, Chess Australia Pty Ltd and Chess Ideas Pty Ltd collected 83% of the total revenue generated by Stage 1 events in 2009. This leaves them with a potential conflict of interest which all clubs hope they will manage ethically and transparently.
	*
	Sandler & Johansen Revenue
	(total) Revenue
	% of total
	CV Revenue

	2008
	~$14,400
	~$15,000
	96%
	$675

	2009
	~$15,300
	~$18,500
	83%
	$1011


The 2010 events

There is an opportunity for Chess Victoria to take a greater share in the revenue being generated by school-events. There is also the opportunity to guide the kids who are playing in these events to clubs to increase the number of new members at clubs.

I have detailed 2 proposals for improvement of the school-teams events below and wish these proposals to be voted on at the February executive meeting. In the meantime I will circulate this document through clubs for discussion; presumably the CV club-liaison officer will be able to give feedback from the clubs.

If the executive feels that there is too great a conflict of interest (3 members have vested commercial interest, one is official CV arbiter, so perhaps will derive financial benefit from additional arbiter requirements being created, which leaves only 2 members of the executive to vote on this matter – both very new to chess administration and may not feel capable to make a decision like this on their own) then perhaps a Special Meeting of Clubs should be called? Not all decisions need be made by the executive without direct input from the clubs. 

Proposal 1

Victorian Schools Premier League
Major benefits
· Chess Victoria will create a unique identity with a school-teams event 

· Provide chess clubs with regular stream of potential new members 
· Income of $20,000+ with opportunity to fund beneficial junior programs
· Consistent format with ACF schools event
· Focus on ‘better’ players; those most likely to join clubs

· Up to $10,500 contribution from Chess Victoria to clubs
This type of event is definitely needed. Should CV miss this opportunity I am certain another organisation will come along and fill this need in the market. Can you afford for Chess Victoria to play catch-up again, rather than leading the way?
Format of event
· Events hosted by Chess Clubs

· 7 games over a school term

· 2 events held at each club; during Term 2 and Term 3 (Primary and Secondary)
· 8 teams per event (round-robin)

· 4 players per team, playing Olympiad style (as per ACF)

· Time control 25m +10s (min.) and ACF rated
· Team Entry fee $150 - $195 

· One winning team from each Zone goes to CV Finals (again hosted by a club)
· Optional (my recommendation) minimum rating per team of 3400 for primary and 3800 for secondary
· Contribution of $60-$100 per game to the host club (per division)

	Budgeted Income per “League”
	Budgeted Outgoing per “League”

	$1360 
	Total revenue per ‘league’
	$700
	Club contribution (max.)

	
	Assumption: 

10 clubs with a League
	$200

Prizes and rating fees (generous; current prizes cost under $50, ratings ~$56)

	Assuming total 15 Leagues held in 2010

(15 Leagues = 120 teams; slightly under the number of teams in 2009 CV event)

	TOTAL Income        $20,400
	Total Costs      $13,500

	
	$1000 
	Budget for State Finals 

(free entry for players, 

time control 60+10 as per ACF)

	
	$4000 
	*Contribution to teams going to ACF finals or other junior event

	Net Profit to CV       $1900
	* eg. Vic Junior, World Youth etc.


Proposal 1 cont…
Victorian Schools Premier League

Info for Clubs

· Recommend to run on your Club Night, immediately before the main games/senior club
· Will require space and equipment for 32 or 64 players (can run 1 division or 2)

· Required duration 1 hour; your choice of time/day

· CV can provide arbiters and or training if the club is under-resourced
Growth

· The event naturally grows as more clubs are created and join Chess Victoria

Management of the event
The 2 Junior Directors of Chess Victoria are eminently successful junior organisers and could very easily cope with the management of this event as volunteers – after all, that’s why they stood for election!

Most clubs have a junior program (and for those that don’t this will get it going) and this should complement the program they have running and attract new junior and senior members. If clubs do not have sufficiently skilled or willing organisers then the contribution CV is providing the club can be used to pay someone to run the event.
As it is a suggestion that I am putting forward I will also devote whatever time Chess Victoria asks of me to help run this event. I would hate for this proposal to fail for fear of organisational in-capability.
Proposal 2
Victorian School-Teams Events

Substantially the same as 2009

Major benefits with changes proposed
· Chess Victoria provides all commercial organisations the opportunity to make money from school-team events

· Greater consistency for all school-team events

· Increased revenue for Chess Victoria to over $9000
· Reduce exposure to risk
Should CV not wish to make significant change and create a unique event in the schools then the alternative is to retain the existing structure. I offer here some suggestions for improvements:
Main Features
· Anyone can run a CV ‘approved’ zone event

· CV creates a strict set of guidelines before approving an organiser (including evidence of Working with Children Checks and Insurance)
· CV lays down event rules which must be followed by all event organisers; eg.
· All events 7 rounds, 15 min per player

· Entry fee $15 per player

· Minimum supervision standards

· CV retains 50% of entry fees

· CV provides prizes for all events (ensuring consistency and quality)

Financial Situation
Based on the average 60 players @ $15 entry fee there is total revenue available of $900 per event. Events usually last 4 hours in duration (9.30am-1.30pm).

Taking Chess Australia Pty Ltd and Chess Ideas Pty Ltd normal hourly rates for arranging events or providing coaching in schools (between $60 and $90) it would be possible for Chess Victoria to simply HIRE contractors at a cost of $240-$360 per event (understanding if CV arranged arbiters directly it would be $100-$150 per event).

To allow for risk (there are some smaller events – but also some larger) and cost of administration time a 25% loading may be allowed; bringing the maximum possible rate to $450 (or 50% of the revenue on an average event). This is still somewhat generous.
It would be surprising if the President and Vice-President of Chess Victoria were both to turn down the opportunity to earn 25% MORE than their normal hourly rate to run CV school-team events. After all, as executive members you’d think they’d do it for nothing!
Chess Kids (my business) does not wish to get involved with Chess Victoria in any situation where it would reflect on the brand of Chess Kids. However, would happily provide arbiters to run CV events at our usual rate of $100 per hour.
