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Special CIA Structure Working Group  Minutes 2005
Wednesday, March 9, 2005
Attendance: Alex Nagorski – Chair (CAN), Tom Donnelly (GBR), Esa Pakarinen (FIN)
1. Review of progress and final report.

· Motions to the Plenary

2. Review PowerPoint Presentation to the Plenary. 

3. Disband Working Group

4. Motions to be presented to the Plenary

Special Working Group Motions 

The following motions are based on the attached “Report of the CIA Special Working Group on CIA Structure and Subcommittee Responsibilities, January 2005”.

1. Special Working Group Motion #1 

The Bureau or another Working Group develop a long range strategic plan for the CIA by working with delegates, NAC’s and the FAI.  While working with delegates and NAC’s on the plan, study the roles of delegates, NAC’s, expectations of CIA and degree of commitment of delegates.  Plan to be presented to the 2006 Penary.   

The strategic plan should be the basis for developing a new functional structure for the CIA.  (Recommendations #1,  #5 and 8) 

2. Special Working Group Motion #2

The Bureau implement a procedure to closely supervise the work of subcommittees and to review their effectiveness every two years.  A summary of the reviews and recommendations will be brought to the Plenary.  (Recommendation #2) 

3. Special Working Group Motion #3

Beginning in 2006 the CIA Conference be revised to a three day meeting which would consist of:

	Day
	              Activity

	Wednesday
	Bureau meeting

	
	Orientation for new attendees – early evening

	
	Informal evening social 

	
	

	Thursday
	Plenary starts – 9:00

	
	Finishes subcommittee agenda items

	
	Evening social

	
	

	Friday 
	Informal discussions

	
	 - Reports on country activities and issues (?)

	
	Event presentations

	
	Special presentations and speakers

	 
	Evening social 

	
	

	Saturday
	Plenary session restarts and finishes by 17:00


  (Recommendation #6)

4. Special Working Group Motion  #4

Implement the Plenary procedural changes detailed in recommendation #7.

5. Special Working Group Motion  #5
Implement a new delegate orientation process along with educational sessions during the CIA Conference.   (Recommendations #9 and #10)

Report of the CIA Special Working Group on
     CIA Structure and Subcommittee Responsibilities
January 2005
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1.
EXECUTIVE SUMMARY

The purpose of the Special Working Group (SWG) was to review the CIA Subcommittee and Working Group structure and responsibilities in order to recommend an organisation that can best meet the needs of the international ballooning community.  During the review process it was evident that it is difficult to take only parts of the CIA’s role and organisation and to make recommendations in isolation of other factors.  Therefore additional recommendations emerged that should assist in the overall working of the CIA.  It is important to note that the Working Group felt that more information was required from the CIA membership in the form of surveys, discussion and even reaching out to national balloon federations for their input. It is important to realize that change is a process rather than a destination.  

This report should be the starting point for a longer journey to revitalize the CIA.  It is not an easy task.  It requires a lot of effort from many people, including every Delegate, but it is time that the CIA undertook such a project to make it a more effective FAI Air Sport Commission.  
2.
PURPOSE OF THE CIA

Overall the CIA is doing a commendable job of co-ordinating international ballooning efforts but there are a number of areas that need serious attention and leadership for the near future.  The FAI has recognized these needs with their new Strategic Plan (Appendix A) and the FAI Aims, Objectives, Functions and Responsibilities (FAI Statutes Chapter 1.2 and 1.3).  The CIA needs to review these and prioritise its own strategic goals in the context of what is needed by the international ballooning community.  

An observation by the Working Group was that currently the majority of the CIA’s efforts and conference time are focused on competitive ballooning, which although a significant part of the CIA's role, should not consume a disproportionate amount of the resources.  It is important that the CIA expand its focus and efforts past the current issues. 

3.
CIA STRUCTURE 

The current CIA structure has evolved over many years and has generally addressed the needs of the ballooning and airship community on an ongoing basis.  The CIA has many achievements to its credit, including standardisation of sporting event standards and international competition rules, and verification of world records. It is also a forum for discussing various balloon and airship issues, and for promoting international competitions.  Some of these achievements do not come easy or are made in spite of lack of participation and manpower.  

During the review, the Working Group identified some major areas that need to be addressed. Much of this is known or perceived by the Delegates and it is believed that if a survey of delegates were conducted these issues would be quantified. Some evident issues were:

· Diminishing and passive role of the Plenary.

· Role of delegates and non-delegate experts.

· Perception by the international ballooning community and clarification of  their expectations.

Recommendations will be made in consideration of these issues but it is also recognized that there are other influences involved, such as leadership, effectiveness of members and strategic directions that are all part of the organisation.  

3.1
Subcommittee and Working Group Effectiveness

From the Special Working Groups perspective, a significant number of groups are doing well in their areas of responsibility.  In others long and short term issues are evident and need to be addressed.   Given the limited number of active volunteers, internal organisational issues are too often given a much lower priority than operational or event issues that seem to emerge regularly during the year. Additionally, organisational concerns can be difficult to address as they involve people issues.   It was observed that the role and leadership of subcommittees and working groups should be continually reviewed as to their effectiveness. 

Although the focus of the CIA is the annual Conference, the work in many of the SC's and WG's continues throughout the year.  Many of the tasks are done at the last minute, usually after the summer and fall ballooning seasons and just prior to the conference.  Many tasks remain to be completed at WG and SC meetings the day before the CIA Plenary and their results given to delegates just before those agenda items are discussed.

3.2
Communications

Good communications for an international organisation are critical for the exchange of ideas, needs and issues on a global scale.  Email has become an effective and timely tool for many areas of the CIA such as SC's, WG's and the Bureau.  Unfortunately, it is not widely used for more extensive delegate discussions and exchange of ideas.

3.3
Perception of the CIA  

How is the CIA perceived by the ballooning community?  One comment regularly heard is that the it is "an old boys" club and not easily accessible to regular balloonists, even through their countries’ delegates.  The vast number of balloonists, even at international competitions, do not fully understand the role of the CIA, so there remains to be a large amount of work to be done to promote and to explain its workings.  

3.4 Possible CIA Structure Model
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As a reference point the current CIA organisation is represented below.  It is a flat structure with many subcommittees and working groups.  Much of the communications during the year goes directly through the President.  

4.
CIA CONFERENCE

Currently the annual CIA Conference includes four long days of meetings, beginning with working groups, which then combine into subcommittee meetings.  All of these move forward to the two day Plenary meeting.   For a number of individuals this becomes a very long period of meetings and preparing documents.  For others who are not active it means showing up only for the Plenary meeting and social activities. 

4.1
Conference Schedule

The current four-day schedule of work group, subcommittee and Plenary meetings generates problems with the agenda, new issues and little time for informal discussions.   The length of the agenda topics, schedule and meeting content needs to be reviewed to maximize efficiency and results.

4.2
Conference Operation

The CIA Conference requires a considerable amount of administrative and clerical work before and especially during the conference.  The Plenary is long, often containing complex discussions and involving a large amount of work which tends to overload a few key people such as the President, Secretary and Subcommittee chairs. 

5.
DELEGATES 

Delegates are the cornerstones of the CIA.  Besides having individual expertise they are expected to represent their countries views and needs without personal bias.  

5.1
Delegate Orientation

New delegates who come to their first CIA Conference tend to be overwhelmed. They may lack direction from their national balloon federation and have difficulty grasping the responsibilities of the CIA and FAI.  They may also lack the strong communication and political skills that can be required at the international level.  

5.2
Delegate Involvement 

It is important that all delegates participate in the CIA Conference and this has a large impact on organisation  undertakings and accomplishments.  In discussions it was evident that ambitious CIA recommendations may not have sufficient manpower to be implemented effectively.  Relying on non-delegate experts has substantial benefits however can introduce other issues such as conflicts of interest.

Limitations to participation can include:

a) Delegates not receiving adequate direction from their national balloon federation.

b) Delegates not speaking or reading English fluently. 

c) Lack of personal interest in issues which can result in a lack of participation.

d) Non-delegate experts assuming much of the responsibilities while delegates become spectators.   

6.
RECOMMENDATIONS

In light of the issues and points raised, the Special Working Group makes the following recommendations:

Recommendation # 1  - CIA Strategic Plan 


Through surveys and direct communications solicit input from the delegates, national balloon federations and FAI and develop a 5 - 10 year strategic plan for the CIA.  This will require the Plenary to assign this task to either the Bureau or another group to complete.  

Recommendation # 2  - Ongoing Evaluation of Subcommittees

The Bureau should have the responsibility of reviewing the purpose, effectiveness and needs of each subcommittee at least every two years.   A summary of the review and recommended actions should be brought forward to the Plenary for approval and action.

The Bureau should ensure that SC's report regularly on their progress and that progress be reported to the delegates and the ballooning community in general.  This would insure that regular activity is occurring and issues are being addressed throughout the year.

Recommendation # 3 - Communications  

More effective use of the electronic media should be encouraged by the subcommittees and delegates in order to discuss agenda items in advance of the conference.  This will allow delegates and their NACs time to understand the issues and proposals and bring forth their comments. It should be the responsibility of the SC and WG Chairs to encourage discussion, moderate topics and distribute timely press releases or newsletters from their groups as necessary.

Effective direct communications lines must be in place and used between the CIA, the delegates and their NAC’s to expedite the exchange of information.  

Recommendation # 4 - CIA Image 

A significant amount of effort is essential to continually communicate the objectives, purpose and work of the CIA so that the ballooning community has an understanding of the efforts of their delegates and experts.   A positive image will encourage others to become actively involved in the various levels groups. Improving the CIA image requires an active and focused promotional group.

Recommendation # 5 - CIA Structure

In recommending a new structure, the answers to some of the points raised need to be obtained during this process.  To prompt discussion the Special Working Group considered presenting several models however chose to propose one model that can be easily modified.  

Please keep in mind that this is a very preliminary model and is intended to generate discussion and differences of opinion. 

   Proposed CIA Structure Model
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Items to note are:

· Each Vice President would have a direct responsibility for areas within the organisation and would represent those groups on the Bureau. 

· Current subcommittee responsibilities would need to be realigned
· The President is also actively involved with the FAI consuming much of his time and effort.
Recommendation # 6 – Conference Schedule

It is recommended that the primary focus of the CIA Conference become the Plenary Meeting.   The the Subcommittees and Working Groups need to make substantially more use of electronic mail and discussion groups to prepare their material for the Plenary.  The proposed schedule is a three-day conference with the following format:  

	Day
	              Activity

	Wednesday
	Bureau meeting

	
	Orientation for new attendees – early evening

	
	Informal evening social 

	
	

	Thursday
	Plenary starts – 9:00

	
	Finishes subcommittee agenda items

	
	Evening social

	
	

	Friday 
	Informal discussions

	
	 - Reports on country activities and issues (?)

	
	Event presentations

	
	Special presentations and speakers

	 
	Evening social 

	
	

	Saturday
	Plenary session restarts and finishes by 17:00


Recommendation # 7 - Plenary Procedures

It is recommended that a number of items in the actual workings of the Plenary session need to be addressed to improve the understanding, participation and expediting of the meeting.

a) Discussion boards and mailing lists should be used extensively to address issues during the year to ensure that most of the preparatory work would be done prior to the conference. 

b) For better understanding motions and proposals published in the conference agenda should all include:

· original wording

· proposed changes

· rationale for the change

· sponsor of motion

c) Delegates should arrive at the Plenary meeting with all their material, research and balloon federations’ input ready for participation. 

d) Any topical changes from the published agenda should be discouraged but if submitted must be well documented and approved by the Plenary as an addendum to the original proposals.  

e) A computer and computer projector (beamer) should be used by the Secretary to display the wording of all motions and material on a large screen.  

f) The seating arrangement of the delegates should try to bring them physically closer together. 

g) Review the need for delegates to report on activity within their country.

h) Designate an assistant to the CIA Secretary.

i) Ensure appropriate office facilities are available during the meeting.

Recommendation # 8 - Delegate Roles

The Special Working Group recommends that further study be undertaken of the roles of the delegates,  NAC's expectations of CIA and their delegates, and degree of commitment of delegates.  This could be done in the form of surveys and interviews where practical.  It was noted that experts area valuable resource and their input essential, and thus they should be encouraged to ultimately become voting delegates. 

Recommendation # 9 - Delegate Orientation 

Prior to the conference, new delegates should be formally partnered with an experienced delegate in a “buddy system”.  This would provide the partners an opportunity to get acquainted via email prior to the meeting and create a more open and friendlier environment at the conference.  Prior to the start of the Plenary meeting, there should be a “meet and greet” social focused on the introduction and orientation of new delegates, which should be hosted and attended by the Bureau.  

Recommendation # 10 - Leadership Skills Seminars

The CIA Conference should be used to offer a number of short, half day seminars to assist delegates, such as:

a) Communications skills workshops including the effective use of email.

b) Leadership workshops highlighting the role of the group chair and effective group management.

c) Project tracking and management 

7.
CONCLUSION

Reviewing an organisations’ effectiveness and making recommendations is not an easy process.  It is made increasingly difficult at the international level where membership has wide ranging responsibilities and expectations. The Special Working Group charged with the review has made a number of recommendations, some of which can be implemented in the next year and others later with additional needs and timeframes.  An implementation plan has been proposed in Appendix B. 
Special Working Group 

Alex Nagorski
 (CAN)- Chair

Jerzy Czerniawski (POL)
Tom Donnelly (GBR)

Esa Pakarinen (FIN)

Jean Sax (BEL)

APPENDICES

Appendix A - FAI Strategic Plan

The Mission of the Federation Aeronautique Internationale is to promote the world-wide expansion and practice of aeronautics and astronautics, whilst ensuring that these activities contribute to the development of an international spirit of peace, friendship and fair competition amongst the peoples of the World 

FAI Mission and Goals

Goal 1: A New Image

FAI and Air Sports will appear under a new modern, strong and unified visual image, which will improve FAI's identification and contribute to developing a feeling of pride to be affiliated to FAI.

Goal 2: Leadership and Advocacy

FAI, the world leader of Air Sports and Space activities, will support its members to maintain and develop adequate operational freedom and to actively influence the decisions required for future development of Air Sports and Space activities worldwide.

Goal 3: Development of Air Sports

FAI will pursue its efforts to coordinate, promote and develop the practice of Air Sports for both competitions and leisure in all parts of the World, with due respect for the environment.

Goal 4: Attractive International Competitions

Through its Air Sport Commissions, FAI will develop new attractive Air Sports disciplines and international competitive events.  FAI will continue its efforts to give Air Sports a more important role in International multi-sport events.

Goal 5: Development of World Records

FAI Air Sports and Space records will continue the role they played in technological developments during the last century, thanks to the urge to achieve better performances, to new partnerships between FAI and industry, and to new challenges thrown down by FAI and sponsors.

Goal 6: Recognized Products and Services

FAI will provide world-wide high-quality and innovative services, products, support and information to all National Airsport Control organisations, Air Sport Commissions, competitors and other FAI affiliates, customers and partners.

Goal 7: Education and Training

Young people are open-minded towards attractive activities. FAI will contribute to attracting and training future competitors by motivating young people with dedicated educational and training programs.

Goal 8: Public Relations

Taking advantage of its Centenary in 2005, FAI will develop a new internal and external communications strategy aiming to significantly increase media coverage of sporting events and public awareness of Air Sports and Space activities.

Goal 9: Funding

FAI will increase the proportion of financial revenues coming from external commercial sources and "fee for service" programs, providing sustained revenues to support FAI mission.

Goal 10: Legacy

After its first century of existence, FAI will contribute to the preservation of the great historical heritage represented by all documents and information contained in its archives. 

Appendix B - Proposed Implementation Plan

	Recommendation
	Rec
#
	Proposed Responsibility
	Implementation Date

	a) Can be implemented immediately in 2005
	
	
	

	CIA Strategic Plan and Delegate Roles 
	1 & 8
	Bureau & WG
	Started after 2005 Plenary 

	On Going Evaluation of Subcommittees
	2
	Bureau
	After 2005 Plenary

	Electronic Communications
	3
	Chairs
	After 2005 Plenary

	CIA Image
	4
	Public Relations  SC
	After 2005 Plenary 

	
	
	
	

	b) Can be implemented in 2006
	
	
	

	Conference Schedule
	6
	Secretary
	For 2006 Plenary

	Plenary Procedures
	7
	Secretary
	2005 & 2006 Plenary

	Delegate Orientation
	9
	Secretary and PR SC  
	For 2006 Plenary

	Leadership Skills Seminars
	10
	Secretary and PR SC  
	For 2006 Plenary

	CIA Structure
	5
	Bureau & WG
	After 2006 Plenary 


� EMBED OrgPlusWOPX.4  ���





� EMBED OrgPlusWOPX.4  ���












1
Special WG Report 2005

[image: image4.wmf]Current CIA Structure

Bureau

Working Groups

Subcommittees

Working Groups

Subcommittees

Subcommittees

CIA President

[image: image5.wmf]Subcommittes

Vice President

Achievements

Working Groups

Subcommittees

Vice President

Competition

Working Groups

Subcommittees

Vice President

Development

Secretary

President

_1166288254.bin

_1166290822.bin

