PROVISIONAL CHANGES TO IVFDF CONSTITUTION
Sheffield IVFDF 2003

Please read attached notes at end of document before commenting.  All changes are made in good faith and not intended to be critical.

You can find a copy of the current constitution on the IVFDF web site either a:

http://www.ivfdf.org/doc/informationpoint/constitution.html
or
http://www.ivfdf.org/downloads/Constitution.pdf
The Friends of IVFDF constitution can be found at:

http://www.friends.ivfdf.org/docs/constitution.html
Constitution of the Inter Varsity Folk Dance Festival

1 NAME

1.1 The Inter Varsity Folk Dance Festival (referred to hereafter as IVFDF).

2 AIMS AND OBJECTIVES

2.1 IVFDF exists to promote knowledge, understanding and enjoyment of the traditions of the folk dance and music of the British Isles and beyond, especially to students and young people.

2.2 This shall be achieved by running events such as dances, workshops and displays at a festival hosted by a university.

3 AUTHORITY

3.1 Control shall be vested in a committee of at least three persons (Chairman, Secretary, Treasurer) appointed or elected from the group bidding to host the Festival, such appointment or election to take place as soon as possible after approval of a bid by a quorate and properly constituted Representative’s meeting.

3.2 Only one committee shall be responsible for the Festival in any particular year.  It shall be the responsibility of that committee to maintain communication with every other active IVFDF committee.  The responsibility of that committee shall cease with the transference of funds and of all relevant records and papers of the Festival to Information Point, which shall happen was soon as reasonably possible after the end of the Festival organised by that committee.

3.3 The Festival site for a particular year will be chosen by the Representatives Meeting (referred to hereafter as RM) two years in advance, this choice to be considered as a strong recommendation, and confirmed if thought fit by the RM one year in advance.

4 COMMITTEE

4.1 CHAIRMAN

· Shall conduct meetings of the committee.

· Shall conduct RMs where he shall report on the progress of the Festival.

· Shall call meetings of the committee.

· Make a compilation of advice on how to run an IVFDF for future committees, with a timeline showing roughly when all stages of planning need to happen.

· Ensure this information is circulated to all societies hosting an IVFDF and is updated and improved year by year.
4.2 SECRETARY

· Shall keep minutes of the meetings of the committee.

· Shall keep minutes of the RMs.

· Shall make provisional minutes of the RMs available within one month of the meeting to all attendees.
· Shall be responsible for all correspondence and records of the IVFDF committee.

· Shall compile a list of Member Societies attending the Festival.

· Shall compile a list of Member Societies attending the RM.
4.3 TREASURER

· Shall keep detailed records of all monetary transactions undertaken in the name of IVFDF.

· Shall open such accounts as are required by the committee.

· Shall report at the RMs on the financial situation of IVFDF.

· Shall keep records of all applications for funding including all materials required for those applications.
· Shall maintain a list of funding bodies contacted or investigated and any other details relevant to funding or sponsorship.
4.4 PUBLICITY OFFICER
· Shall be responsible for increasing public awareness of IVFDF as a whole.

· Shall be responsible for advertising the current IVFDF as an individual festival.
· Shall collate contacts for events listings which IVFDF has been or should be included in.
· Shall ensure that the Rep’s meeting is promoted in the festival programme. 

4.5 MEETINGS

4.5.1 The IVFDF committee meeting shall require at least two of the officers from the following – CHAIRMAN, SECRETARY, TREASURER – as described above to be present.
4.5.2 The IVFDF committee meeting shall require a quorum of at least two-thirds of the committee members.

4.5.3 All cheques (or similar) drawn on IVFDF funds shall require the signatures of the CHAIRMAN, SECRETARY or TREASURER plus any one other committee member drawn from a group so empowered by the IVFDF committee.
4.5.4 In the event of a drawn vote of any committee meeting the chairman shall have an additional casting vote.

5 MEMBER SOCIETIES

5.1 A Member Society of IVFDF shall be any folk dance group which is recognised and supported by a British University.  Folk dance groups from other institutes of higher education may be admitted to the current IVFDF at the discretion of the IVFDF committee.

5.2 To be considered a member society that society must register before or at the RMs during the festival each year with the SECRETARY and give contact and university affiliation details.  Where possible registration should include details of that societies current status (for example numbers of members, activities and how often/well attended, the proportion of those members that are students, and the number of members attending the festival).
5.3 “Friends of IVFDF” (hereafter FoIVFDF) shall be considered a member society of IVFDF.
6 REPRESENTATIVES MEETING

6.1 At each Festival there shall be a meeting to which each participating member society may send two representatives who are each entitled to one vote.  Others may attend at the discretion of the Chairman but without voting rights.  The IVFDF Information Point shall have a right of attendance.  

6.2 All documents for the Reps meeting must be available on request from the start of the festival (not the meeting) and where possible at least X weeks before the festival.

6.3 The meeting shall :-

6.3.1 Decide on future venue(s) of IVFDF.

6.3.2 Discuss the effectiveness of the current Festival.

6.3.3 Examine in detail the p planning of the nominated next festival including:

· Budget

· Status of venues

· Publicity

· Schedule / Time Plan for the next year
6.3.4 Confirm, subject to a (simple majority) agreement that the items examined in 6.3.3 are satisfactory, the nominated next festival.

6.3.5 Appoint a team of experienced festival organisers to oversee the working IVFDF committees’ financial and advertising plans, to be submitted by the working committees every 4 months (or once a term).

6.3.6 Confirm underwriting from FoIVFDF for the next festival, subject to examination and approval by the team mentioned in 6.3.5 above.
6.3.7 Be in general responsible for the good order and name of IVFDF.

6.4 Any five Member Societies of IVFDF may call a full RM (Information Point to be informed) at one month's notice at the University hosting the current Festival, the costs to be borne by the societies whose representatives attend.

6.5 Eight Member Societies shall constitute a quorum at any RM.

7 FESTIVAL

7.1 The IVFDF committee shall hold a Festival during February and the first two weeks of March to which all member folk dance societies shall be invited.

7.2 The Festival programme shall be the responsibility of the IVFDF committee.

7.3 The IVFDF committee may also invite other persons and groups as they see fit.

8 PROPERTY

8.1 All property and assets of each IVFDF committee shall be vested in the officers given in (3) above, in whose names all transactions of the Festival shall be carried out.  They shall hold themselves liable, on behalf of the Festival, for all proceedings undertaken for or against the Festival in any Court of Law, and shall indemnify themselves against the assets of the Festival for any liabilities incurred therein.

9 INFORMATION POINT

9.1 An Information Point shall be maintained by some person (not a member of an IVFDF committee) with a permanent address.  This person shall serve for a period of not more than 15 years.  Their address, email address and telephone number shall be made known to all Member Societies.
9.2 No person with an official role in Information Point should be permitted to vote in a Rep’s meeting (even if they might otherwise be allowed in another capacity).
9.3 The Information Point shall keep and ensure maintenance of copies (both paper and electronic where possible) of the following:
· Constitution.

· Minutes of RMs
· Accounts of Information Point.
· Accounts of IVFDF committees
· Details and documents of all past festivals.
· List of Member Societies, and their details (as collected by the SECRETARY).

· Details of any other interested parties including non-member organisations.

· Details of student folk related societies and contacts (as collated by the PUBLICITY OFFICER).
· Details of band, caller and workshop contacts (as provided by the COMMITTEE).
· Funding and sponsorship information and contacts (as collect by the TREASURER).

· A compilation of advice on how to run an IVFDF, with a timeline showing roughly when all stages of planning need to happen.
9.4 Information Point shall make all these documents available on request to any Member Society or through some other publicly accessible medium (i.e. a website).
9.5 If the Festival does not take place in any period of thirteen consecutive calendar months, it shall be the responsibility of the Information Point to contact the next designated IVFDF committee and render such assistance as may be needed to ensure the survival of the Festival.

9.6 A deposit account will be held at the Information Point.  Transfers of funds between it and the current Festival Bank Account will be made as appropriate.  The object of this account is to maintain a sufficient balance to refloat the Festival from scratch.  Withdrawals shall require the signature of any two of the following :-

· The person referred to in (9.1) above.

· One of two persons nominated from a Member Society for this purpose.

9.7 Any excess of funds over and above what is needed to re-float the festival will be transferred to the Underwriting fund.
9.8 The Information Point shall have no liability for any debts of any IVFDF.

9.9 The Information Point may be removed from post by passing a motion of no confidence at a quorate RM by a two-thirds majority.  At least three months written notice must be given of a motion of no confidence in the Information Point.  Such a motion shall require signatures from at least five Member Societies and must be sent to the Information Point and to all Member Societies who have attended at least one of the last three Festivals.

10 UNDERWRITING

10.1 Given that a committee’s financial plans are approved by the Reps, underwriting for the festival will be provided by a fund separate to Information Point managed by FoIVFDF on behalf of the Rep’s meeting.
10.2 In the case of a festival making a loss, the Underwriting Fund will underwrite the loss up to the limit agreed at the RM.
10.3 In return for underwriting the festival the committee are required to return at least half of any profit they make to central funds, to be shared between Information Point and the Underwriting Fund.  The outgoing committee is strongly encouraged to join FoIVFDF with at least part of any profit to help provide their expertise to future festivals.
11 EFDSS

11.1 IVFDF shall be an "associated club" of the English Folk Dance and Song Society, the subscription to be paid by the IVFDF committee.

12 DISSOLUTION

12.1 If the Festival does not take place in any period of twenty-five consecutive calendar months, then IVFDF shall be said to be dissolved, when the following shall be enacted :-

12.1.1 All property and assets shall be converted into cash and lodged in the bank account opened by the last IVFDF committee.

12.1.2 All debts and liabilities of the Festival shall be settled immediately with the money accruing from (10.1.1) above.

12.1.3 The remaining sum, being credit or debit, shall be shared equally between all folk dance societies who attended the last IVFDF.

13 CONSTITUTION

13.1 This document may be altered in whole or in part by the assenting vote of at least two-thirds of the representatives present at a properly constituted RM.  Proposals for alterations to this document must be raised for discussion in writing, giving at least three months notice, to the Information Point and to all Member Societies.  Final changes must be made available at least 4 weeks before the RM.  Such notice in both cases shall be deemed to have been given if proposals are sent be email to an IVFDF electronic mailing list set up for that purpose.
13.2 Proposals may be made by any single member society.

13.3 Proposals which have been properly notified must form part of the agenda of the next properly constituted RM that takes place, and the minute shall record decisions taken.

13.4 Proposals may be altered in whole or part as a result of discussion at a RM, but only matters raised with due notice may be discussed.  The RM shall also have the power to make any other changed to this document which may be required as a knock-on effect of proposals for alterations.

13.5 A copy of this document and every amendment shall be held by each Member Society of the Festival.

13.6 This constitution must work in conjunction with, but not subject to, any Member Society's individual constitution.


Notes on proposed changes

Financial Issues

1: Fundraising

· The Constitution as it stands does not include areas required to make bids for funding. To make it more useful to IVFDF committees wishing to make applications to local and national funders such as the lottery, some additions are needed for example aims and objectives. The aims and objectives text is based on the IVFDF2000 mission statement: 

 "IVFDF... exists to promote knowledge, understanding and enjoyment of the traditions of the folk dance and music of the British Isles and beyond." 

· The Constitution must describe how IVFDF achieves those objectives.

· More detail as to the attendance and attendees of the festival would also be helpful.

2: Underwriting

It is unfair that an IVFDF committee is expected to bear the financial burden of any loss the festival makes, but is expected to give all profits they make to Info Point. This is why FoIVFDF was set up, but there is no framework for how it should work.

Some points to consider:

· If the proposed Friends of IVFDF fund is to underwrite the festival, then they should require a few checks as to progress. This benefits both sides, as contact and support for given to each committee is both reassuring and helpful and means that each year feels less on their own.
· If a committee is not expected to bear the financial brunt if something unexpected goes wrong, then when they do make a profit, they’ll be happy to put their money back into IVFDF. 

· If a committee feels supported by long-term IVFDF strategy, they are more likely to support IVFDF in the long run, rather than their interest beginning and ending with their year of office.

· Info Point’s start-up fund must be kept topped up, to keep it viable.

· The outgoing IVFDF committee can join FoIVFDF with any additional profit they make, making the underwriting fund workable. 

· Underwriting by Friends of IVFDF 

· The financial plans and advertising strategy of the member society hosting IVFDF should be signed off by either the Reps’ meeting or a sub committee of it and FoIVFDF, people who have run successful festivals in the past, and have useful knowledge. Purely financial and advertising plans should be examined, not what type of events a committee wishes to include. 

· A detailed progress report checked every 4 months (once a term) would help to keep the festival on its tracks. That way there is more warning if things are not going well.
· When approved, the fund (or a proportion of it) should be deemed to be underwriting the festival. 

· If any advice given is not accepted, or is not implemented, then the organising committee bears the entire risk, and likewise the organising committee can keep all of any profit earned (although of course the hope would be that they would still contribute as has been the custom).

· The original suggested format that led to the current suggestion:

Possible format for financial responsibility:

Given that a committee’s plans are approved;

The central fund will underwrite half of the loss if the loss is under £1000, and will pay the excess over £1000.

Therefore, if an IVFDF loses £1250, then the central fund will pay half of £1000 + £250 i.e. £750.  So it limits the losses of the individuals to £500.  This means that in the event of an act of god the central fund will bear the brunt of the losses.

Similarly for profit.  If the plans are accepted then the organising committee can keep half of the profit up to £1000 and hand back the remainder to central funds, to be shared between Information Point and the Underwriting Fund.  The organising committee can then use that money for whatever they wish.

· With regards to 9.7 we are suggesting that the friends constitution needs to be changed so that the friends constitution can not be changed regarding the transfer of the underwriting fund without the approval of the RM.  At the moment the friends constitution as it stands prevents money being removed but not the changing of the constitution! (at least so we think)  This loophole needs plugging so people can be happy with the changes to the IVFDF constitution.

IMPROVING THE EFFECTIVENESS OF THE REP’S MEETING

1: Member Societies

Information on most member societies and their status is pretty sparse. To deal with this, we suggest:
· A more formal registration process for member societies (rather than just individuals) giving more details about the societies and their affiliation.  Registration would be required to attend the RM but the hope would be to get everyone to give the details even if they did not want to attend the RM.

· Adding the year to year maintenance of this list to the IVFDF committee roles and INFORMATION POINT.

2: Procedure - how to make the meeting more effective and safer

· To prevent conflict of interest, none of the voluntary officers (currently only Information Point but see the other topics at the end) should be permitted to vote in a Rep’s meeting (even if they might otherwise be allowed in another capacity). The position should still have right of attendance but adding this clause means there is no risk of anyone in information point even being accused of a conflict of interest; we don’t want anyone to end up in trouble and this is a good safe guard.  At the moment it is not a huge problem but if more roles are added…

· Require documents to be available in advance.  Well it would be nice and adding this here might help to encourage this.

· The focus of the Rep’s meeting should be on the next festival, not the current one. What is important is the future of the festival rather than spending too much time on the current festival (much as they usually deserve a pat on the back!)

· Minutes of the meeting should be required to be made available to all attendees.  We realise that people have busy schedules but this information needs to go out, and a deadline at least means people know when they should start complaining…

CONSTITUTION:

The changes to 13.1 are to make changes to the constitution easier to implement and more practical.  The original 3 months was picked as an arbitrary length and in consideration may be excessive – a longer public discussion period before announcement might be more helpful.

INFORMATION POINT:

Info Point is in the unique position of being able to collate updateable, useful contacts and information of student folk societies that are active in the country. We have added some additional information that we feel would be useful collated at the end of each year.  Our hope is that this would not add a huge burden since most of the work would be done by each years committee – the info point role would be one of collating and storing the information at the end of each year to ensure it could not be lost or mislaid and was available to those who needed it – information point in its truest form!  While we are at it we have tried to formalise some of the rest of the role as we see it.

An online archive is suggested as the most effective method of dealing with most of the availability issues, something that is already a work in progress.  Information point’s role would hopefully only be to ensure that the required documentation and information was available and kept up to date.  Of course at the moment because there is only one recognised role information point is also responsible for the web site as a whole.

Our other significant constitutional suggestion is a change to the duration of the information point role.  At the moment it is a minimum of 5 years which is unenforceable since people can always resign!  We would like to change that to a maximum of 15 years.  This is partly to make this less of a daunting prospect to help attract people to these roles, partly to do with spreading the load imposed (especially if it become more significant) and also with the idea of providing regular changes hopefully with the idea of encouraging younger people fresh from university to become more involved with the central running of the festival.  There was also the feeling that a perpetual role did not fit with ethos of the rest of the festival and that central bodies (e.g. presidents & governments) should be naturally changed on a regular basis.  Other people have suggested rather than a time limit it should be on the basis of re-election which is an alternative work considering but we had to pick one to put forward!

Last, and not included in the current round of suggested constitutional changes, we are hoping to start debate on splitting the role of information point across more people.  The reasoning for this is that at the moment the information point is already delegating responsibility of certain tasks to other people (as it entirely reasonable) however it seems unreasonable that information point is then responsible for the success or failure of these tasks – a more sensible prospect would be to split these out as separate roles and make the situation explicit.  With the extra and extended responsibilities that we are suggesting for information point this is likely to become more of an issue and we think now is the time to consider what to do before this becomes a problem.

Some roles we think might be split:

· Long term advertising - public image of IVFDF 

We feel there is a need for co-ordination and maintenance of a longer term advertising policy between festivals.  At the moment each festival is effectively starting from scratch on their advertising when in fact advertising is one of the few areas that is national, and quite similar from year to year.

· Promote the overall festival- Make available information on national listings contacts etc.

· Promote student folk generally 

· Help and support for student based folk events

An overview of consecutive festivals’ advertising strategy is necessary to make the efforts of each committee worthwhile in the long run - this might require a new  role, rather than Information Point, but it does need to be a position that lasts for longer than a single committee’s term of office.

· Membership / Contact

First point of contact for individual students who wish to be involved, but are not at a university with an IVFDF member society. Facilitate communication between folk societies.  Maintain lists of members.  Part of keeping a list of member societies should be to have contact details for each member society - preferably the society’s University email address. These should be available to everyone, so that people from different societies can make contact with each other more easily.

· Webmaster / Librarian

Maintain the web site and contents. Make available to the public and member societies documents required by the constitution.

There are plenty of alternatives for where to draw the line and lots of pros and cons to splitting the role and as such it is here for discussion not with the expectation of adding it to the constitution this time round.

Topics for attention

We intend to bring these topics up at the RM so here is fair warning.

· Suggest that a constitutional reform body be set up after the Rep’s meeting in 2003 to look into phasing in the option of electronic voting for emergency Rep’s meetings, i.e. if a future IVFDF committee collapses or similar circumstances. 
· Suggest that the possibility of dividing the roles of Info Point might make its duties easier to manage and keep up to date (Librarian/secretary role, treasurer role, webmaster) and give a clearer demarcation of responsibilities.
· Look into the idea of having an info point role to concentrate on the festival’s long-term public image and contact with students.
