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1. Introduction
Background

1.1 In April 2007 a Memorandum of Understanding (“MOU”) was agreed between Snow Sports New Zealand (“SSNZ”) and the members of SSNZ (“Member Sports”), namely:

· Ski Racing New Zealand Inc (“SRNZ”) 

· New Zealand Cross-Country Ski Association Inc (“NZCCSA”) 

· Disabled Snow Sports New Zealand Inc (“DSNZ”) 

· Free Ski Association of New Zealand Inc (“FSANZ”) 

· New Zealand Snow Board Association Inc (“NZSBA”) 

· Speed Ski New Zealand Inc (“Speed Skiing NZ”) 

· New Zealand Snow Sports Association Inc (“NZSA”), and 

· University Sport New Zealand Inc (“USNZ”), an Associate Member. 

1.2 The MOU recorded the commitment by the member organisations to proceed to a “gradual merger of all the member bodies into a single, robust unified sports body representing the interests of Snow Sports in New Zealand”.  

1.3 In accordance with the MOU a new Constitution for SSNZ was prepared and adopted at its Annual General Meeting held in April 2007.

1.4 As required under the new Constitution a new SSNZ Board was elected in late 2007 with three members being independent and two representing the member organisations.  Each Member Sport under the Constitution has two votes and must be incorporated.  

1.5 A planning weekend was held in April 2008 with representatives of each of the Member Sports where the progress towards the integration was discussed.

1.6 As a result of this meeting it was agreed that each member organisation would establish a steering group to act as the interface between them and SSNZ.  Steering groups were established for FSANZ, NZSBA, DSNZ, NZSBA and NZCCSA.  SRNZ and Speed Ski NZ did not form steering groups.  

1.7 NZSBA was dissolved in January 2009 and a new trust established to promote and govern snowboarding. This trust is known as the New Zealand Snowboard Union (“NZSBU”).

1.8 Once the steering groups were established they engaged with staff at SSNZ to prepare annual plans/statements of intent in which they established annual priorities for their sports and identified areas where they would require assistance from SSNZ. 

1.9 Over the past 16 months SSNZ has, to varying degrees, engaged with the steering groups to help them develop their annual plans and implement them.  This has evolved more quickly than anticipated to the extent that SSNZ is, through its staff and in association with the steering groups, delivering for each of the member sports in accordance with their annual plan, to varying degrees.

1.10 In response SSNZ has engaged more staff and together with SRNZ (which handed over its administrative functions to SSNZ in February 2009), reached a stage where it is, or it would be, more efficient for it to be responsible for the delivery of each of the sports.

1.11 As a result of discussions between SSNZ and SRNZ a meeting was held on 10 August 2009 with representatives from both organisations.  At this meeting it was agreed that a new structure and new Constitution is required to enable full integration to be achieved by bringing all the snow sports into one organisation.  

1.12 It was agreed that SSNZ should be responsible for leading, promoting and delivery all snow sports in New Zealand and that this was a natural evolution and formalisation of the existing practice working with the steering groups from each of the sports. 

1.13 It was agreed that a discussion paper should be developed from the principles agreed at that meeting and that this should be discussed and circulated to each of the Member Sports for discussion and feedback so that a revised or new Constitution could be prepared for adoption at the SSNZ AGM in April 2010.

Proposed Timeline
1.14 The suggested timeline for discussion, consultation and final adoption of a new SSNZ Constitution is as follows:

	End of August 2009 
	Discussion Paper developed.

	September 2009 
	Discussion Paper circulated to all Member Sports, stakeholders and other interested parties for feedback and consultation

	October 2009 
	Feedback received and discussed with all Member Sports.

	October/November 2009 
	New draft Constitution prepared and circulated for feedback

	February/March 2010 
	Constitution finalised and sent out with AGM papers

	April 2010 
	AGM of SSNZ (Constitution adopted)

	April – November 2010 
	All Member Sports complete transfer and hand over of operations  and programmes to SSNZ

	By 31 December 2010
	All Member Sports wound up and programmes for all snow sports delivered by SSNZ in coordination with sport committees.


2. Overview
2.1 The attendees at the 10 August 2009 meeting agreed that the key questions for consideration in developing a new structure and new Constitution are:

a. What is SSNZ’s role and purpose?

b. Who should be its members?

c. How should the Board be comprised and what should be the process for appointing or electing the Board members?

d. How will the specific needs and voices of each of the sports be heard and addressed?

e. Who gets to vote and what is their voting entitlement?

2.2 This Discussion Paper seeks to set out some suggested answers to these questions as discussed at the 10 August 2009 meeting as a basis for further discussion and development of the proposals.

3. Purposes

3.1 It was considered that the main object or purpose of SSNZ should be lead all snow sports in New Zealand so it is responsible for the promotion, administration and delivery of all snow sports.  This is a “step up” from its current coordination role which it plays (to a greater or lesser extent) with each of the Member Sports.  

3.2 It is proposed that SSNZ (through its Board) should set the national strategy acting in the interests of all the snow sports so each of the sports (through their sport committees) can align the sport specific objectives with the overarching national strategies.  In this sense SSNZ will lead from the top rather than a “bottom up” approach as currently exists with the annual planning process determined by each sport and fed into SSNZ.  

3.3 In addition it is proposed that SSNZ will retain its current purposes of being the FIS member in New Zealand, the New Zealand Olympic Committee member, and be recognised by SPARC as the NSO for all snow sports.

3.4 Other proposed objectives include SSNZ being responsible for:

a. selecting New Zealand representative teams (which would be delegated to the relevant sports committee for each sport); 

b. the development and maintenance of world class high performance programmes in each of the sports (again, through the Sports Committees and via the Winter Performance Programme that SSNZ may take over in the future);

c. working in partnership with the various providers in the snow sports industry including training providers, private operators and clubs, to ensure high standards of development and delivery for snow sports in New Zealand;

d. establishing and staging international, national and other snow sports competitions and events in New Zealand;

e. developing and implementing the various rules required for each of the snow sports (which would be delegated to each of the sports committees).

3.5 In essence the existing objects of each of the Member Sports will be integrated into national objectives and purposes applicable to all the snow sports.  This is not to denigrate from the specific needs of each of the snow sports but rather to provide leadership and national strategy for the snow sports collectively.  

4. Membership
Individual Members
4.1 It is considered the existing Member Sports should be dissolved and that the members of SSNZ should be the individuals in each of the sports (in addition to the other member categories described below).  

4.2 The rationale for individual membership is to allow the people who participate, or are involved in, snow sports to have a direct say or voice in the development and future of SSNZ, and to enable direct communication with them to avoid unnecessary administration at national and/or club level for each of the sports.  The guiding principle behind individual membership is to enable SSNZ to connect to the widest possible group of participants in each of the snow sports.  

4.3 Individuals will become members by completing an on-line form and payment of a nominal fee, (say $10), via the SSNZ website.

4.4 Each individual member will designate one of the snow sports to which he or she wishes to be allocated for the purposes of:

a. communication; 

b. voting on their representatives for their sport committee; and 

c. participation in events and programmes/information within that sport.  

4.5 A person can designate more than one sport to be allocated to, but would pay the nominal membership fee for each sport.  See paragraph 8 below for voting rights in this instance.

4.6 A person can join either as a recreational or competitive member in their chosen sport.

4.7 An athlete will need to be an individual member to be eligible to enter into any event or programme held or managed by or on behalf of SSNZ in any snow sport, or to be selected for a national team in any sport.

4.8 One option being considered is for athletes under 18 years of age to have their guardian/parent join as a member.  Given the vast number of participants in this group, it is important that parents/guardians in the snow sports community are included so they have a say and that they are part of the legal “family” of members and as such are bound by the rules. 

4.9 Another option instead of parents being members, is to give parents of athletes under 18 the right to exercise their child’s vote at an AGM or SGM of SSNZ, however this would not bring the parent into the legal family as direct membership would.

4.10 There may also be different categories of individual members such as recreational or competitive members. Each category may have a different fee structure.

4.11 Each individual member will be entitled to vote at an AGM or SGM of SSNZ, unless they are under 18, in which case their guardian/parent would be entitled to vote on their behalf. If parents were members in their own right, this entitlement would give them two votes - one for themselves and one for each of their children who are members. 

4.12 Each individual member will be entitled to direct communication of news and developments in SSNZ generally, and in relation to their designated sport, and to receive any benefits of membership which SSNZ may obtain, for example, product discounts, training subsidies, scholarships etc. 

4.13 All individual members will go onto a central database held by SSNZ which will would enable it to better understand the composition of its members and therefore to attract appropriate funding and resources.

Clubs

4.14 Any club which has an interest in any snow sport will be entitled to become a member of SSNZ as a Member Club.  Clubs will be entitled to vote (see section 7), however this vote in total will have less weight than the individual membership vote.  SSNZ’s membership of FIS requires it to have Clubs as members.

4.15 Each club will apply to the Board of SSNZ to be a member and there will be a criteria for acceptance as a Member Club including the requirement to have not less than 15 members (which is the minimum requirement to be an incorporated society under the Incorporated Societies Act).  Clubs that are not members of SSNZ would not be entitled to participate in any events or activities of SSNZ.

Associate Members

4.16 In addition to Individual Members and Clubs, a category of Associate Members is proposed.  Associate Members will include any organisation (other than a Club) that promotes or has an interest in any snow sport in New Zealand and would include organisations such as ski field owners or operators, training providers, and retailers and wholesalers who operate in the industry.

4.17 Associate Members will be entitled to a vote (see section 7), but this entitlement will be less than the total vote of the individual members collectively.  

4.18 The benefit of bringing all individuals and organisations that have an association with snow sports into the membership and family of SSNZ will be seen through enhanced communication and collaboration with these organisations.  Currently many of these organisations are not legally or in any other way connected to SSNZ, yet they are a fundamental part of the promotion and delivery of snow sports in New Zealand.

4.19 A diagram showing the membership of SSNZ is set out in Annexure 1.

Membership Fees/Other Fees

4.20 The issue of membership fees is yet to be decided.  There are a number of options including the following:

a. A national SSNZ membership fee of, say $10, which is payable by all members.  In addition to this each Individual Member, Club and Associate Member may pay an additional amount which will vary depending on the sport which they have designated and/or based on whether they are a recreational or competitive member.  The amount of any sport component of the fee would be determined by the SSNZ Board on the recommendation of each sport committee.

b. The alternative is to set a variable fee depending on the sport which each Member has designated.

5. The Board

Role/Powers of Board

5.1 It is proposed that the Board be responsible for governing SSNZ.  The CEO and his/her staff will be responsible for managing the operations and delivery of all the snow sports in New Zealand in accordance with the national strategic plan and annual plans (which align with the national plan) developed by each of the sports committees in conjunction with the staff.

5.2 The Board’s role is to consider the interests of snow sports as a whole throughout New Zealand. 

5.3 The Board will have the power to:

a. Appoint the Chief Executive;

b. Define delegations of authority from the Board to the Chief Executive and to the sport committees;

c. Adopt and review the strategic plan for all snow sports in New Zealand;

d. Adopt and review the annual plan and budget for SSNZ (which would include specific plans and budget for each of the snow sports);

e. Hold national forums and meetings for the members including General Meetings;

f. Develop regulations that set out the policies and procedures such as anti-doping regulations, selection regulations, branding/sponsorship regulations, judicial regulations;

g. On the recommendation of each sport committee, approve rules and regulations for any competitions or events including conditions of entry;

h. Establish sub-committees to advise it on matters relating to strategy, (which for example may include a high performance advisory committee);

i. Appoint coaches, selectors, managers and athletes for national representative teams (upon the recommendation of the relevant sport committee);

j. Determine the yearly calendar for international, national and other snow sports competitions;

k. Discipline members including holding enquiries or appointing others to hold enquiries and imposing sanctions cases of misconduct by any member or officer or to delegate these functions to a Judicial Committee.

Board Composition
5.4 In accordance with good governance practice, it is proposed that the Board comprise of 7 people, 3 of which will be elected at a General Meeting of SSNZ and 4 to be appointed by a Board Appointments Panel (see section 5.7 below).

5.5 Each Board Member will have a term of 3 years with a schedule of rotation agreed to ensure a rotation of two board members each year.  

Board Appointments Panel

5.6 To ensure the Board has the appropriate skills, competencies and experience to govern SSNZ, it is considered that a Board Appointments Panel will be established to appoint the appointed members of the Board, and to assess and make recommendations on the nominees for election as Board Members.  

Composition/Appointment Process

5.7 It is proposed that the Board Appointments Panel will comprise of 3 people, namely:

a. the Chairperson of the Board (or the Board’s nominee);

b. a person who is independent of snow sports who has expertise in governance and in appointing directors.  This person could be appointed by SPARC; and

c. another person independent of the Board who has an interest and understanding of snow sports in New Zealand, who could also be appointed by SPARC or by the Board.

The person identified in 5.6b will be the convenor of the Panel.

Appointment Process

5.8 The Board Appointments Panel will be convened when a vacancy arises in the Board.  Any vacancy will be widely advertised and any person can apply for a position as an elected or appointed Board Member.

5.9 The Board Appointments Panel will be responsible for:

a. Identifying and inviting suitable applicants  for Board members including advertising widely;

b. Assessing the applicants for appointed Board Members including holding interviews etc;

c. Making the appointments for appointed Board Members which will usually be undertaken and advised to the members prior to each Annual General Meeting or when a vacancy arises;

d. Assessing the applications from nominees wishing to be elected Board Members including holding interviews with those nominees, and making recommendations to the General Meeting at which the election is to be held of the nominees whom the Panel considers would best suit the position.  However all valid nominations for elected Board Members would be put to the General Meeting and whilst the recommendation is to be considered by the delegates, the members can elect any person from amongst the valid nominations received. 

5.10 The Board Appointments Panel will be required to appoint or recommend Board members based on merit and to take into account a number of factors about the applicants including:

a. their prior experience as a director, trustee or experience in any other governance role;

b. their knowledge and experience in a snow sport or snow sports generally at international, national and/or local level;

c. their occupational skills, abilities and experience;

d. their knowledge and experience in sport generally;

e. the need for a wide range of skills and experience on the Board including skills in commerce, finance, marketing, law or business generally;

f. the need for a gender balance on the Board; and

g. the need for conflicts of interest to be minimised.

Process
5.11 Each year in which vacancies arise in the positions of appointed Board Members or elected Board Members, applications will be called for and received prior to the AGM and considered and determined prior to the AGM.  The process could be that the appointed Board Members are called for and determined first, and then applications for Elected Members called for second.  Alternatively all applications could be called for by a set date and applicants can choose whether to be appointed or elected or both.  

5.12 All 3 members of the Board Appointments Panel would need to be present to make decisions regarding the appointment or recommendations for Board Members and a majority vote would be required for those decisions.  The Board Appointments Panel will meet either in person or be teleconference as required.

Quorum

5.13 The quorum for Board meetings will be 4 of the 7 members with the requirement that at least 1 of the 4 be an elected Board Member.  Meetings of the Board will be held in person or by teleconference or other means using technology as required.  

Chairperson
5.14 The chairperson of the Board will be determined by the Board Members at the first Board meeting after the Annual General Meeting in the year in which the position of Chair becomes vacant.  The appointment of Chairperson will be for 2 years with the right for re-appointment.  The Board will agree on who their Chair is, and if agreement cannot be reached it would be determined by ballot amongst the Board Members.  

6. Sport Committees

6.1 To ensure that each of the snow sports is properly represented and the expertise of each sport is retained and developed, a committee for each sport is proposed. A diagram of staffing and Sport Committee structure is set out in Annexure 2.  

Role/Functions

6.2 The role of each Sport Committee will be to:

a. provide input to the Board into the national strategy of snow sports generally in New Zealand and in respect of its sport;

b. revise and update the rules relating to its sport including competition rules;

c. assist SSNZ staff to develop programmes and events and to implement them;

d. develop an annual plan which is aligned to the SSNZ strategic plan for its sport; and

e. hold at least one annual forum for the members within its sport to keep those members up to date with developments in their sport and to act as the “eyes and ears” for SSNZ regarding issues affecting them.

Composition 

6.3 Each Sport Committee will comprise of 5 people as follows:

a. a staff person allocated responsibility for that sport (who shall be the convenor); and

b. 4 other people elected by the members who designated that sport, to be decided at the annual forum for that sport. 

6.4 Consideration is being given to requiring each Sport Committee to meet the IOC minimum threshold of 20% of women on boards/committees.  One way to achieve this may be to allow the Board to appoint additional members if this threshold is not met through the election process.
Term of Office

6.5 The term of office for each member of each Sports Committee is 2 years with the right to seek reappointment.

7. Other Committees

7.1 The Board will appoint other committees to assist it with its work. Some of these will be permanent and others convened from time to time for a specific project or as required.

7.2 It is proposed that the permanent or standing committees be as follows:

a. High Performance Advisory Committee – this committee will be responsible for making recommendations to the Board on SSNZ’s strategies and policies for high performance programmes for all the snow sports. It may also be involved in appointing selectors, choosing national teams, developing high performance pathways for athletes etc.  If SSNZ takes over responsibility for the Winter Performance Programme this committee would guide that process.

b. Finance and Audit Committee – this committee will be responsible for reviewing the financial position of SSNZ and making recommendations to the Board regarding budgets and its financial practices/procedures and also monitor and audit the finances.  

c. CEO/Board Committee – this committee would be responsible for reviewing the CEO’s performance and making recommendations to the Board about any employment related matters, including their terms and conditions.

d. Judicial Committee – this committee will be responsible for hearing and determining any disputes or allegations of misconduct, breach of rules etc that arise within any of the sports (other than those dealt with under the FIS rules). It will not be made up of Board members, but will have independent members with both legal and lay experience in judicial/dispute resolution preferably from within snow sports.

7.3 The composition, powers, functions and procedures of the Board’s committees will be determined by the Board and set out in Regulations.
8. Voting and General Meetings

Matters to be Voted on
8.1 Members will be able to vote on matters that arise at an AGM or SGM of SSNZ which will include:

a. annual financial report

b. electing Elected Board Members

c. removing Board Members

d. alterations to the Constitution

e. any other items for discussion raised by any members.

Members will also be able to vote at Sport Forums for members of the Sport Committee in the sport which they have designated.
Voting Entitlement
8.2 There are a number of options for the voting entitlements of the members as set out below. However the key principle proposed is that the members as the legal “owners” of SSNZ should each be entitled to vote. 
8.3 Two options for voting entitlements are:

a. One Member - One Vote (where each vote equals 1): Under this system every member, whether an Individual Member, Club Member, or Associate Member would have one vote. This means that those sports with a higher number of members would have a greater voting strength.

b. Proportional Voting (where each vote weighted so equality between sports): Under this system, every individual member would have one vote, but that vote would count as a proportion of the total voting entitlement for each sport i.e. each sport would have a total voting entitlement of 20% so that for example if Alpine has 1,000 members, each of those members vote will be worth 0.20. It is still to be considered whether the Clubs and Associate Members would get a vote under this system.

8.4 Further consideration is required on the issue of whether a person who has designated two or more sports would be entitled to a vote for each of those sports. 

8.5 Each option has advantages and disadvantages which need to be discussed further before any system is decided upon.

8.6 People are welcome to suggest other options for how votes could be allocated amongst the SSNZ members.
Methods of Voting
8.7 To enable Individual Members to vote at General Meetings of SSNZ, it is proposed they could do so by any of the following means:

a. by attending in person (or if a Club/Associate Member by appointing a delegate to attend);

b. by appointing another person who is attending to be a Proxy for the member; or

c. by voting by electronic means or by post.
General Meetings
8.8 There will be provision for General Meeting of SSNZ to be held in the usual manner but also by teleconferencing and other technological means (eg video conferencing) to enable meetings to be held at a distance.
Quorum
8.9 It is proposed that the quorum for any General Meeting of SSNZ to proceed will be in the vicinity of 10% of the total number of Individual Members registered each year.  Once the total number of individuals participating in all the snow sports is quantified a quorum can be better determined.

9. Transition Arrangements

Inaugural Board
9.1 A transition from the current Board (5 members) to the proposed new Board (7 members) is proposed as follows:

a. The existing Board (5 members) remain until the conclusion of the 2010 AGM;

b. At the 2010 AGM 2 of the existing 5 member’s terms of office expire, and these will be filled by election in the usual manner.
  These board members will become members of the Inaugural Board along with the additional members as specified below in paragraph 9.1c.

c. The new constitution (in force from after 2010 AGM) will provide for an Inaugural Board to be in place until the 2011 AGM. This Inaugural Board of 7 will comprise of:

i. the 5 members elected (or continuing in office) to Board as at the 2010 AGM; and

ii. 2 more members will be appointed by the Board Appointments Panel (as described below).

d. The members of the Inaugural Board (described in 9.1c above) will be designated as Appointed Board Members or Elected Board Members as follows, for the purposes of the descriptions in the new Constitution:

i. the 2 Board members elected at the 2010 AGM will be deemed to be 2 of the 3 Elected Board Members;

ii. 1 of the remaining 3 members who was elected from a Member Sport in 2008 or 2009 will be an Elected Board Member, as decided by agreement of the Board;

iii. the remaining 2 members will be deemed to be Appointed Board Members.

e. Following the 2010 AGM, the Board Appointments Panel will be convened (as per the new constitution) to appoint 2 Appointed Board Members, so that the Inaugural Board of 7 will be in place 45 days after the 2010 AGM (ie by end of May 2010). (Prior to the 2010 AGM some preliminary work can commence in anticipation of the new constitution being adopted to identify two suitable people to fill these roles).
f. The terms of office of the Inaugural Board members will be staggered to enable a rotation of Board Members so that in each year one Elected Board Member and one Appointed Board Member will leave the Board and re-appointments/elections take place as follows:
i. the term of office of 1 of the 2 Elected Board Members in paragraph 9.1d(i) will expire at the conclusion of the 2012 AGM and the other at the 2013 AGM;

ii. the term of office of the 1 Elected Board member in paragraph 9.1d(ii) will expire at the conclusion of the 2011 AGM;

iii. the term of office of the 1 of the 2 members deemed to be Appointed Board Members in paragraph 9.1d(iii) will expire at the conclusion of the 2011 AGM. The other deemed Appointed Board Member’s term will expire at the conclusion of the 2012 AGM;

iv. the term of office of the two newly Appointed Board Members in paragraph 9.1e will expire at the conclusion of the 2013 AGM.

The Board will by agreement, (or failing agreement, by ballot) determine their terms of office once the full Inaugural Board is in place after the 2010 AGM. 
g. From the 2011 AGM, the procedures for election and appointment of Board members as set out in the new constitution will apply.
Transition of Membership
9.2 It is proposed that the process for becoming an Individual Member will be via on-line registration through SSNZ.  For the 2010 financial year, existing Associate Members and Clubs will continue to be Members of SSNZ without needing to make a further application for membership to SSNZ.  From 1 January 2011 all members will be required to complete membership applications.

Development of Strategy
9.3 The new Board will need to develop a new strategic plan which sets out the goals and objectives of SSNZ as the leading body for all snow sports in New Zealand and to which each of the sports can align with annual plans. The Sport Committees will form an integral part in the development of this overarching strategic plan.
Status of Existing Sport Entities

9.4 It is expected that if the new Constitution is adopted and all the sports are integrated into SSNZ that each of the existing sport entities would be wound up within a period of approximately 24 months. 
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� The new constitution would be voted on at this meeting and if adopted would take affect several days later once it is registered with the Incorporated Societies Office. As such the new constitution does not apply to the proceedings of the 2010 AGM.
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