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                        R8 AdHoc Committee for Operations Review:  
                                           First Report to R8 Committee
To:

Region 8 Committee

From:

Tony Davies, Chair of IEEE R8 AdHoc Committee 
Executive Summary

The initial activities of the AdHoc committee (discussion of role of R8 Committee, study of existing Bylaws, development of ideas for R8 Operational Guidelines document) are described and the future plans outlined.

Goals/Objectives: 

The AdHoc committee mission is to make recommendations for the efficient and proper operation of the R8 Committee and, subject to the approval of such recommendations by the R8 Committee, to propose amendments to the R8 Bylaws to improve their clarity and consistency and to incorporate support for the approved recommendations.

Milestones:  

A lengthy report was submitted to the February 2009 R8 OpCom meeting and is available on request.  A detailed review of the existing R8 Bylaws has been started, and the results also available on request.   A summary for the April meeting of the R8 Committee follows herewith.
Recommended action:
Read the report and the additional material available, and make suggestions to the AdHoc Committee.
Financial Impact to IEEE: 
The report is volunteer work and no explicit costs are involved.  Recommendations may have influence on the future costs of R8 Committee meetings, and therefore may impact the R8 Budget.
Pros and Cons:  The intention is to improve the operational effectiveness of the R8 Committee.  No disadvantages are envisaged.   
Implementation: The AdHoc committee will endeavor to operate according to the following time line:

1. Draft version of Operational Guidelines for the R8 Committee to be completed in time for presentation to and acceptance at the October 2009 meeting of the R8 Committee, following prior review by the R8 OpCom.

2. Proposals for some changes to the R8 Bylaws to be completed in time for a vote at the October 2009 meeting of the R8 Committee

3. Continue further discussion of issues related to the MGAB Operations Manual, the R8 Bylaws and the Operational Guidelines for the R8 Committee until the committee completes its work at the end of 2009.
Report of R8 AdHoc Committee for Operations Review
The AdHoc committee has discussed and tried to define the role of the R8 Committee, and the R8 contribution to IEEE as a whole.  It has concluded that the overall structure of the R8 Committee has served IEEE, the Region and its members well over many years and so no major or fundamental changes are needed. 

The basic structure, with three Vice Chairs, appears still well-suited to the needs of the good management of the R8 Committee.   Restoring better management of projects and activities which the R8 Committee initiates is needed, with clarification about the membership of the Committee (e.g. who are voting members, who are non-voting members, and who are not members at all), with a clearer explanation of which officers appoint which people.  
The formation of many small Sections has serious and ultimately unaffordable consequences for the R8 budget, and the AdHoc committee will continue to discuss this issue.  Options include requiring much more than 50 members before a new Section is approved, and limiting Section Chair attendance at R8 Committee meetings to one per year for Sections with less than, say, 200 members.  Very small Sections might be changed to Sub-Sections. These are not recommendations, but are possibilities which might have to be adopted for financial reasons.   There are differing opinions over whether appointed members should also be voting members, perhaps associated with a failure on some occasions to appreciate that non-voting members have all the rights and privileges of voting members except the right to vote.
The last major revision of the R8 Bylaws (the ‘Maurice Papo’ version) introduced significant changes, which have proved an effective basis of operation, and most have stood the test of time.   However, careful study of the present R8 bylaws reveals many omissions, ambiguities and inconsistencies, and it is likely that there are others deficiencies which have not been noticed.   A carefully-prepared revision is now needed, but this cannot be done without a clear understanding and agreement about the purpose and structure of the R8 Committee followed by a re-drafting process which requires skilled attention to detail. 

As an illustrative example of ambiguity and inconsistency, the current R8 bylaws contain the phrase:

“The Vice Chair, Student Activities, shall be responsible for presenting to the Region 8 Director a nomination for the Student Representative appointed position”   .

It is unclear if this is the only source of a nomination nor whether the Region 8 Director may make an alternative appointment regardless of whether other nominations are made.    It is not even completely certain that the Region 8 Director need appoint anyone at all if he/she chooses not to, since there is another clause which states “…Other members such as a Student Representative, may be appointed without voting privileges…...”.

The other two Vice Chairs are given responsibility to appoint their own subcommittees, so it is at least odd that the Vice Chair, Student Activities is not given a similar responsibility.

Interpretation of bylaws will always be a source of potential difficulty, and the AdHoc committee recommends that there should be a substantial document forming the Operational Guidelines for the R8 Committee which would provide, in an easy to read and informal way, an overall explanation of the objectives, procedures, practices and traditions of the R8 Committee.  A major start has been made on preparing a draft for this R8 Operational Guidelines document.

The updating of bylaws necessarily requires a formal procedure, with adherence to rules and timescales.  Such updating should therefore be infrequent.   On the other hand, amendments to Operational Guidelines can be made much more easily, and supplementary explanations can be added from time to time. The availability of an R8 Operational Guidelines document is felt to be an urgent need, which will be valuable to both experienced and new volunteers.

The MGA Board has issued an extensive Operations Manual, based to a substantial extent on a previous RAB document, but which is intended to reflect the new emphasis on the IEEE member.  However, this document has not yet stood the test of time, and it is easy to find parts of it which it would not be in the interests of R8 to follow.  The AdHoc committee therefore proposes that R8 should follow only those parts of the MGAB document which are compatible with R8 requirements.  As an illustrative example, R8 has a Student Activities Committee, generally regarded as both active and successful, and which currently has six members who typically work closely together.  By contrast, the MGAB document describes a type of Region Student Activities Committee which, in the case of R8, would have about five hundred members.  Clearly these two concepts are not compatible.   MGAB documents contain no suggestion of a Region having a Vice Chair for Student Activities (in fact the concept of Vice Chairs appears unique to R8, and is something which the AdHoc committee is strongly of the opinion should be retained).

In other clauses, the MGA Operations Manual describes a situation which would give extraordinary powers to a Region Director.   For example, it includes the statement “….the Regional Director may approve an exception to any of the guidelines stated in Section 9 ……”   while Section 9 includes such rules as “…The Region Chair may appoint additional voting members. ……… The number of additional voting members appointed shall not be more than one-fourth the number of Officers and Ex-Officio members, rounded up to the next whole number….”  This rule is obviously intended to constrain the power of the Region Director (Chair obviously means Director in this rule) and to prevent him/her from filling the Region Committee with his/her supporters or relatives, but this protection is cancelled by giving the Region Director the unlimited power to approve exceptions to the rules!
Some of the clauses in the MGA Operations Manual have probably been inserted without their full impact being realized, and it is the view of the AdHoc committee that in due course, R8 volunteers should work for a revision of the clauses considered to be inappropriate.  The need for some changes can be understood when it is recognized that the needs of the USA Regions may differ significantly from the needs of some Regions outside USA (not only R8).

The AdHoc committee will welcome (and need) additional assistance in locating problem-clauses in the R8 Bylaws and in writing revisions to the R8 Bylaws. 

A report submitted to the R8 OpCom for their February meeting is available on request, as is a preliminary review of the R8 Bylaws.  That report includes the first draft of the Operational Guidlelines for the R8 Committee and a statement of the AdHoc committee’s working definition of the Role of the R8 Committee in Region 8

Tony Davies

R8 AdHoc Committee Chair
April 2009
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