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PURPOSE

The purpose of this document is to initiate consultation with impacted staff on the proposal to re-organise the Victoria University of Wellington Student’s Association (“VUWSA”).  This document has been released for students, staff and interested parties to consider the proposal outlined, designed to improve VUWSA’s efficiency and effectiveness.  Impacted staff and students are encouraged to provide feedback and make suggestions for the decision panel to consider in coming to a final decision.

This document sets out relevant historical issues which have led to or contributed to the current problems and details a proposal for consultation to address these issues.

This document outlines the existing structure, and the proposed new structure. It also makes an assessment of the VUWSA’s core business and proposes changes to ensure that the VUWSA meet its objectives as outlined in part 1; s.3; (b) 1-7 of the VUWSA constitution.

BACKGROUND

Cost of Orientation
In March 2008 it was identified that the cost of running Orientation events, using the current model, was increasingly unsustainable. Review of previous years showed that, Activities expenditure in 2007 was over budget by $49,733.12 on total expenditure of $166,162.83. Although no budget was passed by the 2006 executive the Orientation and Re-Orientation actual costs in that year came to $182,394.78. Budgets for 2004/05 were passed post fact based on actual costs, 2005 costing $132,388.65 and 2004 $122,657.44. Activities 2008 is currently running over-budget by $13,354.88 on total expenditure of $115,028.38 this overspend appears small however it is made up of a $31,944.78 overspend on orientation and as a result reorientation was instructed to operate at zero VUWSA cost..

Such huge costs also need to be set against the fact that Orientation events are failing to attract student numbers justifying holding events on campus during Orientation. The 2006 student spam survey which reviewed Orientation, amongst other things, indicated that students wanted greater choice in events and preferred to attend external events held in Wellington and the CBD during February and March. Taking these findings into account, the 2008 Orientation budget anticipated half capacity for ticket sales. 
Despite this, it appears from the anticipated loss that even this target was not met, although unfortunately poor systems mean we are not able to accurately track attendance at Orientation events. 

However, on the facts to hand, it seems clear the low demand for Orientation events does not justify the huge cost to the VUWSA.

Previous executives have noted that Orientation in its current form is uneconomical and a major contributor to the VUWSA’s financial problems. A review of the Association’s finances in 2006 by Howarth Strategy recommended, “That VUWSA concentrate on its core union business and scale back its fiscal outlay in respect of social, sporting and cultural events.”

Findings of the Howarth Strategy Review 2006 
The 2006 review also made two other notable recommendations for the Association to focus its delivery and make savings:

I. That Orientation needs to be scaled down. That where appropriate VUWSA coat-tail on other events occurring in Wellington during the Orientation week(s), negotiate tickets prices and underwrite a block of tickets rather than engaging bands directly.

II. That VUWSA partner-up or form joint ventures with Wellington carnival events (Cuba Street Carnival, Jazz Festival, Fringe Festival for example) to provide discounted rates for students, and therefore reduce the number of directly organised and managed activities.

As a pathway to realise some of the recommendations made by the 2006 review, Team Victoria was established. It was designed as a joint venture to improve VUWSA and Victoria University of Wellington’s (VUW) provision of services for students in the area of clubs and activities. It was intended that there would be a shared job role to facilitate clubs. This did not eventuate due to budgetary constraints at the time. The current Team Victoria structure has failed to live up to the intentions outlined in the MoU signed off in late 2006, and one of the aims this proposal seeks is to re-establish that relationship in a new form with VUW.

Clubs administration is currently fulfilled by VUWSA, with a large amount of crossover of administrative tasks by the ‘Student Union’, who manage the Recreation Centre and Student Union Building. Reducing wastage of resources in this area, and consolidating administration would reduce risk to VUWSA and increase capacity for VUWSA to deliver its core business, advocacy.

Further, the 2006 review highlighted the need to strengthen the Education Office. The review stated, “We see the Education role as vital… the education budget should be sufficient to cover the wide range of activities it involves.” Moreover, the review acknowledged, “The Education Programme is part of the Associations core business. The Association supports students in all aspect of university life, whether it is through dispute resolution, grievances, conduct issues or attending the various university and student representative committees on behalf of students.” A review of the Education Office is currently underway, and will be subject to a second phase of changes.
Changes to the current support structure are important if the association is to be sustainable and effective delivering its core business. It is intended that a second phase of changes will look at shifting the focus of front office components to the administration division, and will also strengthen financial accountability and reporting practices. This is in line with the review underway by BDO Spicers. It is intended that a clear division of labour will be drawn between the in house accountant, the external accountant and the Administration Vice President.

Also under review is the opportunity to relocate VUWSA’s current IT support to ITS Services. A committee of both Executive and staff are developing a cost benefit analysis for the Executive to make a final decision.

In conclusion the VUWSA Executive recommends that the association limit its financial risks and that the VUWSA Executive approve this proposal for consultation by students, staff and their union.

CURRENT STRUCTURE
Currently VUWSA employs on a full time basis (37.5 hours per week) an:

· Advertising and Sponsorship Manager, 

· Campus Activities Coordinator and

· Clubs Development Officer

These three roles comprise what is generally referred to as ‘Team Vic’. They are responsible for Orientation, Re-Orientation, cultural and sporting clubs, UniGames, Snow Games, Blues Awards, Graduation Ball and other similar miscellaneous events.

The Advertising and Sponsorship Manager has primary responsibility for securing advertising for Salient, negotiating with outside parties to secure sponsorship for ‘Team Vic’ (i.e. The Establishment) and also liaises with a range of other sponsors in connection with specific projects and events within VUWSA.

The Campus Activities Coordinator is broadly responsible for organising Orientation and Re-Orientation, as well as smaller activities through out the year.

The Clubs Development Officer is broadly responsible for oversight of all University clubs. This role organises and processes affiliations, grants from the cultural and sports councils, organises UniGames, Snow Games and so on, as well as supporting clubs in various other forms.

The problem with the current structure is that it does not lend itself to the evolving needs or wishes of students, nor does it provide sufficient value for resources invested. Flexibility for strong service provision to deliver based on student demand is more effective for VUWSA, and is more sustainable in the long-term.
Also, due consideration should be given to the type(s) of student that VUWSA represents. The average age of VUWSA’s membership is 26, and many are employed in the state sector. Providing to that demographic is important, and requires flexibility that cannot be provided under the current structure.

Also, due to VUWSA’s Executive structure, and high turn over of executive positions, VUWSA does not have the internal structures and mechanisms to successfully manage staff. Independent contractors to fulfil the specialist roles at specific times of the year would lower the Association’s financial risk and remove management issues.

Finally, providing Salient with high level support focussed on developing the Salient ‘business’ with regard to advertising, while maintaining relationships with key organisations and individuals is essential to ensure the longevity of the magazine.

PROPOSED STRUCTURE
The proposed structure may include:

· Independent Events Organiser (contract)

· Independent Team Manager (contract)

· Clubs Administration (provided by VUW under a service level agreement)

· Salient Business Manager
It is intended that the VUWSA will contract an events organiser to negotiate subsidised tickets for events held in the inner city during the Orientation month. 

The intention is to support what students said was important in the 2006 spam survey and also the recommendations of the 2006 Howarth Strategy review.
Tickets will be sold by temporary staff at a kiosk located in the Quad.

A contractor will also provide support and sponsorship for UniGames, Snow Games and the Blues Awards.
It is proposed that VUWSA will negotiate service level agreements with the Student Union for the provision of clubs administration. This will include the provision of budgeting advice for clubs, support for grants applications, outside sponsorship and other functions to support club development.

It is proposed that a Business Manager be appointed to oversee the business functions of Salient, such as budgeting, communicating with the printers, advertising and general support to the Editor. The Business Manager will also be a conduit for staff to air employment concerns. The Business Manager would not have any editorial control. The Business Manager would report to the President.
The proposed structure seeks to rectify management issues which are inherent in VUWSA’s structure. Negotiating contracts with various independent organisations and individuals allows for more flexibility and removes the currently unfair situation put on permanent staff.
For a copy of a template service level agreement please email submissions@vuwsa.org.nz 
PROPOSED POSITIONS TO BE DISESTABLISHED

Advertising and Sponsorship Manager
It is proposed that this role be disestablished under the new structure because the role will be split in two and the focus will shift with both components. That provision of sponsorship for events such as UniGames be covered under contract and that a Business Manager be appointed to oversee Salient operations including advertising.
Campus Activities Coordinator
It is proposed that this role be disestablished under the new structure.  This is because core functions of the role are no longer relevant (i.e. Orientation) and would be undertaken by a negotiated service level agreement will be responsible for some tasks.

Clubs Development Officer
It is proposed that this role be disestablished under the new structure.  This is because the remaining duties would be undertaken by a negotiated service level agreement between VUWSA and the Student Union.

PROCESS
This change proposal will follow all contractual provisions of employment contracts and agreements applying to staff affected by the proposals. A copy of this change proposal will be provided to the unions representing staff potentially affected so they may advise their members and make submissions (if they wish) either on behalf of members or in their own right.

The Decision Panel for this change process is:

· President (Joel Cosgrove)

· Welfare Vice President (Melissa Barnard)
· Executive Member (Sonny Thomas)

· VUWSA Trust Member

· External Consultant

· Staff Member
There will be four steps in the process:
Step 1.
Consultation on all aspects contained in this proposal with staff involved. Submissions can be written and/or oral. The Decision Panel will consider all submissions and at least two members of the Panel will hear any oral submissions. 

Members of the Decision Panel are available during the submission period to meet with individuals or groups of staff to discuss any aspects of this proposal or to provide clarification of the proposed changes.
Step 2.
Decisions on what alterations, additions or deletions are to be made to this proposal as a result of the submissions received determine the final outcome. Joel Cosgrove, President will approve and sign off the recommendations of the panel.
Step 3.
Each employee affected by the decision has their status advised.
Step 4.
Publication of the results in Step 2 and to move the new structure. 
(Final outcome).

CONSULTATION PROCESS
Written and oral submissions are invited on all proposals inside this document. Written submissions should be received no later than 5pm Friday, 3 October 2008.

All submissions are public, unless expressly requested to be made confidential. The report back to the VUWSA executive may contain detail from submissions; this document may be made public.

Requests for oral submissions must be notified in writing to submissions@vuwsa.org.nz by 5pm, Wednesday, 24 September 2008. Submissions should be addressed to:
Submissions

C/- VUWSA

Ground Floor

Student Union Building

Victoria University

WELLINGTON

Status Advice
Once a decision has been made and the final outcome determined a job comparison exercise will be carried out by the VUWSA lawyer to determine the effect of the final decision on individual positions.  All affected staff will then be individually notified of their employment status following the decision.  

Publication
All staff will receive a copy of the final outcome document, and have the opportunity to ask questions or seek clarification on the final decision. 
Implementation
Implementation will be subject to the outcome of the consultation process.  Assuming the proposal goes ahead in some form then the timetable above will apply.  The following approach will be taken with people who are directly affected by the change:

· Anyone whose role in the new structure is like with their current role they will be reconfirmed in the new role.
· Anyone whose role has changed significantly will be invited to apply for the new roles by indicating their preference.
· Appointments will be made based upon assessed capability to do the role and team fit.

Recommended Timetable
	Activity
	Timing

	Consultation document released to staff and unions
	04/09/08

	Oral submissions heard 
	26/09/08 – 30/09/08

	Receive submissions from all interested parties.
	03/10/08

	Decision Panel considers all submissions and authorises changes to proposal as appropriate.
	09/10/08

	Job comparison, if required
	10/10/08

	Final Outcome Document published to directly affected staff
	22/10/08

	Staff advised of employment status
	23/10/08

	Deployment process commences
	27/10/08

	New structure effective
	01/12/08


SUPPORT AVALIABLE DURING THIS PROCESS
VUWSA appreciates that change is difficult and recognise that this process will be stressful for some people. The Association trusts that staff will continue to display a high level of professionalism and commitment and acknowledge that it is impossible to separate personal and family considerations from work during these times.

Personal Support

The Employee Assistance Programme (EAP) can be contacted for support directly by telephoning (04) 472 5886. EAP will provide confidential support for staff and their families.
Career Transition Services

Staff who are made redundant will be provided with career transition support. This will be provided by a service provider chosen by VUWSA, in consultation with the individual. Assistance will be available in the following areas:

· CV writing

· Interview Skills

These will be tailored to meet individual requirements.

Appendix I – CURRENT STRUCTURE CHART
Chart 1: Shows the current structure of Activities and Advertising and Sponsorship divisions and their appropriate reporting lines.


Chart 2: Shows the current structure of the Clubs division and its appropriate reporting lines.
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