TRUSTEE BOARD 2024-01 MINUTES

Meeting Date and Time Friday 18" January 2024 | 09:00-11:00
Meeting Location Online (Zoom)

MEMBERS PRESENT — MEETING QUORUM IS FOUR VOTING MEMBERS

Deb Outhwaite (DO) — Chair

Fiona Creaby (FC) — Vice-Chair Finance & Resource (will be joining late)
Janet Hetherington (JH) — Vice-Chair EDI (will be joining late)
Tony Bush (TB) — BELMAS President & EMAL Editor-in-Chief

Alex Gardner-McTaggart (AGM) — Trustee

Bethany Kelly (BK) — Trustee

Caitlin Donnelly (CD) — Trustee (will be joining late)
Lizana Oberholzer (LO) - Trustee

Saeeda Shah (SS) — Trustee

Victoria Showunmi (VS) — Trustee

OTHERS IN ATTENDANCE
Ryan Beasley (RB) — Executive Officer & Minute Taker
Nicola Mellor (NM) — Membership Engagement Manager (Deputy Executive Officer)

APOLOGIES SENT IN ADVANCE OF THE MEETING

Paul Armstrong (PA) — MIiE Editor-in-Chief (notes sent in advance of the meeting)
Bernardita Moreno (BM) — Trustee (notes sent in advance of the meeting)
Denise Mifsud (DM) — Vice-Chair Conference & Events

Kevin Richardson (KR) - Trustee

01.01 Chair’s Welcome and Declaration of Interests

DO welcomed the Board to the first meeting of the year.

DO spoke about the changes to the agenda and future meetings to provide time and space for conversations as
an output of the Strategic Away Day. The changes included an extension to the time of meetings from 2 hours to
2.5 hours, and all standing items receiving just five minutes for questions of clarity.

To enable these changes DO asked that all trustees ensure they read the papers before the meeting.

DO gave an example of a declaration which was provided by FC in the F&RC. In FC’s day job, she works with
colleagues overseas. It is likely in the field in which we work that esteemed colleagues overseas may come up in
conversations around awards, bursaries, conference, keynotes etc. If that colleague had arranged payment or
expenses for FC to go to that country, then there would be a clear conflict of interest which should be raised.

BELMAS does not want to stop people creating these networks, and instead actively encourages the building of
networks, but it is vital that there is recognition of the conflict so that decisions can be made transparently and
openly in line with the Nolan Principles.

01.02 Apologies or Absence

Apologies received from PA, BM, DM and KR. JH, FC and CD would be joining late due to work commitments.
The Board was still quorate with 8 in attendance as the minimum number of Trustees required to be present is 4.
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01.03 Minutes of the Last Meeting

RB noted that there was a typo in the date that said 2024 and needed to be changed to 2023 which had been
actioned before the meeting but not circulated.

APPROVE: The Board approved the minutes from the last meeting.

01.04 Matters arising from the minutes (actions list)

VS noted that there were comments in the minutes relating to the conference but would raise this in the
conference section of the agenda.

The EDI Committee has the Membership Hardship Fund on its agenda for the week after the Board at the next
meeting.

FC will be picking up on the EMAL International travel request from TB in the F&RC report.

01.05 Matters arising not on the minutes

It was noted that all trustees received an email to confirm that the CIO conversion had been completed and
approved by the Charity Commission on 18" January 2024. Companies House now shows

RB and DO gave thanks to all previous members of the board involved in the early stages of the conversion, and
special thanks to Catherine Simon who played a significant role in supporting RB in developing the new
Constitution.

01.06 Items to ratify

NONE — There were no items to ratify.

01.07 Executive Officer report

RB’s Executive Officer report was circulated prior to the meeting.

RB stated that there had been one update since writing the report and confirmed that he had confirmed the
insurance policy renewal with Zurich for 2024. The premium increased slightly due to the increase in
organisational turnover and purchase of additional laptops in the previous year but was still below the estimated
budget for 2024.

VS asked about the numbers relating to memberships and asked when the figures start. RB stated that we have
a live figure of memberships at any given time, which was 386 as of January 2024.

RB spoke about the difference between membership renewals and total memberships. The data showed that
new memberships outweighed the loss of members who didn’t renew between 2022 and 2023.

LO asked if there was any follow up from people who have left the organisation. RB stated that there is an exit
survey that gets shared with the Board if they are completed.

LO asked if follow up could be done for people who have forgotten to renew their membership. RB noted that
those members who forget to renew receive an automated email from the Office reminding them to renew and
the new website allows members to log in and renew without having to “reinstate” membership manually in the
way the office had to with the previous website.

VS asked when BELMAS would be able to break down the demographics of members. RB stated that this is part
of thew work of the EDI committee to launch the EDI questionnaire on the website when people register.
BELMAS will also be asking current members to complete the questionnaire. RB is unable to currently break
down the data for the reports because we don'’t collect the data.

There was a note that the Strategic Away Day for 2024 has been moved to January 2025 following the feedback
from the 2023 Strategic Away Day in December. This will be held in the same venue as the 2025 conference.
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01.08 Finance & Risk Committee

2023 P12 management accounts showing a final position of an £87,000 surplus, minus an estimated £7,000
which will be invoiced from Sage for member hard-copy journals. This will result in an end position of £105,000
over the reserves policy.

As BELMAS is spending more in 2024, that reserves threshold will increase and therefore finish in a position of
£45,000 over the reserves policy including the nearly £7,000 held in designated funds for RIGs.

TB felt that the reserves policy is currently not conservative enough with only two and half years left on the
journal contract with Sage.

DO stated that BELMAS is not in any rush to spend the free reserves unless there is strategic reasoning for doing
so, and therefore these reserves can be saved until the sage contract renewals have taken place.

RB noted that the Reserves Policy would be on the agenda for the March meeting to make amendments to
include the “Designated Funds” for RIGs.

RB reminded Trustees that the current reserves policy is 12 months operating costs which in context means that
the organisation could operate for an entire year without any income from memberships or journals.

APPROVE: The Board approved the P12 Management Accounts for 2023 and draft end of year position.
RB ran through the actions from the F&RC committee meeting.

RB noted that there is an additional reputational risk being added about decisions made through the new sub-
committee structure that can affect the wider Board. The balance here will be to ensure that the scheme of
delegation is upheld and that the delegated authority remains with sub-committees, but that major decisions and
reports are coming back to the Board of Trustees.

NOTE: CD Joined the meeting

01.09 Updates from Trustees Sub-Committees

01.09.01 — Appointments & Remuneration Committee (A&RC)
NONE

There have been no updates since the last Board, however they would be meeting the following week with an
update coming to the next Board meeting in March.

01.09.02 ABG Committee Report (ABG)
LO gave a summary of the progress made by the ABG committee.

The ABG have been meeting regularly and sent out the calls for the grant and bursary applications. The thesis
award has also been live for some time with five applications so far. The Leadership & Practitioner award had
one application and would therefore be extended over the next few weeks.

The DSA award is also now moving forward which is being headed up by the DSA.

There is a view to provide future webinars to support people in their application process across awards, bursaries
and grants.

01.09.03 Conference & Events Committee Report (C&EC)

BELMAS has received 177 submissions which is broken down into 152 presentations, 5 poster presentations and
6 symposia. This is a great achievement and a reflection of the success in Belfast in July 2023 and is on track to
breakeven.

We have had 23 submissions for the BELMAS Conference Support Grant; three of which are non-members and
will not be considered.
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The Conference Committee accepted 18 applications with a Bursary of £330 each to support their attendance at
the BELMAS Conference. So far, five have successfully registered and claimed the funds.

VS asked a question about process used for the keynotes and how/when they are asked highlighting potential
risks to reputation to the organisation. It was reiterated that at the last meeting in December it was agreed that all
future keynotes are ratified at the Board of Trustees and are invited formally from the Office.

DO agreed that the process should be followed similar to the DSA, where the sub-committee (CEC) identify
keynotes and that comes to the Board for ratification, before being invited formally by the office.

TB stated that the BELMAS Conference is one of the most important conferences in our field, and therefore the
process should determine whether speakers are the leading name sin the field, and/or whether they will increase
attendance and engagement. It’s not to say this hasn’t been done, but a process needs to follow to ensure
consistency.

AGM asked if BELMAS has done a “competitor analysis” in terms of their keynote strategy. It might be helpful for
the CEC to see how others are generating advantage to draw people in.

NOTE: JH joined the meeting

01.09.04 — EDI Committee Report (EDIC)

JH stated that the meeting will be held the following week and will be focusing on the development of the EDI
questionnaire which will be sent out to members. The committee will also be looking at the information from the
FRC in relation to policies such as the Member Hardship Policy.

A more in-depth report will be with the Board in the March meeting.

01.09.05 - DSA Advisory Board Report

RB stated that he had tabled the minutes from the last DSA Advisory Board meeting as this took place at the
beginning of the week. The key outputs from that meeting were that the Advisory Board had confirmed a process
for the Distinguished Service Award where the timelines have been set to ensure the Board can ratify the
decision in March. This will allow time for BELMAS to appropriately invite awardee(s) to the BELMAS Conference
to accept the award in good time. Any delay on this process would mean a ratification would take place in May,
not leaving enough time to invite those to the Conference in July.

There had been further developments on the DSA Grant “scoping the field” but would come back to the next
Advisory Board for further discussion.

The DSA Advisory Board had approached Prof. Anne West to be the first person to take part in the “DSA in
conversation with....” event. This event is proposed to be hybrid, taking place in London and online with a date
TBC.

There were also further conversations about development of processes for appointing Vice-Presidents and the
President. It was suggested that the DSA could determine the process given their experience in-field and within
BELMAS, but the process for deciding itself remaining with the Board on the assumption that a member of the
DSA is likely to be nominated for one of these positions.

01.10 Reports from the Editors-in-Chief

TB gave an update on EMAL. In 2023 there was 608 submissions to EMAL which is second highest; the highest
being in 2020 when everyone was in lockdown during the pandemic and that was around 650 submissions.

There has been positive income projections from Sage which not only have risen but have started to consistently
come in above the projection. This is a testament to the society, sage and the editorial boards of the Journals.

There are two Associate Editor positions on the EMAL Board with the closing date set as 31t January 2024.

There is a request from the EMAL editorial board to support expenses for international editorial board members
to attend one in-person meeting per year.
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DO stated that BM had sent a point about this topic through before the meeting as she was unable to attend with
the suggestion that there is a contribution towards flights that is equitable depending on where they are in the
world. For example, a higher contribution for someone in New Zealand against someone from Europe.

RB stated that this was discussed at the F&RC where two points were made:

e BELMAS as a policy usually provides all expenses from any port of entry to the UK for Board members
¢ However, BELMAS receives additional funding from Sage specifically for Journal stipends and
expenses, and therefore is slightly different to the policy that exists for Board members.

It was noted that this was also an EDI issue and should therefore be discussed the EDI Committee.

ACTION: EDIC to discuss how expenses for the editorial board is considered from an equity point of
view.

AGM stated that BELMAS should be cautious about how they tackle this while we are in the middle of a climate
crisis debate. Flying someone over for a two-hour meeting while releasing tonnes of carbon into the air poses an
environmental issue as well as a reputational risk. Like Universities running transnational programmes, there
needs to be a strong rationale as to why we are flying people from all over the world. This can be justified by
ensuring we get the most out of colleagues while they are in the UK.

Consideration also needs to be given to distance — there’s less of a carbon footprint flying someone from Europe
in comparison to New Zealand. However, saying this, it is really important that colleagues do get together for that
one time per year.

APPROVE: The Board agreed in principle to fund the international travel expenses from the excess Sage
resources with future conversations about equity from the EDI Committee.

01.11 KPI and Strategy Progress Report
NONE

As it was the first month of the new year, there was no update on the Strategy and KPI Dashboard.

01.12 Policy and Governance Reviews

NONE

There were no policies to be reviewed, however, there would be ones postponed from December in the next
meeting.

01.13 Reports from International & UK Conference Attendance

NONE

BM was present and represented BELMAS at ICSEI in Dublin but this was funded by their University and not
BELMAS.

It was noted that BELMAS would have representation at AERA with the re-established BELMAS symposium,
CCEAM at ECER in Nicosia and UCEA in LA as part of the wider MoU strategic KPIs.

01.14 Strategic Away Day Report and Qutcomes

DO stated that this section of the meeting was part of the new reserved space on the agenda for Board
discussion.

RB presented the Strategic Away Day paper, noting that it was important that the Board doesn’t lose sight of the
discussions at the December 2023 meeting.

______________________________________________________________________________________________|
BRITISH EDUCATIONAL LEADERSHIP, MANAGEMENT & ADMINISTRATION SOCIETY 5



There was a discussion that highlighted the successes of the organisation which came to light within the Strategic
Away Day and a reiteration of the importance of celebrating the “wins”. Some of the achievements across 2023

included:

1.

2.

10.

11.

12.

Journal - Income: The Journals exceeded income expectations by around £40,000.

Journals - Impact Factor: EMAL’s Impact Factor has increased to 3.6 which has moved EMAL into top
guartile of the web science social science index and is the top educational leadership journal, while MiE
has also been accepted Web of Sciences Emerging Citations Index at the start of 2023 and received its
first Impact Factor rating.

Conference - Finance: Conference was financially a success, despite the challenges of holding it in
Belfast for the first time.

Conference - Grants: Grants to attend conference had been established for 2024 which will support
members and contribute to the ongoing work around EDI.

CIO Conversion: The new Constitution had been written and approved by the Board and the
membership, which was a piece of work that had been spoken about for a few years.

RIGs - Handbook: The handbook had been written and approved by the Board following in-depth
consultation with the membership.

RIGs - Finances: RIGs are to be supported financially through additional grants and now have the ability
to carry over finances into future years by operating with “designated funds”.

Finance - Management: Management accounts in their new format have been operational which,
alongside the sub-committee structure and the introduction of a Finance & Risk Committee has
contributed to the organisation making “good”, informed financial decisions that recorded an £87k
surplus.

Awards, Bursaries & Grants: The work of the ABG Committee has ensured the re-launch of bursaries
and grants as one of BELMAS key charitable activities and that recorded, clear and transparent
processes have taken place.

ECR Month: The launch of the very first ECR Month which engaged around 17% of the membership
across six events with a total cost of just £312 across the month.

New Website: A new website had been launched at the beginning of 2023 that allowed for centralised
ticketing of all events, functional membership lists and easy renewal processes, aesthetically much
better and a warmer welcome for new members, easier access to online journals and a membership
search function that complies with GDPR.

Expanding the BELMAS team: Recruiting for a Membership Engagement Administrator as a result of the
strong financial position and increasing office support capacity.

There was a discussion about internationalisation and partnerships. DO noted that the BELMAS resource for
internationalisation would be focused on the development of MoUs with strategic organisations such as UCEA,
CCEAM, IEAL-J, BERA and SERA, and that funding was now targeted against organisational KPIs and not an
excuse for international travel.
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There was a conversation around the outputs from the NCVO governance session of the Strategic Away Day.
This focused primarily on where BELMAS would like to be in 12 months’ time which included the following
comments:

1. Why?
The Board currently feels a little “task & do” without ongoing strategic conversations which would
change by the end of 2024. 12 months from now the Board will be asking more “why” instead of “how”.

2. Clear purpose supported by process
18 months of major governance and finance issues has caused the organisation to stabilise through
strong process, however this has created too much focus on the process and not enough on the
purpose. 12 months from now, purpose is really clear and process is a procedure used to reach it and
not the other way round.

3. Relationships and in-person meetings
There is currently a weaker sense of relationship building online. 12 months from now there are more
opportunities to see people in person while ensuring resources are still managed effectively.

4. Principles of the Board
Clear principles are defined by the Board so that expectations collectively and individually are lived.
Time-effectiveness of meetings in terms of how we make the most of our time will be one of them.

5. What do we want the Trustee experience to be?
There is a gap in the foundation of being a trustee. In 12 months’ time, we will look more closely at the
personal experience of individuals who give their time.

6. Consistently future-focused
While the Board will have a clear focus on purpose and priorities, it will continue to evolve and move on
from difficult situations. It will learn from mistakes, but not dwell on them.

7. Clarity of decision-making
We will be using the scheme of delegation to ensure that everyone is clear on how, when, why and who
makes decisions, where they are delegated, and when the Board need to ratify decisions.

8. Time for debate
There will be time for debating important decisions for BELMAS providing the aim is to make an
informed decision against purpose and strategy. Full day in-person meetings with no output will not be
expensed by BELMAS.

9. Board meetings
Board meetings will feel less transactional; usual business will be conducted in line with its charitable
compliance, but there will be space for more conversations.

There was a final reminder of the Trustee responsibilities as outlined in By-Law G — Trustees Code of Conduct
and the By-Law (H) for “Removal of a Trustee”.

TB noted that he wasn’t personally sure about the use of an external facilitator for the Strategic Away Day, and
would welcome a wider discussion on this before the next Away Day.

TB noted that the Board would have benefitted from a larger attendance from Trustees, and for Trustees to stay
for the duration, and if that is connected to the dates in which the Away Days are held, then he would be happy
for it to be moved to January as proposed. As Trustees left at various times towards the end of the second day it
weakened the discussions.

ACTION: Pencil in discussion time as a Board for what the Strategic Away Day should look like in
relation to training and facilitation.

BK stated that the hybrid approach to some aspects of the Strategic Away Day didn’t work well and alienated
those online. Either it needs to be done in a way that does include those online, or it shouldn’t be offered at all.
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01.15 Sage Royalty Advance 2024 (Confidential)

RB led a discussion about the Royalty advance received from Sage in relation to the Journals stating that

BELMAS would receive its full royalty income at the beginning of March before the next meeting.

This part of the meeting was discussed in closed session due to the confidential commercial nature of the topic.

01.16 Any other business

NONE

01.17 Date of the next meeting

Date: Thursday 28th March 2024

Time: 09:00-11:30

Location: Zoom (Online)

NOTE: All meetings from March have been extended to 2.5 Hours.

-ENDS-

TRUSTEE BOARD ACTIONS TABLE

Date of Action Required Date TBC Responsibility
Action
01/12/22 Once issues resolved with Santander and BELMAS has After resolution of RB
access to the HSBC account, RB to consider BELMAS CIO Conversion
future bank providers considering sustainability and interest.
01/12/22 RB to review the use of a company debit card, and once all After resolution of RB
issues resolved look to move to a company credit card for CIO Conversion
added protection to the organisation.
20/10/23 EDI Committee to review the Member Hardship Fund. March Board EDI
Committee
18/01/24 EDIC to discuss how expenses for the editorial board is Cont. As part of EDI | EDI
considered from an equity point of view. Developments Committee
18/01/24 Pencil in discussion time as a Board for what the Strategic July Board RB
Away Day should look like in relation to training and
facilitation.
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