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EXECUTIVE SUMMARY
1.
BACKGROUND – THE 14TH CONFERENCE

This Report is submitted by the Directors pursuant to Resolution 13-C/XIV of the 14th Conference in Christchurch New Zealand, as follows:

It was resolved that

(a) the Conference notes that a significant increase in the subscription rate will be essential at the next Conference, 

(b) accordingly recommends that Directors be requested by the Conference to present to Member Societies at least 12 months prior to the next Conference their proposal in respect of the subscription rate so that the income of the Region shall at least match any increased or decreased expenditure.

Annexed to this Report is a copy of the Budget (including the commentary on the Budget) adopted by the 14th Conference.

2.
The Approach of the Directors in preparing this Report

The Directors requested Member Societies to offer their views and information by circular letters dated 26 January 2010 and 3 October 2010.

The Directors discussed the issue at their meeting in Canberra from 26 to 28 May 2010 and their meeting in Tokyo from 14 to 16 July 2011.

At the latter meeting, the Directors had the benefit of the presence of the Presidents of IARU Regions 1 and 2, who contributed their experience from their Regional organisations, as well as the assistance of the President of the IARU.

The Directors at that meeting broke into 3 working group, addressing 3 different areas as follows:

The first group dealt with factual matters including identifying membership trends (relevant to future income and possible new influences) such as a growth of membership in China, actual costs of particular activities and reviewed the Christchurch budget.(Secretary  Ken Yamamoto, Directors Shizuo Endo and Gopal Madhavan.)

The second group dealt with the issue of what sort of IARU is needed and looked at how the other regions work and how they are funded and identified so far as possible any options for change, and had regard the input received from member societies.  (Directors Peter Lake and Joong-Geun Rhee, IARU Region 2 President Reinaldo Leandro and IARU Region 1 President Hans Timmerman.)

The third group dealt with raising issues for discussion and identified what the possible considerations may be relevant to each issue without necessarily reaching a conclusion.  (Chairman Michael Owen, IARU President Tim Ellam and Special advisor Keigo Komuro.)

In addition, the Directors have extensively exchanged views, information and drafts by email before and after their various face to face meetings.

All of this and particularly the last meeting is the basis of much of this report.

This Report identifies how money can be saved, and indeed, how money has been saved.

In the end, because of the possible importance of the issues for the next WRC, directly affecting the extent of IARU Region 3’s commitment to the APG, this report was delayed until after the conclusion of WRC 12.
3.
Proposals

This report has focussed on the cost of certain activities, why certain activities are important, and how costs have been or could be minimised.

The detail of this work is set out in the Detailed Discussion and Schedules which is the attachment to this Executive Summary. 

The Directors have concluded that if IARU Region 3 is to continue to work in the way it has over the current triennium, as described in this report, but at the same time build up a sufficient reserve to ensure the ongoing viability of the organisation, the subscription income must be increased by 20%.

However, before reaching that conclusion, the Directors believe that it is appropriate for the Conference to consider and reach conclusions in respect of the issues raised in Proposal 2, and if considered necessary, adjust the conclusion reached in respect of Proposal 1 accordingly.

Proposal 1

The Directors recommend, subject to any conclusion arising in respect of any matters raised under Proposal 2, that the Conference consider increasing the subscription rates in such way as the Conference considers appropriate so that the subscription income of IARU Region 3 is increased by 20%. 

Based on the work mentioned above the Directors propose that the Conference consider certain issues that are relevant to the subscription payable by member societies and therefore the future of IARU Region 3.

See Sections 3 and 12.

Proposal 2

The Directors recommend that the Conference considers the following issues and determine whether or not any of these matters should be reflected in the conclusion in respect of Proposal 1;

Issue 1:

What sort of a Regional organisation do we want?

See Section 10 and generally.
Issue 2:

Are there any if so what cost saving measures that should be adopted and any and if so what cost saving measures that have been adopted that are seen as inappropriate? 

See Sections 4, 5, 6 and 7 and Schedule 9.

Issue 3:

Is the current number of Directors (five) appropriate for IARU Region 3 today?

See Section 8.
Issue 4:

Are there any particular situations affecting one or more member societies that should be the subject of specific measure?

This issue is intended to ensure that any particular matter wished to be raised by a member society is not overlooked, but see Section 9 and Schedule 8 for an example.

Issue 5:
Is the method of setting the subscription still appropriate?
See Sections 2, 9 and 12 and Schedule 10.
ATTACHMENT:

DETAILED DISCUSSION PAPER
1.
HOW THIS REPORT IS STRUCTURED

There are many issues and many ideas behind this paper, creating the problem of a document that was, in the opinion of some, too long.

Accordingly, some of the detailed information is incorporated into the Schedules to this paper.
Throughout we have used the currency relevant at the time, and where US dollars were used in the original document we have used the Yen as converted at the time.  Otherwise we have used Japanese Yen as the relevant currency, but for ease of reference we have also used a US Dollar value in brackets to provide an alternative indicator of value.  Even that has its own problem, what value to use?  We have used an arbitrary US$1 = 80 Yen. 

2.
HOW OTHER REGIONS WORK

Each IARU Regional organisation works significantly differently, though IARU Region 3 is the only one to have a tiered subscription rate.

IARU Region 1 is the simplest, the flat rate of CHF 10 (970 Yen) is applicable to the first 50 members or the societies with less than 50 members. Then, any additional member is simply charged CHF 1.80 (175 Yen). 

IARU Region 2 is charging annually based on US$0.07 (5.64 Yen) per licensed amateur in their countries. The minimum is US$60 (4,800 Yen) annually. The number of members does not affect the dues.
For completeness the current IARU Region 3 rates are:

Number of transmitting members
Rate per each transmitting member

1 to 5,000 



65 Yen
5,001 to 10,000


40 Yen
10,001 and above


11 Yen
with a minimum subscription of 2,300 Yen per year, payable only as a single payment of 6,900 Yen for 3 years subscription.

3.
THE COST OF PARTICULAR ACTIVITIES

This part is directed to providing Member-Societies with information about the actual cost of the various activities currently undertaken by the Region.

A.
The cost of a Conference to the Region

We recommend the cost of a Regional Conference should be taken to be:

2,250,000 Yen
Increased each year by an amount to reflect inflation.

In Schedule 2 we set out the basis for this conclusion in a little more detail.

B.
The cost of participating in the APG

The Directors believe that it is important to send two people to each APG meeting, and to attend virtually all meetings.

In fact, with the agenda now set for WRC15 incorporating the 5 MHz issue of vital importance to amateurs, there is little opportunity to save money by limiting attendance at APG meetings – that is no longer an option.  

The Directors suggest that the cost of an APG meeting be assumed to be:

 500,000 Yen
Increased each year to reflect inflation.

In Schedule 3 we set out in more detail how we reach that conclusion.

C.
The cost of attending an Administrative Council meeting

Two people are sent to each AC meeting. For budget purposes we consider it appropriate to allow 800,000 Yen for an AC meeting held in conjunction with each Regional Conference. 

In Schedule 4 we set out how we reach that conclusion, stressing the importance of AC meetings being held in conjunction with Regional Conferences.

D.
The cost of a Directors meeting
We consider that for budget purposes (assuming no increase in the number of Directors the cost of a Directors meeting should be taken as:


750,000 Yen
We set out the basis of that conclusion in Schedule 5.

E.
Other costs

While the Directors put no figure on this for budget purposes, regard must be had to some unpredictable as well as predictable costs that will or should be incurred.

This is discussed in Schedule 6.

4.
COST SAVING

A theme of the submissions we have received has been that the Region should seek to save money, though most suggest this be done without reducing the effectiveness of the work of the Region.

The following steps have already been taken, both during this triennium and the previous triennium:

· IARU Region 3 has not participated in any of the Executive Committee meetings of the other Regions, other than when the meeting has been in association with an AC meeting held concurrently with another Regions Conference or General Assembly;

· There have been no society visits during the period;

· No funds have been expended to support the IARU Region 3 ARDF Championships, with no Regional representation other than if the Championship is being conducted in the country of a Director;

· In the current triennium, no funds have been expended for participation by the Region in GAREC (the Chairman attended the GAREC held in conjunction with the Region 1 Conference in South Africa in 2011, but personally met the cost of the accommodation for the extra day involved);

· No funds have been expended in support of emergency communication activities;

· No funds have been expended on the development of amateur radio in Region 3 and in particular no contribution has been made to STARS*** activities. The STARS costs have been funded by JARL,
In general we have met as Directors only in Tokyo, which because that is the home of a Director, the Secretary and our Advisor and is accordingly the cheapest place to meet. As an exception we had a directors meeting in Canberra, Australia, in 2010 in conjunction with the WIA Centenary event.

We have confined our activities (at least in terms of expenditure) to:

· The Regional Conference;

· Two meetings of Directors between Conferences;

· Participation in the AC meetings, and the Regional Conference if the AC meeting is concurrent with a Regional Conference;

· Participation in the APG meetings (no one attended the first meeting).

(In order to have some contact with the other Regions and because of the cost saving of linking the AC to a Conference, IARU Region 3 has insisted that AC meetings be held in conjunction with a Regional Conference.)

In order to ensure that whatever is spent is spent effectively, the present Directors have adopted the practice of allocating particular Directors to particular roles, for example, the same two Directors attend APG meetings, the Chairman and the Secretary attend AC meetings, one Director has special responsibility for ITU Telecoms (if they are held in our Region.)

5
OTHER COST SAVING SUGGESTIONS

The following further steps have been suggested by some societies, or are offered for the purpose of this discussion.

· It has been suggested that Directors meet their own cost of meals.

Logically, the issue is raised whether Directors should meet other costs as well, such as travel, travel insurance or the like.  Directors do not claim any reimbursement for laundry or similar costs.

The problem with this approach is that the choice of Directors must first start with who can afford to meet these costs and who is prepared to meet these costs, rather than who can offer the most skills for the task.

Even just meeting the cost of meals could work quite unfairly, where a Director comes from a country with a very poor exchange rate, the cost of food for that Director is much more than a Director from a country with a very favourable exchange rate.

The current position is that the Region meets the basic expenses of the Directors, but it is very much left to each individual Director to decide what he will claim.

If an officer of the Region is also an employee of a member society, it can be assumed that his contract of employment would require full reimbursement of all reasonable accommodation and sustenance expenses.  Would it not be strange for the volunteers to be significantly worse off than the employee?

· Only one representative of Region 3 participates in the APT’s APG meetings.

Currently the Directors have taken the view that two should participate in these essential meetings, for two basic reasons.  The first reason is that with the number of people involved in these meetings, and the number of meetings held concurrently that do or could affect the amateur services, representation by one would be far less effective.  The second reason is that continuity of representation and continuity of knowledge is essential and if for any reason the single representative could not attend the IARU generally could be placed at a serious disadvantage.

One aspect of participation in the APG is the desirability of the amateur representative(s) becoming just part of the normal group, providing a continuity of contact, not just turning up when it particularly matters.

Whatever conclusion is reached, it should be obvious that the importance of the issues to be considered by such meetings must be taken into account by the Directors when deciding the question of participation and the extent of participation.

In this context, and a reason for the delay in the finalisation of this Report, is the significance of the agenda for the next WRC.  Had that agenda been formulated without any really major amateur matter, it would have been open to suggest that a lower key approach to the APG in preparation for that WRC.

That is no longer an option, with the agenda now addressing a secondary allocation around 5 MHz

The Directors are in agreement that there should be a continued participation as has been the approach for WRC-12.

As part of the consultation process with member societies, the then Secretary circulated a summary of responses in the circular letter of 4 October 2010, and for the sake of completeness these are in Schedule 10. 

6.
SAVING COSTS AT THE REGIONAL CONFERENCE

The Directors believe that there is opportunity for significant cost saving in the way IARU Region 3 conducts its Conferences, and offers its suggestions to this Conference.

These are set out in Schedule 9.

7.
PARTICIPATION IN AC MEETINGS/OTHER REGIONAL CONFERENCES

The Directors consider that continued participation in the AC meetings by two people is essential, and that these meetings should be held concurrently with the Regional Conferences.

This is explained in Schedule 7.

8.
THE NUMBER OF DIRECTORS
Since the 1982 Manila Conference IARU Region 3 has had 5 Directors.  

Today the number of amateurs in the Region has increased, with many amateurs today in Indonesia and China.

To be effective, the Directors of Region 3 need to reflect, so far as possible, the many cultures in the Region, and the Directors are conscious of the argument that the Region now needs to increase the number of Directors, whether to 6 or 7, to recognise and reflect the growth of amateurs in a number of countries.
Of course, this is a matter for a Conference and the Member Societies, but in the context of this report it seems appropriate to raise the issue as a related issue directly bearing on the issue of subscriptions and cost.

9.
SPECIAL PROBLEMS, SUCH AS LIFE MEMBERS

Several member societies have had difficulties arising from having a number of paid life members where the amount originally collected has proved inadequate.  This particularly affects JARL.

It is suggested that the Conference consider this issue, and determine whether any particular provision should be made for the situation.

Schedule 7 of annex contains a discussion of the issue and offers a possible solution.

10.
WHAT SORT OF REGIONAL ORGANISATION DO WE WANT

To date this report has focussed on the cost of certain activities, why certain activities are important, and how costs have been or could be minimised.

But at the heart of this discussion is this: you can only minimise cost to a certain extent before one has to ask the question, what is it that we seek to achieve with our Regional organisation?

On issue, highlighted elsewhere in this paper is the fact that there is a significant difference between the Regional organisations in respect of the range of activities undertaken.

It can be argued that the “core business” of IARU Region 3 (and, indeed, the IARU) is the representation of the amateur services before those international bodies that directly or indirectly determine the basic frequencies and privileges available to the amateur services.

Some of the activities undertaken beyond the ITU/APT framework can affect privileges through standards and the like, involving matters such as EMC.

It could be argued that some other activities, such as STARS, ARDF and emergency communications are not part of the “core business”.

On the other hand it should be pointed out that none of these extended activities presently involve any significant expenditure, and at least some of them are either important to the future of amateur radio or are a basic justification for the existence of the services, such as the provision of emergency communications.

Some of these matters are to be considered by the Administrative Council, but at least there does seem to be a valid argument that careful consideration needs to be given before any new activities are undertaken by IARU Region 3.

In short, in addressing the whole issue of subscription, the Directors through this paper invite the member societies to consider not only issues of saving cost, and special issues such as the life membership but also to ask and to answer the question, what do we want IARU Region 3 to do?

We also invite member societies to note that the economics of IARU Region 3 would materially change with an increase in members of member societies.

For example, CRSA has regularly paid a subscription of US$2,000 per year, but has not returned a membership number except in the last year.

In a short period, the Chinese national amateur radio society could significantly influence the finances of the Region.

The payment by ORARI of its dues during this period has also influenced the financial result for the period.

11.
FIXING A SUBSCRIPTION RATE

Obviously, a critical factor is the number of transmitting members in each Member Society.

The following table (Table 1) sets out the number of members reported to the Secretary by the major Member societies over the last 5 years.

Some societies did not submit any membership numbers, but simply made a payment.

Some societies submitted what is clearly a notional number of members.  For example, it would seem unlikely that ARSI would have 500 members precisely from year to year.  (But it is understood that it too has life members coupled with lost records and that is a “best guess”).  CTARL is equally unlikely to have precisely 1,000 members each year.

Based on its reported figures for 2006/7 CRSA has had an increase of 200.8% in the period.  WIA has had an increase of 20.7% in the period.  But NZART has seen a decrease of 15.3% in the period and JARL a decrease of 12.8% in the period, and in the case of JARL that is coupled with its life membership problems already discussed.  KARL suffered a 13.6% drop in membership.

There seems little doubt that a number of the older societies are suffering a downturn in membership, but this is being offset by an increase in membership in several other societies.

The Directors recommend to the Member Societies that accurate Membership returns, on which Subscriptions are based, should be adhered to.

Table 1 The number of transmitting members in Member Societies

	　
	<2011/12>
	<2010/11>
	<2009/10>
	<2008/09>
	<2007/08>
	<2006/07>

	ARSI
	500
	500
	500
	500
	500
	500

	CRSA
	4,016
	3,000
	2113
	2000
	2000
	2000

	CTARL
	1,000
	1,000
	1,000
	1,000
	1,000
	1,200

	HARTS
	300
	320
	284
	317
	290
	258

	JARL
	64,885
	66,970
	68,389
	70,095
	71,761
	74,348

	KARL
	7000
	7,380
	7,600
	7,820
	8,013
	8,100

	MARTS
	251
	240
	240
	438
	400
	365

	NZART
	1,620
	1,703
	1,748
	1,851
	1,809
	1,911

	ORARI
	18,625
	18,625
	　
	　
	　
	　

	RAST
	581
	578
	556
	567
	561
	558

	SARTS
	57
	63
	60
	71
	56
	56

	WIA
	4,465
	4,368
	4,209
	3,803
	3,945
	3,698

	Others
	400
	400
	400
	400
	400
	400

	Total
	103,700
	105,147
	87,099
	88,862
	90,735
	93,394


Table 2 sets out a budget that represents a minimum commitment, but what is done is done properly.  That is to say, for example, two people are assumed to participate in an APG meeting each year.

To create an annual cost that can be set off against an annual income, we have set out the cost of, for example, a triennial Conference on an annual basis.

As with elsewhere in this Report, the US$ figure is a rounded amount, on an arbitrary exchange rate and is intended to be indicative only for those not used to working in Yen.

Note that if the Conference was to decide to increase the number of Directors, the costs of a Conference and the costs of a Directors meeting would need to be increased.

Note also, if activities outside the budget were to be undertaken, such as IARU Amateur Radio Administration training Courses or some visits or even an ITU Telecom, then there would need to be a further increase.

The figures we have used do not include any figure for inflation, other than the amount suggested to be set aside for contingencies/reserve.

Table 2 BUDGET ANNUAL EXPENDITURE 2012/15

	ITEM


	YEN
	Indicative

US$ (80YEN=1US$)

	Secretariat
	170,000
	2,125

	Region 3 Conference (Charged at 1/3 each year)
	750,000
	9,375

	Directors Meetings Charged at 2/3 each year, as third year included in cost of Conference) 
	500,000
	6,250

	APG
	500,000
	6,250

	AC/Other Regional Conference (Charged at 2/3) each year
	530,000
	6,625

	Contribution to IARU
	212,500
	2,656

	Coordinators
	42,500
	531

	Contingency/contribution to reserve
	425,000
	5,312

	TOTAL
	¥3,130,000
	$39,124


Any budget that is adopted must be set off against the income of IARU Region 3.  We have disregarded any bank interest income, as the funds are held in Yen and interest rates are very low.

Income is affected, as said elsewhere, by member societies for whatever reason failing to respond to or pay subscription to, IARU Region 3.

The Directors asked IARU Region 3 Secretary Ken Yamamoto for his best estimate as to the subscription income for the current year.

It is no more than a best estimate, but one the Directors adopt as being reasonable and likely to be correct.  

That estimated annual income during 2012/2015 is 2,600,000 Yen
If the current approach as described in this paper is to be continued without change, but an amount in addition to create a reserve is added to those minimum costs, then the subscription income must be increased by 20%. 

12.
CONCLUSION

The Directors have taken into account the suggestions made by member societies, the falling membership in most societies, the increasing and continuing importance of the APG meetings and the conflicting requirements of lower costs and more services/activities.

The Directors believe that the answer can only come from member societies at the Conference.  They hope that the extensive information and discussion in this paper will facilitate that. 

In the end, the Directors believe that it all depends on the answer to only two questions:

A. What sort of a Regional organisation and level of activity do we want?

And 

B. Is the method of setting the subscription still appropriate?
Under A we must ask what do we want the Region to do?  Should it do the minimum?  Should it do less?  For example, only should one person to attend the APG meetings?  Should it do more?  Should it encourage activities such as the ARDF Championships?  Should the Directors be able to visit societies?  Should we work actively to encourage administration training courses?  Should we recognise change and increase the number of Directors to better reflect the Region today?

Under B we must ask is the tiered subscription model still appropriate?  What should replace it?  Should we make provisions that recognise the particular problems that affect some societies, for example the life membership problem?

No doubt there are many issues that have been raised in this paper and your Directors hope that their work will contribute to your consideration of the issues.

Schedule 1

How the other Regions work

The funding and activities vary significantly between the three IARU regional organisations.

The respective formulas are: 

IARU Region 1 dues are based on CHF 10 (970 Yen) for up to 50 members of a society and then CHF 1.80 (Yen 175) per member for the societies having more than 50 members.

There are 90 member societies, with a total of 120,000 members.  The income is around CHF 210,000 pa approx. (11.5m Yen approx.).

It has created funds for specific purposes from its surpluses over the year.

Its Executive Committee consists of a President, Vice President and 5 directors.

IARU Region 1 is undoubtedly the most active of the three Regional organisations, though it is probably fair to say most of its activity is centred on Europe, rather than the Middle east or Africa.  There are 4 Regional Telecommunications Organisations in the Region, CEPT, ATU, ASMG and RC. It participates in 4 CEPT Working Groups, and represents amateur radio to the European Commission and Eurocom. It funds, in addition to these activities, HF and VHF Committees that meet annually between Conferences.  It usually budgets for a surplus.

IARU Region 2 assesses its Member Societies US$0.07 (5.64 Yen) annually per licensed amateur in their countries.  For example, if a Region 2 Member Society represents a country with 1,000 licensed amateurs, 250 of whom are members of the society, they pay US$0.07 x 1000 = US$70; the number of members does not affect the dues.  The minimum is US$60. 

There are 800,000 licensed amateurs in Region 2.  The income is around US$56,000 (4.43 million Yen).  There are 36 member societies, with approximately 200,000 members as a total. 

Its Executive Committee consists of 9, each with sub regional responsibilities, including visiting the societies in their sub region. 

80% of its income comes from one society (ARRL), with a further 5% from RAC.

It has one Regional Telecommunications Organisation, CITEL, with 2 working groups with (usually) 2 meetings per year. 

IARU Region 2 operates in both English and Spanish.

For the sake of completeness:

For IARU Region 3 from 1 June 2010 and each year thereafter the subscription shall be fixed in Japanese Yen as follows:

Number of transmitting members
Rate per each transmitting member

1 to 5,000 



65 Yen
5,001 to 10,000


40 Yen
10,001 and above


11 Yen
With a minimum subscription of 2,300 Yen per year, payable only as a single payment of 6,900 Yen for 3 years subscription.”


There are 29 member societies with roughly 100,000 members. 

Schedule 2

The Cost of a Regional Conference to the Region

The cost to the Region of a Conference includes:

· The cost of travel of the Directors and Secretary

· The cost of accommodation and certain meals of the Directors and Secretary

· The cost of meeting rooms

· The cost of facilities such as paper, photo copier, secretariat room, intra-network like WiFi

The Bangalore Conference cost Region 3 US$13,637.69 (1,159,145 Yen)
A rough estimate of the break-up of that expense is:

Travel (Directors and Secretary):



US$ 7,039.28
Accommodation, etc.




 
US$ 6,598 .41
The actual cost to IARU Region 3 of the 14th Conference in Christchurch New Zealand was 2,270,071 Yen (US$28,376).

A review of the costs leads the Directors to plan to reduce costs by reducing photocopy costs by moving, so far as possible, to a paperless Conference.

It should be recognised that this was a little inflated by higher travel costs, and so for budget purposes, taking into account some cost savings we see as reasonably achievable, we recommend the cost of a Regional Conference for should be taken to be:

2,250,000 Yen
We have used the single Conference as the best indicator of actual cost.  For other costs we have been able to use an average, as described in each part.

Schedule 3

The Cost of Attending APG Meetings

Here we can take an average of participating in each APG meeting.

We have looked at the total cost of APG-2 (Hangzhou, PR China), APG-3 (Bangkok, Thailand), APG-4 (Hong Kong, PR China) and APG-5 (Busan, Rep. of Korea)) prior to WRC-12.  

The costs included the cost of a registration fee imposed by the APT, as well as travel and accommodation. 

Only Shizuo Endo attended the APG-2, and so to achieve a meaningful average cost we disregard the costs of that APG.

APG-3

372,533 Yen
APG-4

450,535 Yen
APG-5

521,288 Yen
It is probably misleading to rely on an average of those figures, which are influenced significantly by the location of the venue.

The Directors have sent 2 people to each APG meeting because they consider that the nature of the meetings, the need for continuity, and the risks associated with replacing a single representative if that representative is unable to attend make sending 2 people necessary.

Of course, the agenda for the forthcoming WRC influence the number of APG meetings in which the Region must participate, and given the agenda for WRC15, limiting attendance at the APG does not seem to be an option.  

That aside, the Directors are also of the view that an ongoing participation is desirable, irrespective of the agenda.

So, for budget purposes the Directors suggest that the cost of an APG meeting be assumed to be:

 500,000 Yen
Schedule 4

The Cost of Attending an AC Meeting

For the purpose of establishing an average cost of attending an AC meeting, we have taken the average cost of two people (as required by the IARU Constitution) attending the last three AC meetings, starting with the Christchurch meeting.

That is important, because so long as the AC meetings are held concurrently with a regional conference, one out of three AC meetings costs the Region very little, as the Region’s participants are already required to travel to and stay at the Conference, so the cost of the AC meeting to the Region is simple their accommodation for the extra days.

Apart from that saving in cost, holding the AC meeting concurrently with a Regional Conference enables the Region 3 representatives to get a better understanding of the other Regions and their EC members.

In 2010 the AC meeting was held in conjunction with the IARU Region 2 Conference in El Salvador and in 2011 the AC meeting was held in conjunction with the IARU Region 1 Conference in South Africa.

Because it is in association with a Regional Conference, if we attend the Conference and also the Regional EC meeting the costs is increased by the cost of the additional accommodation.   

If there is a tour day, and the Region 3 delegates participate, the cost is not borne by the Region but personally.

The cost of the two delegates to the 2010 Region 2 Conference/AC meeting was 707,073 Yen and the cost of attending the 2011 Region 1 Conference/AC meeting (and GAREC meeting) was 835,166 Yen.

On each occasion the cost incurred by the two delegates was approximately the same.  

For budget purposes we consider it appropriate to allow 800,000 Yen for an AC meeting held in conjunction with a Regional Conference.

Schedule 5

The Cost of a Directors meeting

Like the attendance at an AC meeting, one Directors meeting is held in conjunction with a Conference.

For that meeting the cost of the Directors attending the Directors meeting is really just the cost of the additional accommodation with the cost of travel and accommodation being part of the cost of the Conference.

However, for budget purposes, we really need to look at Directors meetings between Conferences.

Since the last Conference, the Region has conducted two Directors meetings, in Canberra, Australia (in association with the WIA Centenary celebrations) and the other in Tokyo.

The Secretary has examined the cost of different locations and found that Tokyo is the cheapest.

The cost to the Region of the Canberra meeting was 892,234 Yen and the cost of the Tokyo meeting was 745,405 Yen.

Because of the unusual circumstances associated with the Canberra meeting, the Directors consider that the cost of the Tokyo meeting should be taken as the cost of a Directors meeting.

On that basis, we consider that for budget purposes (assuming no increase in the number of Directors the cost of a Directors meeting should be taken as:


750,000 Yen
Schedule 6 

Other Costs

Under this heading the Directors note that the cost of the visit by the Chairman and Secretary to Ho Chi Minh City immediately before the July 2011 directors Meeting was 179,979 Yen (airfare and accommodation).

In addition, the Chairman participated in meeting relating to the resignation of Jay Oka as the secretary of IARU Region 3 in the first part of 2011 and his replacement with JARL. The Director from Japan, the Special Advisor to IARU Region 3 and the proposed/new Secretary, all from Japan also attended the meeting.  That meeting was not budgeted for, and while the Region met the cost of accommodation (38,322 Yen = US$479) the Chairman met his own costs of travel, and the Region only met the cost of 31,542 Yen (US$394) for lunches and local transportation, other meals being met at the participants cost.

The total cost of that visit to the Region was 69,864 Yen.

The point is not the cost, but the essentiality of the Region having sufficient reserves to meet essential but unexpected costs.

It should be noted that the highly successful 8th IARU Region 3 ARDF Championships did not cost the Region anything, with the host society, the WIA, providing the financial backing and recovering from the participants the funds advanced.

No expense was incurred in respect of a Regional telecommunications exhibition but some allowance should be made for such expenses in the future, to cover the situation if one is held in the Region, if the Region is to do more than an absolute minimum.

Schedule 7


Participation in AC meetings/other Regions Conferences

Participation in the AC meetings is essential, 

The IARU Constitution provides that the members of the Administrative Council shall be the President, the Vice President and two members from each of the Regional organisations.

The Constitution also provides:

“12. Five members, including at least one from each regional organization and either the President or the Vice President, shall constitute a quorum. 

13. Each member of the Administrative Council shall have one vote, except that the President shall vote only in the event of a tie.”

Somewhat strangely, if IARU Region 3 (or any other Regional organisation) ceased to participate in the AC meetings, the AC could cease to exist, as a quorum would not be present.

Region 3 could participate by one member, though the same considerations as to continuity would apply as apply to participation in an APG meeting.

Of course, IARU Region 3 would, by doing this, ensure that the AC continues, but would have only one, rather than two votes.  No proxy provisions exist in the IARU Constitution.

Another suggestion was that only one representative of Region 3 attend the Regional Conference associated with an AC meeting, but simply arrive in time to attend the AC meeting, departing immediately it concludes.

Attending the other Region’s EC meeting is one aspect of participating in the other Region’s Conference.

That is really saying that apart from the formal AC meeting, interfacing with the other Regions is of less important than the money saved.  

It may well be that the most effective way of conducting an AC meeting is for it to be held before the Regional Conference with a brief meeting following the Conference, to pick up anything raised during the Conference.

We are not sure how effective it would be for the second member to simply arrive in time for the AC meeting, and depart immediately after it concludes.  We suspect that the contribution of the second member to the representation of Region 3 would be severely limited, possibly to not much more than to act as a mirror of the first member.

Ultimately this sort of suggestion raises the fundamental question, what do we want from our Regional organisation, even the IARU.

The Directors take the view that again reliance on one person to interface with the other Regions, even understand the issue that are raised and that concern them, is minimizing the possible effectiveness of IARU Region 3.

Schedule 8

Life Membership 

A particular problem exists, affecting primarily JARL, but the same problem exists with ARSI and may be a problem for ORARI, perhaps not as important today.

Essentially JARL what is today a substantial number of its members who in the past paid for life membership, but today no funds remain to meet their costs.

In fact, the present JARL membership of 64,885 includes 24,484 unfunded life members.

That means that JARL is paying 269,324 Yen (approximately US$3,365.00) its subscription to IARU Region 3 for those transmitting members, but cannot recover any part of that amount from their subscriptions.

Essentially, JARL has 40,400 transmitting members who pay a subscription each year.

ARSI has a similar situation on a much smaller scale, not only having life members whose principal has long gone but also having lost the relevant records, so it simply pays its subscription on the basis of a notional membership of 500 each year.

In this context it should be pointed out that JARL in fact contributes more than its subscription to IARU Region 3, simply because the Secretary is an employee of JARL (at least in respect of the time that he devotes to that task) and represents another significant cost.

JARL suggested a lower subscription rate for life members.

While that is proposed as a solution by JARL is a simplistic solution, it may have unintended consequences.

For example, all life memberships are not necessarily uneconomic.

It depends on the economy of the country involved, the amount accepted for a life membership and the ability of a society to invest adequately.

If we took the ARRL formula, (current annual subscription x 25) and took the WIA subscription of US$80, multiplied that by 25 to end up with a life member fee of US$2,000 and obtained an interest of 5% pa, then you would get US$100 per year, enough to meet current expenses and to build up the fund for future cost increases.

The Directors have considered the position, and accept that on the one hand, it should not be a matter for the Region, and that no special position should be made to meet the problem.

On the other hand, it may be seen as fairer if a special arrangement could be made, perhaps requiring a minimum number of life members and with special circumstances to justify a special position, perhaps as this is dealing with decisions that were made in the past, there should be a date before which the life member was created.

On this basis, it could be appropriate to completely exclude this special class of member from the calculation of the Region 3 subscription.  If a society receives an annual subscription from its members, it is then possible to set the rate at rate to cover all the expenses – and the IARU Region 3 subscription is an expense that can be attributed on a per member basis.

This is also a logical basis for removing the tiered subscription rate, and simply having a common amount for all members.

But how could these ideas be translated into the IARU Region 3 constitutional framework?

The IARU Region 3 Constitution provides:

Subscription

23. On or before the First day of June in each year each member Society shall pay a subscription to IARU Region 3. 

How Computed

24. Subscription payable by each member Society shall be fixed by the Conference. However, either the Conference or the Directors may either waive the subscription of any Society or accept a lesser subscription. 

The 14th IARU Region 3 Conference resolved:

“it is resolved that the subscription rate for the year commencing 1 June 2010 and each year thereafter shall be fixed in Japanese Yen as follows:

Number of transmitting members
Rate per each transmitting member

1 to 5,000 



65 Yen
5,001 to 10,000


40 Yen
10,001 and above


11 Yen
With a minimum subscription of 2,300 Yen per year, payable only as a single payment of 6,900 Yen for 3 years subscription.”

There is no provision in the General Regulations relating to subscriptions.

It is suggested that a new clause 8 Fixing of Subscriptions be inserted as follows:

FIXING OF SUBSCIPTION 

8.1
A Conference, when fixing a subscription in accordance with Constitution Cl 24, shall determine:

(a)
the currency in which the subscription is to be paid, and 

(b)
the amount in respect of each Transmitting Member in that currency.

8.2
A “Transmitting Member” means a member of a Member Society who is authorised to operate the transmitter of an amateur station.

8.3
For the purpose of calculating the subscription of each Member Society, the number of Transmitting Members in that Member Society at the relevant date shall be the number of Transmitting Members less the number of Excluded Members (if any) in that Member Society on that date.

8.4
If a Member Society:

(a) accepted payments for permanent membership before 1 January 1995, and

(b) the number of such permanent members who are Transmitting Members is greater than 10% of the total Transmitting Members of that Member Society, and 

(c)
because of circumstances:

(i) beyond the control of the Member Society;

(ii)  that could not be reasonably foreseen when the Member Society accepted the payment, and

(d)
the Member Society has not retained any funds or any sufficient funds to meet its liabilities in respect of such members, 

the Member Society may apply to the Directors for a determination that such members are Excluded Members for the purpose of 8.3.

8.5
If the Directors are satisfied that the Member Society has established each of the matters set out in 8.4 and that it is reasonable in all the circumstances to do so the Directors may determine the members of that Member Society who are Excluded Members for the purpose of 8.3 while the conditions set out in 8.4 continue.

That all illustrates that the issue is quite complex immediately one incorporates a discretion, essential if one is to avoid profitable life members escaping the Region 3 fee.

The matters on which we think there is particular room for debate include whether or not the judgement should be made by the Directors (we suggest the Directors because it is not so public, and a society may wish to rely on confidential information, which it couldn’t do if it was Conference) and the date before which the life membership was created.  The 10% figure is also arbitrary.

These matters are raised for consideration by the Conference.

Schedule 9

Cost saving at the Regional Conference

There is a sense that technology has outpaced the need for Regional meetings. Is it necessary for a regional meeting to take 5 days when the amount of work could be done over a weekend?  Regional meetings still rely heavily on paper.  Most ITU and RTO conferences are now entirely web based. There is no reason we could not do that in the IARU.  A good portion of meeting expenses is for duplicating and distribution of paper documents.  Cutting out paper documents would help with costs (no copiers etc).

Many smaller societies no longer can afford to attend Regional conferences.  Web based meetings need to be introduced to allow participation by all.  No reason voting could not be done electronically. 

Twenty years ago, it was necessary to meet to deal with regional issues. Today, most matters are dealt with by e-mail/video conferencing.  Regional meetings provide a time for face to face meetings and socialization, but at what expense?

It is important to keep in mind why we choose different countries to meet in every year.  An original reason was to profile amateur radio to that country’s administration, introduce member–societies to IARU, and raise profile of the amateur service in that country. 

Do we still do that in the conferences?  What do we leave the host member-society with once the conference is over?  Do national administrations still see the conferences as something they should attend?  Does an opening introductory speech by a government person really raise the profile of IARU and amateur radio?  In years past, the administration may participate in the business of the meeting as an observer.  That has not been the case for recent meetings.  A meet and greet does not really connect the administration to IARU.

What legacy do we leave the host member-society with? What do we do in the host country to promote amateur radio to the members and the administration?  Do we follow up with the host society after the conference to keep them active?  Do we teach the host society how to interact with its administration?  Does the host society understand the IARU goals and spectrum requirements any better before the conference?

On the other hand, it can be argued that holding a Conference in a country such as Vietnam, could significantly promote amateur radio, so long as this was borne steadily in mind as an objective of the Conference and all the steps necessary to achieve that object are taken. 

These are all questions we should be asking before considering if regional conferences are a benefit.

In short, should a regional conference take 5 days or can it be reduced to say, 3 days, can the cost be further reduced by using electronic documents, and rather than a regional conference every year, could there not be a single global conference every three years?

The reduction of the period of the Conference would significantly reduce cost, and any trip could be taken the day following a Conference.

Schedule 10

Summary of suggestions from Member Societies

(These suggestions summarised below were received in response to the Secretariat’s Circular No. G/01/10T dated on January 26, 2010 and are identified as A, B and C.)

Response A

1. 
Member Societies with paid Life membership should appeal to those members for a financial contribution to assist R3 expenses.

2.
Minimum annual subscription rate should be increased from 2,300 Yen to 5,000 Yen per annum, payable in 3 year blocks. (AU$1.40 per week).  This amount to be paid by all societies, not otherwise contributing to annual subscriptions, as determined by R3 Directors.

3a.
Member Societies should contribute an increased subscription rate from 65 Yen to 70 Yen per member for up to first 5,000 members.  This would raise approximately 1,260,000 Yen (AU$ 17,010.00) (assumes approx 18,000 members).

3b.
Member Societies should contribute an increased subscription rate from 40 Yen to 45 Yen per member for 5,001 to 10,000.  This would raise approximately 337,500 Yen (AU$ 4,557.00) (assumes 7,500 members)

3c.
Member Societies should contribute an increased subscription rate from 11 Yen to 13 Yen per member for 10,001 plus.  This would raise approximately 817,700 Yen (AU$ 11,042.00) (assumes 62,900 members)

The above changes would contribute approximately 253,300 Yen (AU$3,420.00) (2,161,900 Yen at existing subscription rate compared to 2,415,200 Yen at increased rate) to the annual income of R3 over the existing subscription rate, and reduce the reliance on using reserve funds to meet operating costs.

4.
Introduce a single Region 3 fee per transmitting member of each Member Society.  Based on present annual budget of US$14,000.00, a single fee would equal 14.35Yen (US$0.16) per member.  The disadvantage would be to the larger societies (JARL, KARL etc.) and would benefit all other Societies by reducing their annual remittance.  There is no provision for a fee increase in this example.  An increase of US$0.02 cent to US$0.18 would increase income by approx $2,188.00, assuming US$ 0.18 = 16.14 Yen.

5.
A third option would be to have a two tiered fee structure.


1 to 9,999 transmitting members

65 Yen
10,000 + transmitting members

14 Yen
Based on approx member numbers of 86,400 (guesstimate) and assumptions of approximate members of R3 societies, this model would provide an annual operational income of 1,987,600 Yen (US$22,161.00) against a budget of Approx US$14,000.00.  A substantial income improvement.

This would greatly overcome the financial constraints currently imposed on the Region 3 Directors by the limited funds available to meet their responsibilities.

Representation by the Directors on official Region 3 business should not be dependant on their private resources being used to fund travel and accommodation expenses. 

Response B 

For increasing the income;

1.
The long time waiver of Region 3 subscription to a member Society should be lifted or reconsidered. (about US$ 7,500 to 15,000 increase in a triennium).

2.
IARU Region 3 should seek donations from Member Societies, clubs and/or persons in the Region.

For reducing the expenses;

1.
The Directors meet in person twice in the triennium, including the meeting concurrently held with a Region 3 Conference. (About US$ 9,000 reduction in a triennium)

2.
The number of Region 3 Directors participating in other Region’s General meeting is to be one, while two Directors are to participate in the IARU Administrative Council meeting held concurrently with the Region’s General meeting.  (That reduces the Region 3 vote to 1, and results in about US$ 2,000 reduction in a triennium)

3.
The first meeting of APT conference Preparatory Group for each WRC is not to be participated by IARU Region 3 as it is a meeting mainly for agenda setting. (about US$ 6,000 reduction in a triennium).  (Note. Region 3 has never participated in these meetings and so this is only for future budgeting considerations)

4.
The meal expense during Region 3 official trip is not to be reimbursed about US$ 2,000 reduction in a triennium.

5.
The Region 3 ARDF Championship is to be attended only by the Director elected from the host society.  If the host society does not have a Region 3 Director, the Region 3 Chairman will send a message to the host society for announcement at the Championship, about US$ 1,000 reduction in a triennium.

6.
The cost of Region 3 Secretariat may have some room of reduction, about US$ 1,000 reduction in a triennium.

Response C.

Suggested:

1.
Consider an inevitable increase in subscriptions, and

2. 
Consider a differential rate of subscription for different type of members to address the Life Member issue.

ANNEXURE
	[image: image3.jpg]



	INTERNATIONAL AMATEUR RADIO UNION
REGION 3
fourteenth  Regional  Conference
	[image: image4.jpg]





12 – 16 October 2009
Christchurch, New Zealand

Document No. 09/XIV/056a
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DRAFT BUDGET FOR THE NEXT TRIENNIUM

In compiling the draft budget, the following assumptions have been made:
1.
The present subscription rate remains unchanged.

2.
To take into account the drop in membership in many societies, reflected in their reports, and also taking into account the drop in income noted in the Directors Report, the subscription income is reduced by 3% each year.  The subscription income is further reduced on the basis that a lesser subscription will be accepted from one member society. 

3.
There will be two APT APG meetings before WRC-12, and IARU Region 3 will be represented by two people.

4.
The 14th IARU Region 3 Conference 2009 will cost about US$20,000.

5.
AC meetings will be held concurrently with the Region 2 and Region 1 Conferences, which will increase the cost of two people attending AC meetings to take into account the additional cost of accommodation during participation in the other Regions conferences.

6.
Costs (other than the Secretariat costs which are incurred in Japan, a country currently without inflation) are increased by 3% per year.

7.
IARU Region 3 will not participate in other Regions EC meetings, other than at AC meetings coupled with a Regional conference.

8.
The WRC Reserve is accounted for as general funds, and no separate contribution to a WRC Reserve is expensed.

9.
Each year an amount is budgeted for Miscellaneous.  It has been calculated on the basis that the Region will, during the triennium incur the following expenses;

· A Director attending  the Region 3 ARDF Championship

$2,500

· There will be an ITU Telecom in Region 3



$2,500

· There will be one Amateur Radio Administration Course

$3,000

· Directors administrative expenses 




$1,000 

· Unforeseen expenses, $1,500 each year




$4,500

Total
$13,500

That has been expensed at a rounded off and very approximate figure of $4,000 each year.   Any society visits will also come out of this budgeted expense.  


10.
While audited accounts for the year ending 31 May 2009 are not available, and the year ending 31 May 2010 is still in progress but taking into account the expenses associated with this Conference , the reserve will total $40,000 at the commencement of the budgeted period.

11.
There will be two meetings of Directors, with a third coupled with the next IARU Region 3 Conference.

Respectfully submitted by 

Directors and Finance Committee

	Draft Budget for the Next Triennium
For the Fiscal Year 2010/2011

(1 June 2010 – 31 May 2011)

	(in US$)

	Income
	
	Expenditure

	Subscription
	25,000.00
	
	Secretariat
	2,000.00

	Bank Interest
	600.00
	
	Region 3 Conference
	0.00

	Miscellaneous
	0.00
	
	AC including the associated Regional Conference
	9,000.00

	
	  
	
	Coordinators
	500.00

	
	
	
	Directors meeting 
	9,000.00

	
	
	
	APT APG
	6,000.00

	
	
	
	Contribution to IARU
	2,500.00

	
	
	
	Miscellaneous
	4,000.00

	
	
	
	
	

	
	
	
	
	

	TOTAL
	25,600.00
	
	TOTAL
	33,000.00

	LOSS
	
	
	
	7,400.00

	Reserve   $40,000.00

Less Loss    7,400.00

Balance   $32,600.00
	
	
	
	


	Draft Budget for the Next Triennium
For the Fiscal Year 2011/2012

(1 June 2011 – 31 May 2012)

	(in US$)

	Income
	
	Expenditure

	Subscription
	24,250.00
	
	Secretariat
	2,000.00

	Bank Interest
	600.00
	
	Region 3 Conference
	0.00

	Miscellaneous
	0.00
	
	AC including the associated Regional Conference
	9,270.00

	
	  
	
	Coordinators
	515.00

	
	
	
	Directors meeting 
	9,270.00

	
	
	
	APT APG
	6,180.00

	
	
	
	Contribution to IARU
	2,425.00

	
	
	
	Miscellaneous
	4,000.00

	
	
	
	
	

	
	
	
	
	

	TOTAL
	24,850.00
	
	TOTAL
	33,660.00

	LOSS
	
	
	
	8,810.00

	Reserve   $32,600.00

Less Loss    8,810.00

Balance   $23,790.00
	
	
	
	


	Draft Budget for the Next Triennium
For the Fiscal Year 2012/2013

(1 June 2012 – 31 May 2013)

	(in US$)

	Income
	
	Expenditure

	Subscription
	23,500.0
	
	Secretariat
	2,000.00

	Bank Interest
	600.00
	
	Region 3 Conference
	25,000.00

	Miscellaneous
	0.00
	
	AC including the associated Regional Conference
	600.00

	
	  
	
	Coordinators
	530.00

	
	
	
	Directors meeting 
	0.00

	
	
	
	APT APG
	6,350.00

	
	
	
	Contribution to IARU
	2,350.00

	
	
	
	Miscellaneous
	4,000.00

	
	
	
	
	

	
	
	
	
	

	TOTAL
	24,100.00
	
	TOTAL
	40,830.00

	LOSS
	
	
	
	16,730.00

	Reserve   $23,790.00

Less Loss  16,730.00

Balance     $7,060.00
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