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PART ONE 
 

Executive Summary and recommendations 
 
Summary Report 
 

1. Purpose of this Report  In April 2010 I presented my report on the state of Youth Football and presented a series of recommendations to the board of the SFA. This, my second report focuses on the structure, leadership and governance of Scotland’s national game.   The review has looked at key aspects of the game including: 
• The League Structure including the Scottish Premier League and the Scottish Football League 
• The Governance of the game and in particular the relationships between the SFA, the SFL and SPL 
• The structure, organisation and decision making processes of the SFA.  The review is intended to provide a comprehensive assessment and an analysis of the problems, challenges and opportunities facing football and a set of recommendations and proposals which will provide a blue print for the further improvement and modernisation of the game.  My report goes beyond obvious manifestations of underachievement and underperformance and asks searching questions about the mind-set of the game in Scotland and the structures, mission, ethos and organisation of Scottish football. If Scotland is to build and maintain a competitive edge in club and international football we have to learn lessons and be prepared to marginalise sectional or constituency interests within football for the benefit of the wider game. This is what fans and the people of Scotland want to see.  The key to this is sustainable resources, financial and other, and building the capacity within the game to deal with change and for the football institutions to have a much more open and transparent approach to new ideas and innovation.  Our institutions are amongst the oldest in world football.  The burden of history influences what we do and there has been, for far too long, a reluctance to embrace modernisation and make the game fit for purpose in the 21st century.  The review concentrates on what the game can do for itself and in doing so helps football to become more attractive, more successful and be more effective in tapping the potential that undoubtedly exists to grow our club and national football. 
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 The Governance of the game may have been appropriate and effective in another era but is totally inappropriate for the modern era.  The representative and participative structure of the SFA, the traditions, procedures and decision-making and the inherently defensive and insular approach of the organisation all present a serious obstacle to the modernisation of football in Scotland.  Modernising the governance of the game is the central challenge of this review.  How do we create institutions and organisations that are effective and responsive? What is the purpose of football in the modern era? What is the game seeking to achieve for country, club and community? How can we retain the positive aspects of history, tradition, representation and sentiment in contemporary football?  To answer these questions the review sets out in stark terms the concerns and criticisms that have been levelled at the current structures and organisation.  These are based on the comments of clubs, organisations and individuals as well as representing a summary of my views based on a thorough analysis of the institutions and in particular the SFA.    My report pulls no punches and presents a dispassionate and candid assessment of the state of Scottish football and puts forward a set of far reaching reforms which are designed to reorder/renew structures, governance organisations and priorities within the game in order to deal with current problems more effectively and embrace the challenges of the future.  Change will always be difficult.  But it has to happen.  
2. Introduction  Overall football in Scotland is in a fragile condition.  Fear of financial and football failure is all too evident in the fabric of our game.  Once again this is leading to a search for new ideas and, in difficult circumstances, a real desire to embrace change in what is likely to be a rare window of opportunity for our country, our clubs and for every community in Scotland.   While the game is anxious and apprehensive about the future, there have been many achievements and successes in Scottish football that we should acknowledge, especially when viewed against the size of our population and the extraordinary national emotion and ambition that our game has to deal with. This is what the fans and the people of Scotland want to see.  There is still a huge gap between our national ambitions for football and the success and achievements on the field. The reality is: 

• Scotland has failed to qualify for any major international tournament since the 1996 European Championships and the 1998 World Cup and our top clubs perform inconsistently in European club competition 
• There is understandably a real sense of national failure and the fans and the public will rightly express their disappointment at the collective failure of the game to deliver.  
• The world of football is changing rapidly and the difficult context in which the game finds itself holds out little prospect of an early easing of the financial and economic pressures.  Scotland has no right to avoid these pressures and needs to respond effectively 
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• Today the pace of change, the financial pressures on football, the social and economic developments in society, the volume of day to day requirements and responses, the need for long term thinking and the need for informed policy and sound decision making represent a new world which require a new modus operandi way we operate and what we. 
• There is a need for the game to reconnect with its base and the people of Scotland in a more open, innovative and modern way.   These people are the real shareholders of Scottish football and it is worth reminding ourselves that in Scotland we have the most loyal, long- suffering, and passionate fans in the world. 
• Few countries with small populations are as ambitious as Scotland in aspiring to achieve both strong clubs and national sides.  This is a measure of the ambitious environment in which Scottish football operates but it is also a reason for change.   If our level of national ambition is to continue, the game needs to change dramatically to close the gap between where we are and where we need to be.  That said my report finds cause for optimism…  

3. Key Findings  I summarise below my key findings from the review: 
 
3.1 The Condition of the Game 

Performance of Country and Clubs – on the Field 
 

• Scotland’s national teams’ have historically performed above their weight, relative to population ranking. Expectations for improved performance remain high. The SFA recently commissioned a separate report into improving international team performance and this area is covered adequately in that report. 
• Rangers and Celtic continue to dominate the domestic game and carry the Scottish flag into European competition. In recent years both have struggled to reach the group stages of the Champions League and  participation in UEFA club competition is now mostly restricted to the Europa League. This has placed great pressure on the financial resources of both clubs and those participating in European competition. 
• The historical differences between the SPL, SFL and other organisations running Scottish football, coupled with the fear of failure and financial concerns seriously limit opportunities for reform. Current competitive structures are unlikely to provide the environment in which an attractive game will be presented to spectators or provide the structure in which talent can flourish.  
Performance of Clubs – off the Field 

 

• Despite significant improvements in recent years, club debt, wage to turnover ratios, cash flow and often unrealistic expectations on the part of fans and boardrooms provide a constant reminder of the challenging and fragile environment engulfing the game. 
• Recently the SPL has embarked upon a serious and comprehensive review of its own structure and seems determined to make changes.  These will undoubtedly impact on the 
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SFL and have implications and challenges for the SFA and for many other aspects of the game in Scotland.    
• The financial condition of competitive football in Scotland is in a fragile position. The total net assets of the SPL clubs at the end of season 2008/9 were £117m, down 16% from the prior year 2008 of £139mAlthough the annual revenues of SPL clubs have risen from £30m to over £200m since formation (£167m in 2009) those have fallen in the last 5 years and the league in total loses money. 
• From the start of the 12-team league, attendance figures show a decline from 3,644,742 in 2001-2 to 3,180,375 in 2009-10, a drop of 464,367 or 13%. 
• Other information provided by UEFA and the SPL show how the Scottish Premier League is performing relative to other European Leagues.  As of March 2010 the SPL was ranked 16th in the UEFA rankings of European Leagues which are based on the performances of member clubs in European competitions.   These performance indicators reveal not surprisingly that out of the 53 UEFA countries, England, Spain, Italy, Germany and France are the top performers.   Of particular significance is the relatively positive position the Premier League in Scotland has achieved in the past decade despite the considerable difficulties the games have experienced.   For a country with a small relative population the figures are also encouraging. 
• Wages represent the highest cost and are currently running close to their peak at £109m 
• The SPL in their analysis of comparator countries concludes:- 

o The SPL is the only league in Europe to have a “split” league system 
o The SPL is one of only three leagues in Europe not to have a winter break (the others being England and Portugal) 
o Out of all the European leagues, the SPL has the lowest proportion of teams able to be relegated each season 
o The SPL has the joint second lowest total number of teams in the League.  

Organisation of Competition 
 

• Since 1998 the Scottish Football League – the three non-SPL leagues-has largely been responding to changes driven by the SPL. Their contribution to the overall development of Scottish football should not be under estimated.  Despite the SPL’s dominant position created in the last decade any assessment of the strengths and weaknesses of Scotland’s league set up should recognise the very different and distinctive contributions made by both the SPL and the SFL to our national game.  
• The economy of Scotland has changed significantly with the last two years in particular being very difficult as the banking and financial crisis, recession and now rapidly rising unemployment have all helped to create uncertainty and impact on family budgets.   Spending has become tighter and this has affected all aspects of society and the economy including football. 
• There is no doubt that this period of austerity is likely to last for some years and may drive down aspirations and shift the spending  of families as they weigh up comparative priorities for where they use their cash. The newly announced Scottish Government budget will also have consequences.   A combination of job cuts and wage freezes in the public sector will drive down available spend and create further uncertainty. 
• The game has to face up to the fact that a difficult decade of financial problems is likely to worsen in the years ahead.   Instead of allowing austerity to create further gloom, uncertainty and inertia this should be a spur to new thinking about: 
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o How we improve the financial stability of the national game 
o Make it more attractive to the public and impress the large number of organisations, investors and sponsors which are so important for the continuing well being and success of our game.  

• The current organisation of the professional clubs and the four leagues dates back to the breakaway of the now SPL from the Scottish League in 1998-99.  This left Scottish football with two distinct and separate bodies with different structures and professional weight but sharing many aspects of the game-running our professional leagues.  There was little opportunity in recent years to overcome the strains that were created by the nature of the breakaway.  But the world of football has changed.    
• There is now the opportunity for a more positive debate on the weaknesses of having two league organisations and a recognition that one league voice on some issues will help make more effective the relationship with the SFA and go some-way to improve the overall governance of Football in Scotland.   
• I have reviewed the emerging proposals and believe that the strengths and opportunities of integration of the SPL and SFL offer obvious benefits for both organisations.   
• I recognise there are concerns about integration amongst the SFL and it is important that the SPL and the SFA recognise them. Some of these are:  

o Communities could become disillusioned if swallowed up or sidelined by organisation viewed as money driven 
o Loss of member clubs due to financial issues 
o The possibility that Scottish Football could split into full time v part time 
o Fans continue to think a wider perspective of the game has been lost; organisation lacks confidence as a result of recent history 
o Clubs greater in number but smaller in size of fan base 
o No European place for League Cup winners. 

• For both the SPL and the SFL there will be some difficulties: 
o Changes in governance and constitutions  
o Rationalisation of job functions may be inevitable 
o Timescale for integration 
o Voting powers and procedures. 

• There is no doubt that a sound case can be made for integration.  The obstacles seem to be administrative, organisational and constitutional.  Three governing bodies being reduced to two and one voice for Scotland’s leagues seems like a sensible part of the modernisation and reform of Scottish football.  
• I also reviewed the case for a pyramid structure, as recommended by UEFA, and the potential benefits of regionalizing the lower divisions of our football competitions. Our football in the main, with certain and notable exceptions, is largely concentrated in the central belt of the country with relatively short travelling distances. There is an idea to possibly create, as part of a pyramid, regionalised feeder systems for entering and departing the third division.  If this was to be implemented, regionalising the two lower divisions the SFL would complement rather than complicate the process.    
Fans and Supporters 

 

• Scotland has a remarkable fan base that would be the envy of most football countries large or small.  Their loyalty and support for clubs and country is consistent and despite a drop in attendances over the last 10 years seems sustainable.   
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• Nearly 4.  5 million people watched SPL and SFL clubs in season 2009-10.  But the game should never take this for granted.  We live in a world where children, families and the wider population from which football will draw its support have an infinite variety of choices for their entertainment and their leisure pursuits.   
• The commercialisation of the game will continue and the financial pressures on Clubs, managers and players in the professional game will intensify.  The views of the fans and supporters will often be at odds as they understandably will be more wrapped up in football as a sport not a business.   
• Whatever the future holds for the game there must be more recognition given to fans and their various organisations. Supporters Direct, a community benefit society, owned by its member supporter trusts, have provided some helpful insights into what they would like to see from football. They have identified three key issues in Scottish football.   

o Community Ownership - community-owned clubs provide a sustainable alternative to the more traditional ownership models which are focussed on short-term financial matters and do not consider the wider social value of clubs.  
o Social Value - Football clubs contribute to the social, cultural and economic fabric of local communities. One of the ideas put forward is to allow clubs to demonstrate their social value, possibly with the opportunity to access grant funding which is specifically tied to achieving a significant level of community engagement 
o Representation and Involvement of Supporters - the relationship between supporters and football goes beyond the normal customer/supplier relationship. New talent can be brought into the structures of the game from outside the existing narrow band of club representatives. 

• The report, “The Social and Community Value of Football” has significance for the wider game and the changes which might flow from any league reconstruction.  Football and Sport Enterprise will be a key idea in transforming many SFL clubs into new innovative community business models.   Football needs to explore the different ways social and community impacts are generated in football: 
o To understand the integration of the interests of communities in the core business of clubs 
o To explore how football’s case might be strengthened by a more thorough assessment of the social impact of clubs themselves 
o To research ways in which football operates as a social and cultural business as well as a financial one, within its locality.   

• This is an issue the SFA and the League Structure need to take further.  Football and local clubs hold the key to opening up new pathways to more involvement, more diversity and a wider role in sport and the community.    
3.2 SFA General 

 

• The Scottish Football Association was founded in 1873 and is the second oldest association in world football.  Following the formation of Scotland’s earliest football clubs in the 1860’s, football experienced a rapid growth but there was no formal structure, and matches were often arranged in a “haphazard and irregular fashion”.   
• The Scottish Football Association joined FIFA in 1910 and was a founder member of UEFA in 1954.  The SFA is the sport’s governing body for football in Scotland and has the ultimate responsibility for the control and development.  The principal objects and functions of the Association, “ are to promote, foster and develop in all its branches the 
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game of association football in Scotland, and to take all steps as may be deemed necessary or advisable to prevent infringements of the rules of the game and the Scottish Football Association thus protecting the game from abuses”.    
• To achieve these objectives the principal services offered by the association are: 

o Providing assistance on football mattes to its members 
o Organisation of domestic and international competitive events at all levels 
o Training , selection and appointment of referees 
o Football education and development 
o Continued improvement of coaching methods, courses and initiatives 
o Liaison with other appropriate national and international organisations.   

• There is an important opportunity to re-establish the importance of the SFA in the national game and this will be helped by a more coherent view of the vision, mission, objective and outcomes we put in place. Direction and momentum are critical.  
• Currently, football in Scotland has no overall vision and lacks a comprehensive and coherent set of values, principles, planned outcomes and objectives. 
• A look at Europe reveals the fact that other countries have reviewed their practices and changed them on the basis of a plan for the future with aims, objectives and agreed outcome.   These have formed the basis of formal agreements, contracts and relationships involving the institutions and major contributors to the game: a process which is transparent, accountable, professional and robust and able to be the subject of robust monitoring and the ongoing measuring of progress.  No such review has been produced for Scottish football and as a consequence policy is always reactive, driven by short term considerations rather than being part of a proactive long term strategy 
• The governance is inappropriate for the current and future context of football: 

o There is a lack of effective formal consultation between the major stakeholders in the game and a serious lack of respect, confidence and trust 
o The game is very fragmented and at times lacks any overall sense of purpose.  There is a great deal of insularity, exclusiveness and isolationism 
o Decision making is slow and delivery does not match the urgency and complexity of the issues involved 
o There is a great deal of sectional and vested interest at work at the expense of the health and well being of the overall game. Openness, transparency and accountability lacking. 
o The game overall generates a great deal of indiscipline and a lack of respect for the rules and regulations of the game.   
o Roles and responsibilities are confused and unproductive with the elected officials too involved in what is essentially the work of the Chief Executive and his management team.   
o The committee structure may function for the benefit of the existing representatives but is ill-equipped and outdated and is not able to deal with the modern world of football and the speed with which events and issues emerge and have to be dealt with 
o There is no sense of modernisation and while there is some excellent work taking place within the SFA it is hard to see the current organisational structure allowing this to flourish.   
o There seems little concept of public value or return on investment permeating the SFA and once again the failure to reform decision making, policy and planning procedures and structure means that the full potential of the organisation is not being realised and incentives to change are simply not there. 
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o There is no performance culture within the SFA and for all intents and purposes the work is isolated in silos.  It is constantly worth repeating that much of the weakness of the SFA is based on legacy and history and a traditional mind- set that surrounds the work of the institution.   
• The shape and structure of the organisation has largely remained intact despite the changes in personnel and the passing of time.   
• There is also a lack of outside involvement in the work and deliberations of the SFA.  Non-football people are thin on the ground and with the exception of some committees, independent experts and informed outsiders are currently excluded from the different parts of the structure.   
• There is little dispute as to the importance of the SFA and what, it should strive to achieve as a governing body: 

o Governance with integrity 
o Performance of Scotland’s national teams 
o Effective working relationships with the two other bodies, the SPL and the SFL and the myriad of organisations that make up the game 
o Effective oversight of the implementation of the laws of football 
o Promotion of participation, standards, and financial well-being of the game 
o Fostering of development at all levels 
o Constructive dialogue with government and other sports 
o Effective representation of the game in Scotland and internationally.    

• The work of the SFA has become progressively less suitable and less effective in the light of these limited objectives to carry out its role in the modern game especially at a time when the scale of economic, social and life style change continues to dominate and have such a direct impact on football and the conditions in which it operates. 
• The review has also pinpointed a number of challenging but less tangible issues to address including: 

o the lack of trust, respect and confidence in the governance of football 
o the lack of a coherent and comprehensive narrative for the future of the game overcoming the informality of the workings of the structures  
o The game is not served well by the general perception of many outside Hampden that the SFA is defensive and where narrow sectional or constituency interests often seem more important that the national interest and the national game.   

3.3 SFA Role 
Overall 

 The report is critical but it is important to remember the valuable work being done by the SFA and the improvements that have taken place in recent years.  Areas such as Football Development, broadcasting, sponsorship, income generation and the wider links with sport and the community, have all made significant progress.  There is however, a great deal more still to be don e if we can modernise the institution and reform the structure, organisation and decision making.  That is why this report focuses on modernisation.  It is the governance of the SFA that is holding up more positive developments being developed and introduced for the benefit of Scottish football. 
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• Traditionally the SFA has been concerned with regulating and governing the game, setting out the laws, rules and regulations of the game, the running the Scotland Teams and organising the Scottish Cup and other competitions.   Over time it has extended its activities to cover a range of matters, including: 
o Commercial activities such as broadcasting rights and developing the new Hampden stadium 
o Developing the game at grassroots level 
o Setting standards in areas such as coaching, social aspects of the game including anti-discrimination 

• Developing the game is mainly done at local level and the SFA has now developed a Regional structure comprising 6 areas.    
Regulation and Compliance 

 

• A key aspect of the SFA’s work is the regulation and governance of the game to ensure that football in Scotland is played and run with integrity and to high standards at all levels-and operating under the rules of FIFA and UEFA.   The SFA sets standards both on and off the field with the aim of ensuring that everyone in the game appreciates what is expected and what will happen if those standards are not met.  - the recent referee’s dispute has highlighted the importance of this. 
• For the thousands of clubs who participate in the game in Scotland under the professional leagues, the non-league sides, the SSFA, the SJFA, the SAFA, the SWFA, the SYFA and the Women’s game, maintaining the highest standards and playing the game within the laws of the game, including FIFA, UEFA and the SFA’s own rules.    
• The SFA like other associations throughout the world is also involved in setting regulatory/compliance standards in areas such coaching, child protection, equal opportunities, drug control, anti-discrimination, bigotry and racism and licensing.    
Football Development 

 

• There is a tremendous emphasis and investment on encouraging the development of the game at all levels, for all age groups, for both sexes and in every part of Scotland.   In recent years a great deal has been done to help under-represented and disadvantaged groups become involved in football as well as players with disabilities and  develop facilities and football infrastructure through the Football Partnership.   
• As stated in the Performance Strategy the Football Development department currently has no clear mandate for the development of the game with inadequate resources to grow the game.  
The Scotland Teams 

 

• The most important task here is to develop our national teams – both men and women - and in particular develop squads from under 21s to under 16s.   
• The recently presented performance strategy addresses a series of recommendations for change to improve the long-term performance of our national teams.  
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Commercial 
 

• The SFA generates income to finance its activities and to invest in the game.   The FA’s turnover in 2009 was £25m of which the majority was derived from broadcasting, sponsorship and licensing agreements centred around the Scottish Cup and the senior Scotland team.    
Representation 

 

• The SFA speaks for the Scottish game in discussions with other international football bodies including FIFA and UEFA.   The SFA implements at a domestic level the relevant rules and regulations set by those bodies as well as ensuring that the SFA’s own rules and regulations are not in conflict with those of FIFA or UEFA.    
Challenges 

 

• Football is conducted in a permanent glare of publicity with every incident or development –large or small reported in detail and often at great length.   Against this background and a dramatically changing landscape of social, economic, political and information technology there are a number of challenges: 
o Dealing with the tensions created by the very different and often conflicting interests of the professional and national games 
o Adapting its own role and structures in a context where revenues and finances across the professional game are fragile and inconsistent 
o Responding to new or heightened concerns about issues such as discipline on and off the field 
o Representing Scottish football at a time when international developments through FIFA and UEFA dominate the game 
o Dealing with the challenges and responding to concerns about the financial health and management of clubs 
o Coping with two Different institutions representing League Football.   
o Adjusting to change and the electronic age where press and media and the internet have changed the basis of communications and the speed at which information is used.     
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3.4 SFA Board, Council and Committee Structure 
• The SFA is currently led, governed and organised through the following structure: 
• The President of the Council is also Chairman of the Board with the Vice-Presidents of the Council being members of the Board.    
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• There are real issues to be discussed and questions to be resolved: 
o Is the overall structure of the organisation appropriate? 
o Dealing with democracy and the representative nature of the organisation - what contribution does each part of the organisation make to the overall effort? 
o What is the role of the SFA in the game?   
o What is the function of the SFA Council? If it is to be representative of the game why there are such key omissions e.g. fans and spectators, referees, Government, sponsors, other sports, other stakeholders? 
o Can Council become the Parliament of the game, more deliberative and informal, a forum for an ongoing debate on current issues as well as looking to the future? 
o Does the new regional structure require changes to be made? 
o What should be the size of the Board and who should be on it? 
o How many committees do we need and what should they be? Is the current constitutional arrangements, including the Memorandum and Articles of Association and the AGM, the best way to handle the rules, regulations and the change process? 
o What changes need to be made to the Chief Executive’s role?   

Comparator Review of Sporting Organisations 
 

• As part of the Review of the Football Association in England, Alistair Gray on behalf of Genesis Consulting produced an excellent comparative study of sporting organisations in England and in other countries.   This was carried out in 2005 and helped shape the final outcome of the Burns Review.   
• It makes sense to use the findings of this comparative study to inform the current review of the governance, structure and decision making of Football in Scotland and in particular the SFA.   
• The study looked at FIFA, UEFA, National Football Associations in Europe and National Associations and International Federations of other leading sports.  Of considerable interest was the summary of recent changes in Football; 

o Growth of commercial power in the game 
o Importance of clubs over the national teams 
o Increase in earning power of some clubs and the development and influence of the Champions League 
o Expansion in the numbers of membership associations in UEFA 
o Growth of women’s and girls’ football 
o Growth of interest in well being, fitness, health and sport generally. 

• Professionalism now dominates many sports and with this comes many more challenges and problems, including clubs, players, agents, club licensing, rights protection, image rights, trademarks, insurance, registration and transfers and discipline.   In the Genesis report the author makes a telling comment 
”As is the case in many sports, there is evidence of growing concern amongst international 
governing bodies about the distortions and polarisation within sport caused by the 
perceived swing from a sporting to a commercial focus.  FIFA have a clear policy to support 
the national associations (NFAs) and their national teams.   NFAs must have the power to 
bring order to the sport in their country.   FIFA are promoting and supporting the 
development of new markets such as youth, women and Futsal and a new World Club Cup 
as great opportunities for the Sport.   NFAs will be expected to follow their lead” 
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• UEFA in their recent strategic plan - ‘We Care About Football’, stress the development of the game and wish to work towards 
o A united football family 
o Football representing integrity, sportsman ship and loyalty 
o Football being the number one priority for the organisation 
o Football acting as a democratic showcase through its structures, organisation, social participation and lifestyle and working with other sports for the common good 
o Building a stronger than ever football pyramid, with elite, professional, semi-professional and grassroots football inextricably linked and with each level supporting the others 

• From the work of the Comparative Study there is an interesting insight into the thinking of UEFA as far as structural and governance change is concerned.  UEFA officials favoured: 
o Clear, transparent and democratic structures operating at all levels 
o The concept of the Council being the supreme governing body 
o The Board should be composed of individuals acting for the good of the game as a whole, rather than the representatives of particular interests and should be elected from the Council 
o The continuation of many Board practices not to have non-executive directors, although they did acknowledge, to quote the report, “that a large number of National Football Associations were rooted more in the nineteenth than in the twenty first century and in need of modernising”  

Conclusions from the Comparative Review 
 

• The Genesis report produced set of conclusions and recommendations to help shape future thinking on the reform and renewal of large sporting organisations. The SFA represents a large organisation in this context.   From the conclusions a number of points seem relevant: 
• The SFA represents a model of structure and organisation which show very little change from the historical model 
• Many of the European comparators seem to be strongly influenced by FIFA and UEFA.   The impetus for change is largely influenced by the success or lack of success of the Association and in this respect the lack of success in nearly 15 years of international football and a myriad of problems in the domestic game certainly reinforce the belief that the current operation in Scotland is not working as it should not with -standing the new challenges that lie ahead.   
• Football is behind many other sporting organisations in terms of strategic planning, organisational modernisation and performance.   
• All National Football Associations and other sports reviewed had separate organisations delivering the professional game separately from the national/community game...   the Netherlands appears to have a closer and better working relationship between the professional and the community game.   This was certainly evident from my trip to the Royal Dutch Football Association as part of phase one of my review in early 2010.   
• None of the comparators was managed by a large Council.  As well as having an Annual General Meeting of clubs and Regions.  Although the Council is considered an essential 
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element, Council numbers generally have been reduced along with the frequency of meetings.   
• In terms of representation for the sport as a whole, referees and others in the game had greater representation in continental football federations 
• Most comparators felt the role of Council should be confined to statutes, regulations and rules with a strategic overview 
• Council should not be operational and Committees should be appointed by the Board 
• Many comparators had changed the fundamental shape of the annual General Meeting and the Council/Board 
• Move to more regional representation, rather than being aligned to boundaries that have less relevance today.   The SFA Council has the challenge of recognising six regions as well as nine representatives from areas which reflect the past and bear no relationship to the boundaries of modern Scotland 
• There is a debate on separating the different roles of the President.   The roles often combined are the “Head of State” or “Ambassadorial” and the Chairman (Executive/Non-Executive) of the organisation or enterprise 
• The role of non-executive directors were not easily understood in Europe but when the concept was explained to them and the role was better understood the following points emerged: 

o They are best deployed on a Management Board 
o They frequently provide challenge and objectivity 
o Those organisations that have introduced them value their contribution  

The Comparative Review-Pointing the Way ahead  
• Identifying relevant and innovative changes taking place elsewhere is of vital importance in looking at Scotland and assessing to what extent we can learn from others.  The following recommendations from the comparative study seem of interest; 

o There must be a clear desire to simplify, speed up and reduce the complexity of the Governing body’s organisation including 
o Fewer groups or sub-organisations 
o Fewer committees appointed by and reporting to the Board 
o Increasing limited use of committees 
o Consideration of a more formal alliance with the professional  leagues/game within the structure of the organisation 
o More emphasis on agreed formulas for the distribution of net revenues demonstrating a real commitment to the development of football at all levels 
o Within the structure a more formal demonstration of the importance of the grassroots/recreation/community aspects of the game and a real commitment to growing and developing the game 
o Boards should be reformed reflecting a clear commitment to excellent practice, strong leadership, good governance, operational transparency and improved performance 
o Independent directors are being increasingly used by British Sports as an integral part of modernisation 
o A number of the world’s leading sports have installed systems of performance management.   

• The steps being taken by the SFA to undertake a major and comprehensive review of Scottish Football will put Scotland at the forefront of modernisation and reform. Being 
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aware of what is happening elsewhere is important not only to learn but to ensure that the Scottish game can also be leading in Europe. This could be a unique opportunity for Scotland  
3.5 SFA Executive Management  
• The issue of the Chief Executive’s office and distribution of work- Relatively unimportant matters being dealt with by the CEO, leading to unnecessary exposure.   This tends to dilute the importance of the post and waste the authority of the office on bigger issues.   There is also the need to strengthen the CEOs office in a number of ways: 

o Current demands preclude dealing with a range of items that are dealt with within the structure or are not dealt with at all 
o There is a need to become less accessible on some issues but to increase the visibility and importance of other issues 
o There is a need to think beyond the short term and plan for the medium and long term.    

• Certain functions should be added include: 
o Facilities and football infrastructure 
o External liaison and the one door approach to a large number of stakeholders 
o Key contacts and direct communication with both local and central government 
o More work on policy and innovation 
o More coordination and cohesion brought to current work programme 
o More review, monitoring and evaluation of existing work 
o More long term thinking 
o More open and transparent approach, removing the mystery of floor six 
o More effective use of the management team and a greater degree of independence to undertake and oversee the day to day work of the SFA.  

• This will require more personnel directly employed in the CEO’s office with a combination of football, sport and outside people and at an appropriate level of salary 
• The reordering of the CE’s office should reflect a wider review of staff and SFA structure. Change should reflect a modernised game and the challenges and opportunities facing the game in the 21st Century 
• The business is football but the SFA needs to be more business -like in its delivery.   It does not make sense to have an all football cast when other skills are required.  Again it is facing up to a new era and responding to the accelerating pace of change, being more proactive and acknowledging the fact that the victory of ideals must be organised.   

4. Minor Change will not Suffice; Vision of the Future  
• We live in a world of change.  Football like sport and any other institutions have to adapt to the pressures, challenges and opportunities of the 21st century.   Change is difficult and threatens established and traditional methods of working, creates uncertainty, generates tensions and has the potential to disrupt.   Change is however inevitable and gives us choices: 

o We can adapt and anticipate change and remain in control 
o We can remain defensive and reactive where change controls and we are constantly on the back foot 
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o Failure to respond positively and in reasonable time frames means new opportunities are missed, problems remain unsolved and the trust and confidence of those involved in the game will erode.   
• It is important to recognise that change is a constant that requires organisations and institutions not only to change in response to what is happening in society but to build in the capacity to keep responding to change and be driving it not responding to it. 
• For football and in particular the SFA there are specific problems as we look ahead and these carry different levels of threat and opportunity: 

o Uncertain and at times hostile financial environment 
o Constant evolving of the rules and regulations laid down by FIFA and UEFA 
o Self generated issues of unsustainable finance 
o Economic stress in the form of a sluggish economy, and the overall financial and banking crisis 
o Rising unemployment standing at over 230,000 in Scotland at that is before the austerity measures start to impact 
o Austerity, anxiety and fear of the future 
o Fewer fans and more pressure as other attractions crowd in 
o Frustration and disappointment at current outcomes which sours the national mood and drives more and more people away from the game 
o Negative views of the game and the perception that game remains tribal and very partisan 
o Failure to attract more families and children 
o Perception that the game still appeals to a narrow and distinctive section of the Scottish population.    

• Against this there are very positive aspects to the game that rarely get serious coverage from the sports and football media and press.   These have the potential to add more value and contribute to the success of a modernised game and be wholly consistent with the change that is taking place.    
• To understand the need for Scottish football to change and the nature of that change then we have to assess our current governance, structures and methods of working in relation to six specific concerns:  

o The mission for the game as currently being defined by the question, “what do we want the game to achieve” and as a consequence, “are we fit for purpose”  
o Developing informed and intelligent view of the changes that are circulating around the game at the present time as well as looking ahead to see what will emerge in the future 
o Resolving the more obvious and immediate problems which require reasonably quick responses 
o Addressing the serious financial problems which exist and the enduring nature of the problems they pose 
o Need to modernise and continue to renew the Brand 
o Improve the ability to solve problems, rise to the challenges and exploit opportunities. 

• Other countries in Europe have reviewed their structures and practices and altered them on the basis of a plan for future development with agreed aims. No such provision exists in Scotland and so policy seems to be reactive, driven by short-term crisis and perceived opportunities, rather than forming a proactive, long term strategy.   
• The game must be actively managed to achieve important overall goals.  The current game lacks an agreed set of aims and this allows each constituent part to pursue its own 
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aims and agenda which can create tensions and conflict and lead to an inefficient use of resources, lack of transparency and clarity and fragmentation of thinking and policy delivery.  
• What is needed is stronger central direction and leadership of the game.  There is a need for a vision, a plan for realizing this vision and then a dynamic intent to implement the plan. 
• Such a plan will identify function and then create the form based on building on existing strengths, addressing existing weaknesses and shortcomings. The plan will be based on evidence and knowledge, an assessment of challenges, problems and opportunities in 2010 linked to a definition of vision and mission, objectives and outcomes and then determining the direction for the future and the shape of the SFA.   
• This will produce recommendations based on what is in the interests of the national game regardless of the narrow sectional, personal, institutional and representative interests which currently influence our thinking and our collective actions: these have to be acknowledged and understood but they should not be allowed to undermine or dominate the bigger and more important national priorities.   
• Without a clear sense of national focus Scottish football will drift around issues, giving too much importance to the less significant and too little consideration to the really important issues.    

5. Recommendations  In my report I detail 50 recommendations for change. The principal recommendations can be summarised as follows:  
5.1 Competitive League Football 

 1. Scotland should have one Football League Structure. The Scottish Premier League and the Scottish Football League should combine to form an integrated approach to the professional game.  2. The current set up of four leagues should remain with the SPL, the Championship and first and second division 3. From my review and analysis there are really two obvious options for the future of the SPL and SFL (1) A Premier League of 10 teams would make sense of the current financial difficulties, the fragile nature of the existing distribution of funds within the league and current anxieties about income from broadcasting and sponsorship – and would avoid a ‘split’.  This would lead to a reconstruction of the SFL creating a Conference league and divisions 1 and 2 with the possibility of Colt teams from the Premier League being integrated into the lower leagues; or (2) A Premier League of 14 teams which would be more in tune with what the fans and spectators have been asking for but which would run the risk of some serious financial difficulties and a reduction in the current financial distribution going to the clubs.  The quality of the SPL would also be a major consideration.  This would lead to a similar situation to option 1 as far as the reconstruction of the 3 SFL leagues are concerned and the infusion of Colt teams.  It seems clear that there is no perfect or obvious solution to the demand for restructuring as reflected in the work in the report which suggests that hard economics and finance may be the real influences at the present time.  Any solution arrived at would not in any way solve all the problems. 
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4. The distribution of finance to the SPL clubs is important and parachute payments for those who exit the SPL should be more generous and more in line with other European Leagues 5. Colts teams from the Scottish Premier League teams could participate in Divisions 1 and 2, in line with this and other recommendations in the recently agreed National Performance Strategy Framework 6. A pyramid structure should be introduced in Scotland. This would link the existing League structure, through new Division 2 (current3) to the clubs in the Highland League, South of Scotland League and the East of Scotland League and the Junior League. Discussions should continue to take place on an appropriate organisational framework 7. There should be more competition within our professional game. This should be achieved by more promotion and relegation and play-offs between competing leagues. This would provide more interest and more incentive. 8. The fragmented nature of the current set up of League football has led to the situation where there has been little formal discussion or serious dialogue between the SPL and the SFL about the future shape of League football. Understandably the SPL face pressures to make changes to refresh the product and deal with some important challenges. They are right to do so. THE SFL will also face some serious consequences if the SPL and the current division 1 are both involved in strengthening their game. The SFL has a right to be heard. The new single league structure will make a real difference. What is right for the future will be a matter of judgement when faced with balancing very complex football issues with a range of extraordinary financial issues.  9. To improve the prospects for young Scottish players playing with SPL clubs there should be more competitive experience. The SFA, SPL and the SFL should develop further the ideas of: colt team participation in the lower leagues; more extensive use of loaning out young players; and the introduction of incentives to encourage a larger proportion of young Scots in first team squads. 10. Regionalisation of the lower divisions of the SFL could play a part in the reconstruction of the Leagues. This idea has, currently, little support within the SFL but would be given some impetus if the Pyramid structure was developed to the and more formal discussions were to take place involving both the SFL and the SPL on a way forward 11. A winter break should be re-established in Scotland, with sometime in January being the favoured period.  This raises the wider question of whether the current football season is a help or a hindrance to achieving our wider ambition for the game.  There are many people who question why we remain enthralled to playing football in the bleak weather window of the calendar.  Obviously there is history and tradition and a great many other considerations which would make change difficult and for some impossible.  The youth and women’s game is moving to a spring, summer and autumn season and it is now important to raise the question of whether it makes sense for the professional game in the longer term to do likewise.  This was beyond the scope of this review but we do require an in-depth look at this issue with a report being prepared for the SFA, the SPL and the SFL. 12. The Premier League should start earlier in July, to help clubs involved prepare for European qualifying matches. 
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5.2 Strengthening Scottish Football’s Foundations 
 1. National organisations representing fans and supporters require greater respect and acknowledgement from within the game. This should be reflected in the structure and activity of football organisations including the SFA Council 2. More financial help and assistance should be provided to SFL clubs to help with football facilities as a way of promoting the wider sport and community interest 3. There should be much greater innovation in the game with for example SFL clubs being able to play Friday night football if that makes sense to the club, fans and the authorities 4. Within the new integrated League structure a Business, Community and Football Enterprise unit should be created to develop in a more structured and efficient manner the transformation of our SFL clubs to complete community models 5. The SFA and the new Football League structure should help build, in a more systematic way, a total network of community football and sporting clubs throughout Scotland building on the professional leagues, the Highland League, the South of Scotland and the East of Scotland and the Junior Leagues.   

5.3 SFA General  
 1. The SFA in partnership with the SPL and the SFL should prepare a coherent, comprehensive and integrated statement of intent and development plan for the future of Scottish Football. Looking at the role of football in modern society and the purpose of the national game. This would be the first integrated plan of its type and would provide direction, focus and meaning to our national game in a way which can be measured, so we can see how vision and ambition is translated into results and success.  2. Independent involvement should be introduced to every level of the work of the SFA, including the Board, Council and the partnerships, panel and advisory bodies recommended in this report. Opening up the work of the SFA is vitally important 3. The SFA should modernise and overhaul the structure, organisation and decision making of the SFA, to stream line the operations and make more efficient and effective the delivery of objectives and outcomes 4. The SFA should commission a specific review of the constitution of the SFA including: 

o The Memorandum and Articles of Association 
o The operation of the AGM and its protocols and procedures 
o The different form of membership of the SFA, including Registered, Associate and Full members 
o The process whereby matters go before the AGM with a view to considering whether or not change is needed to further modernise the SFA.  5. The SFAs delivery functions, essentially the Scottish Cup and the national teams, including the generation of revenues from their activities, should continue to be carried out by the SFA, as should oversight of the activities of the Hampden Park Limited.  In my report I make detailed proposed changes to the structure and style of the SFA’s functions. The proposed structure is illustrated below and described later in more detail: 
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5.4 SFA Board of Directors 
 1. The SFA Board of Directors should continue to have full responsibility for overseeing the running of the SFA and for the delivery of its strategic objectives, to which more time and focus should be given 2. The size of the Board should be reduced from 11 to 7 Directors 3. The Board should include a minimum of 2 independent non-executive Directors 4. Consideration should be given to refining the roles and responsibilities of the President and creating a new position of Chair of the SFA Board. The President should be a member of the Board as a non-executive director. In due course the Chair of the Board could be an independent director 5. The Board and Executive team should continue to be responsible for the high level policy and strategy functions of the SFA as the governing body. It should prove much easier to concentrate on these core functions once the simplifying and streamlining effects of the new structure are in place.  

5.5 The SFA Council 
 1. The Council of the SFA should become more representative of the diverse interests of the game including, supporters, players, managers, coaches and referees. There is a need to create an independent or lay perspective within the Council. 2. There needs to be a rationalisation of certain aspects of Council membership and an increase in the number of women. My proposed changes would increase the size of the Council from 36 to 45, including the President.  3. The revised role of Council would be to: 

o to receive reports from the Board as to the affairs of the Association 
o consider and advise on specific questions which may be delegated to it by the Board 
o generally provide a forum for discussion about significant issues for the development of the game. 
o In this regard the Council should build on the idea of being a “Parliament” for the game, an effective forum for debate. 

 
5.6 SFA Board Committee Structure 

 1. The nine standing committees of the SFA, excluding the Board should, should be removed and replaced by the two new partnerships, one panel with any other committees, working groups or panels to be determined by the Board. 2. The SFA itself should be reorganised to become more focused on the main organisations responsible for the delivery of football, namely the Community game and the Professional game. It is essential that the governing body is seen to be dealing with them in a way that reflects their equal importance in Scottish football.  3. A new “Community Football Partnership” should be established to provide integrated and co-ordinated leadership and governance for the recreation, grassroots and youth game for all ages and both sexes. The status of the community game has to be raised and its importance within the SFA has to be recognised.  4. The focus of the Community Football Partnership should be to promote participation and high standards in all aspects of the game and establish more credibility, status and importance within the structure of the SFA.  
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5. A new and more focused “Professional Football Partnership” Partnership” should be established to provide the machinery for dealing with the issues that the SFA has to address that relate exclusively to the professional game 6. The focus of the Professional Football Partnership would be to promote the integrity and well being of the game, on field quality, the highest standards of conduct and the interests of fans and consumers. 7. All the regulation, discipline, licensing and enforcement functions of the SFA, ranging from on field discipline through to an reporting obligations should be carried out by a new “Regulation, Compliance and Disciplinary Panel”.  This new structure would help tackle the kind of issue that immerged during the recent referee’s dispute.  8. To strengthen the Panel and to demonstrate its independence from conflicts of interest and unwarranted interference it is proposed that it should be semi-autonomous and operate at arm’s-length, although subject to (published) policy direction of the Board. It should publicly report its activities to the SFA Board and to stakeholders at large, in a way similar to many of the independent regulatory organisations created by the government over the past two decades 9. Within the unit and the work of its panels there should be a clear separation between the functions associated with “decisions to charge” and the convening of “judicial bodies” to hear cases and appeals. 10. Independent people from outside the game should have a key role. A degree of independence within the structure is essential to maintain respect, trust and confidence and to ensure the pursuit of justice is transparent and accountable and is not undermined by self-interest. 11. Membership of the new Partnerships and Panel should be determined by the SFA Board who should be able to select from Council members, other stakeholders and independent or lay people 12. The automatic allocation of two committee places to each member of the Council should end 13. The relationships between the Board and the Partnerships and Panel should be put on a sound business basis with a formal statement of roles and responsibilities outlined in Memorandums of Understanding. In the new organisation the Board will deal in the main with strategic considerations, direction and major decisions. The intensive work of the SFA will now be handled by the three new bodies. 14. All committees of the SFA should report to the Board either directly or indirectly through the Regulation, Compliance and Disciplinary Panel, the Community Football Partnership and the Professional Football Partnership. It would be sensible to continue to make use other expertise and experience currently available in the Council, by creating advisory groups or other arrangements. 15. An Audit and Remuneration committee should be established.   
5.7 SFA Executive Management 

 1. Delegated responsibility for the day to day running of the SFA should rest with the executive team headed by the Chief Executive, reporting to and supported by the Board and any advisory committees created by the Board as and when appropriate. 2. The process of modernisation should recognise the need for a greater focus on strategic relations, external affairs and facilities and football/sport infrastructure within work of the SFA. 
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3. The role of the SFA’s regional structure should be strengthened both to deliver more effectively on the ground, build better relations with all local stakeholders and help further devolve football from the centre 4. The SFA in partnership with the SPL and SFL should promote ways of encouraging effective budgeting and financial control by clubs and building on the new initiatives being undertaken by both the SPL and the SFL  5. The distribution of financial surpluses of the SFA-essentially the difference between the commercial income raised from the delivery activities and the costs incurred in running those activities and carrying out its central functions- should be subject to a simple funding formula. A division between the Community game and the Professional game is needed which reflects the priorities of the overall game. The agreement of all parties should be obtained for any funding formulae.  In concluding this summary of my report I stress the need for change in response to the needs and demands of stakeholders, as well as the forces of change sweeping through the global game of football.   Those running football in Scotland have a number of choices: 
• To remain where they are and face the consequences of their inaction 
• Select a number of changes that may appear easy to agree and implement and miss the opportunity to significantly improve, or 
• Embrace the need for change with enthusiasm and commitment and return Scottish football to its rightful place as a leading national association in the world of football and achieve recognition as Scotland’s truly national game.  

 
PART TWO 
 
Conduct of the Review 
 
Terms of Reference  The Review of Scottish Football was commissioned by the Scottish Football Association (SFA) in May 2009. The first part of the review was published in April 2010 and dealt with the “Grassroots, recreation and youth development” aspects of the game. The second part of the Review which is the subject of this report considers three important and interrelated issues: 

• the governance of the game in Scotland; 
• the future of the League Structure; 
• and the structure, organisation and decision making of the SFA.   

Approach and Method 
 The approach has been inclusive with a comprehensive and informed dialogue with the broadest range of football interests, including; 
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• A series of meetings, interviews and evidence sessions with a broad range of football interests 
• Meetings with representatives of the SFA 
• A review of the press and broadcasting material and the football literature 
• Helpful information gleaned from the previous survey of the SPL and SFL clubs and Scotland’s 32 Councils 
• Meetings with Government Ministers 
• Meetings with sports organisations and bodies. 
• Visits and meetings with SPL and SFL clubs 
• Meetings with senior officials  and  members of  the SFL and SPL 
• Meetings with senior officials and Members of the SFA 
• Desktop work obtaining information and knowledge of the game 
• Meetings with representatives of Fans and wider football interests.   

Context  The structure of the game in Scotland has been shaped over more than a century. The modern game is now made up of a vast number of institutions, clubs, associations, individuals, organisations, and affiliates representing the whole of Scotland, all ages both male and female. Our starting point has to be: (1) Our collective endeavours are not producing the success, the enhanced performances and achievements the people of Scotland rightly demand and expect. (2) The state of our national game is the concern and responsibility of every -one in the game. (3) Only by working together and building a consensus for change can we start to modernise and build a better future. 
  

PART THREE 
 

Setting the scene 
 
Introduction 
 Overall football in Scotland is in a fragile condition.  A fear of finance and fear of failure are all too evident in the fabric of our game.  Once again this is leading to a search for new ideas and, in difficult circumstances, a real desire to embrace change in what is likely to be a rare window of opportunity for our country, our clubs and for every community in Scotland. While the game is anxious and apprehensive about the future, there have been many achievements and successes in Scottish football which we should acknowledge, especially when viewed against the size of our population and the extraordinary national emotion and ambition that our game has to deal with.  That said my report pulls no punches and presents a dispassionate and candid assessment of the state of Scottish football and puts forward a set of far reaching reforms which are designed to reform structures, governance organisations and priorities within the game in order to deal with 
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current problems more effectively and embrace the challenges of the future.  Change will always be difficult.  But it has to happen.  The institution is the problem.  That is why a more productive structure and organisation will make an enormous difference to the work currently being done.  This is an issue of potential being realised in the future where currently no matter how good the development of the game is the real benefits to football and to the country will be limited.  Despite some positive achievements throughout the game in the last decade and a league structure that continues to attract relatively good attendances there is still a huge gap between our national ambitions for football and the success and achievements on the field.  With our failure to qualify for any major international tournament since 1996, the European Championships and 1998, the World cup there is understandably a real sense of national failure and the fans and the public will rightly express their disappointment at the collective failure of the game to deliver.  What the review tries to do is to go beyond these obvious manifestations of underachievement and underperformance and ask some searching questions about the mind- set of the game in Scotland and the structures, mission, ethos and organisation of Scottish football.  The world of football is changing rapidly and if we are to build and maintain a competitive edge in club and international football then we have to learn lessons and be prepared to marginalise sectional or constituency interests within football for the benefit of the wider game.  This is what the fans and the people of Scotland want to see.  The difficult context in which the game finds itself holds out little prospect of an early easing of the extraordinary financial and economic pressures.    Our attendance figures, boosted enormously and also distorted by Celtic and Rangers, allow us to punch above our weight in terms of European rankings and coefficients but that of itself does not help the game overcome some of the formidable challenges that lie ahead.  The review concentrates on what the game can do for itself and in doing so help football to become more attractive, more successful and be more effective in tapping the potential which undoubtedly exists to grow our club and national game.  The key to this is sustainable finance, building more capacity within the game to deal with change and for the football institutions to have a much more open and transparent approach to new ideas and innovation.    Our institutions are amongst the oldest in world football.  The burden of history influences what we do and there has been for far too long a reluctance to embrace modernisation and make the game fit for purpose in the 21st century.  So there is much to be done to change the way our national game is organised.  Much has been written about football in terms of day to day issues, controversies and the drama of fragmentation, indiscipline and self interest which too often distort the image of the game and precludes the promotion of positive things being done. The recent referee’s dispute is a classic example! All of this is understandable when some newspapers have 20 pages of football to fill every day but all of this impacts on the public perception of the game and leads to the conclusion- heard often in taking evidence-that the game is too preoccupied with itself and less concerned with the fans, supporters, sport and the wider frame of interests that the game relies upon for its existence.   This is why institutional inertia and the burden of history are real problems.  There is a need for the game to reconnect with its base and the people of Scotland in a more open, innovative and modern way.  It is their game- the 3.  1 million people who watched the SPL in 
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season 2009/10, the three quarters of a million people who watched the SFL , the hundreds of people who watched our international sides in the past year and  of course the vast army of armchair viewers.  These people are the real shareholders of Scottish football and it is worth reminding ourselves that in Scotland we have the most loyal, often long- suffering, and passionate fans in the world.  Our nation demands our international sides qualify in a consistent and sustainable way for the World Cup and the European Championships and that our top clubs do well in the Champions League and the Europa Cup.  Few countries with small populations are as ambitious as Scotland in aspiring to achieve both strong clubs and national sides.  This is a measure of the ambitious environment in which Scottish football operates but it is also the reason we need to change.   If our level of national ambition is to continue, which is a very positive mind set for a country like Scotland, the game needs to change dramatically to close the gap between where we are and where we need to be!    My report makes no apology for being hard hitting about the state of our national game.  As a “passionate independent” I have been encouraged by talking to a whole range of people who believe change is needed at the same time, many are optimistic.  They often expressed the view that we need more self belief and that Scottish football is and can be much better that we would glean from the back pages of our newspapers.  The Governance of the game has to change.  The representative and participative structure of the SFA, the traditions, procedures and decision making and the inherently defensive and insular approach of the organisation all present a serious obstacle to the modernisation of football in Scotland.   The present set up may have been appropriate and effective in another era.  But today the pace of change, the financial pressures on football, the social and economic developments in society, the volume of day to day requirements and responses, the need for long term thinking and the need for informed policy and sound decision making represent a new world which requires a new modus operandi in the way we operate and in the way we deliver.  Modernising the governance of the game is the central challenge of this review.    How do we create institutions and organisations which are effective and responsive? What is the purpose of football in the modern era? What is the game seeking to achieve for country, club and community? How can we retain the positive aspects of history, tradition, representation and sentiment in contemporary football?  To answer these questions the review sets out in stark terms the concerns and criticisms that have been levelled at the current structures and organisation.  These are based on the comments of clubs, organisations and individuals as well as representing a summary of my own views based on a thorough analysis of the institutions and in particular the SFA.  
No Overall vision for the Game  
 Football in Scotland has no overall vision and lacks a comprehensive and coherent set of values and principles and outcomes and objectives.  The criticisms are often levelled at the SFA but many of the governance issues can be found throughout football in Scotland. Leadership and Governance and the structure, organisation and decision making are crucial for the success of any organisation. Institutions have a vague and limited set of things they aim to do.  There is a lack of effective formal 
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consultation between the major stakeholders in the game and a lack of respect, confidence and trust.  There is a distinct lack of confidence within Governance, with the exception of the SPL.  The game is very fragmented and at times lacks any overall sense of direction.  Decision making is slow and delivery does not match the urgency and complexity of the issues involved.  There is a great deal of sectional and vested interest at work at the expense of the health and well being of the overall game.   There is too much points scoring and as such the game generates a great deal of indiscipline and a lack of respect for the rules and regulations of the game; again the referee’s dispute illustrates this.  A kind of tribalism operates and the highly informal consultation and dialogue that takes place between the institutions and their representative structures is no substitute for effective liaison, formal dialogue and cooperation.  Decision making structures often lack focus and direction and compared with the best of the business sector are relatively ineffective.  At times the game seems preoccupied with its own internal workings rather than the problems and challenges facing the game.  Openness, transparency and accountability are lacking: this is the legacy of history. The distribution of roles and responsibilities are confused and unproductive with the elected officials too involved in what s essentially the work of the Chief Executive and his management team.  There is no real acceptance that the board takes strategic decisions and the Chief Executive is in charge of the day to day activities.  The game is too defensive and pessimistic and there is a great deal of grudge and grievance football politics.  The committee structure may function for the benefit of the existing representatives but is ill-equipped and outdated and is not able to deal with the modern world of football and the speed with which events and issues emerge and have to be dealt with.  The game is also bigger than its component parts and personalities. Rules regulations and conventions should apply in equal measure to Chairmen, board members, managers, players, referees and personnel involved in the game....   recent events have shown a remarkable degree of ill-temper, ill-discipline and vitriol rarely seen in a national sport.  This should be a wake -up call.  The game too readily seeks to blame others for its difficulties and on the back of more self belief the game has to take more responsibility for its own shortcomings and its future.  There is no sense of modernisation and while there is some excellent work taking place within the SFA it is hard to see the current organisational structure allowing this to flourish.  There seems little concept of public value and return on investment, permeating the SFA and once again the failure to reform decision making, policy and planning procedures and structure means that the full potential of the organisation is not being realised and incentives to change are simply not there.   There is no overwhelming performance culture within the SFA and for all intents and purposes the work is isolated in silos.  It is constantly worth repeating that much of the weakness of the SFA is based on legacy and history and a traditional mind- set that surrounds the work of the institution.  The shape and mould of the structure has largely remained intact despite the changes in personnel and the passing of time.   
SFA and Governance 
   But many if not all of the problems and difficulties within the SFA essentially relate to the overall structure, organisation and decision making i.e. Governance- in particular the  how the key components interact and relate to each other-  1. The Constitution, the law and rule making aspects of the AGM 
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2. The Council; 3. The Board; 4. The committees; 5. The Chief Executive’s office, and the management structure;  6. The composition of these various parts of the structure;  7. The relationships between the different parts;  8. The nature of the decision making process that has to serve this type of outdated  structure; 9. How the roles and responsibilities of the various parts actively engage with each other in the delivery of the product.   There is also a lack of outside, or independent involvement, in the work and deliberations of the SFA.  Non football people are thin on the ground and with the exception of some committees independents and informed outsiders are currently excluded.  Of course football is not for the faint hearted.  It is a tough competitive and challenging game at professional level.  That is how it should be.  There has to be a better way of running the overall game, which provides a more effective and credible structure for this to take place.   So the report contains a thorough review of Scottish football and  sets out a number of recommendations to improve the game, create modern and effective governance and seek to provide a robust structure, organisational strength and authority and sound decision making structures. Leadership and governance are the key to success The report also attempts, in this modern world, to harness some of the traditions, sentiment and history of the game and recognise the ongoing contributions of a significant number of representatives.    This report presents the conclusions and recommendations of the Review of Scottish Football, Part 2.  The review has looked at key aspects of the game; the League Structure including the Scottish Premier League and the Scottish Football League; the Governance of the game and in particular the relationships between the SFA, the SFL and SPL; the structure, organisation and decision making processes of the SFA; the pyramid structure; the winter break; and a mission, values and principles statement for the future of the game.  The review is intended to provide a comprehensive assessment and an analysis of the problems, challenges and opportunities facing football and a set of recommendations and proposals which will provide a blue print for the further improvement and modernisation of the game.  It is my hope that the window of opportunity for doing something different and the recognition that the game is in a fragile condition will lead to an acceptance and embrace of change.  Every -one has an interest in significantly improving the game and starting to close the gap between the aspirations and ambitions of the nation and our current levels of achievement at club and international level.  I am optimistic that this can be achieved.   
 
The need for Consensus   
 A summary of main themes emerging from the review and the key recommendations are outlined in the executive summary.   The Review has, inevitably, touched upon controversial issues, including many that have been the basis of discussion and disagreement in recent years.   What is important is an emerging consensus not so much on some of the detail of what needs to be done but on the challenging condition of the 



33 
 

game and the need for change.  Change is one thing but the ability to implement recommendations is the difficult part.  This should not be underestimated.   The enthusiasm and insights provided by those interviewed for the review have been of enormous help.  
Issues to be addressed  
  There is a considerable amount of positive work being done by the three football authorities in Scotland and in recent years there have been improvements over whole a range of football activity.  But more needs to be done.  The review has been structured in the following way.  First laying out the background and providing context for the issues to be discussed.  Second, asking the important questions about our vision and mission, What is the purpose of football? What are we trying to achieve?   Third, looking in detail at the condition of the game in 2010.  Fourth, building a football nation, growing the game and setting out the recommendations.  There is very little dispute as to the importance of the SFA and what, in the broadest of terms, it should strive to achieve as a governing body, namely governance with integrity; effective working relationships with the two other bodies, the SPL and the SFL and the myriad of organisations that make up the game; the provision of the laws of football and an effective oversight of their implementation; the promotion of participation, standards, and financial well-being of the game; the fostering of development at all levels; a constructive dialogue with government and other sports; and effective representation of the game in Scotland and internationally.   The work of the SFA has become progressively less suitable and less effective in the light of these limited objectives to carry out its role in the modern game especially at a time when the scale of economic, social and life style change continues to dominate and have such a direct impact on football and the conditions in which it operates.     This has created the need for arrangements that may have worked well in the past to be modified and to evolve in order to accommodate the needs of modern football.  Some of these changes may have to extensive so as to ensure the SFA exercises the appropriate levels of authority and institutional leadership which are required.  There seems little argument about the lack of clarity, the fragmentation, the lack of direction, the lack of coherence, the lack of purpose, the lack of mission and core values and an organisation modelled for a different era that lacks a modern approach and is failing to establish the right level of trust and confidence in the wider football world and beyond.  All of these characteristics are heavily influenced by history, traditions and sentiment which are real obstacles to the SFA fulfilling its role in current times. Change is also intimidating.  This has led to some frustration and tension, which has undermined the authority and the effectiveness of the organisation.     The future of the league structure is currently the subject of intense discussion within the SPL and its 12 members.  Since the breakaway from the SFL in 1998-99 there have been real tensions between the SPL and the SFL.  This has eased in recent months and there is a real possibility of closer working relationships in the future.  Once again there are real benefits to be gained by a 
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more  joined up way of organising our league football in Scotland.  This report has been informed by the work done by the SPL and they have provided some helpful and up to date background material on the ideas being considered.  Discussions with the SFL have been more concerned with the challenges they face including, finance, sponsorship, developing new business and community models, club expenditure, the threat of clubs going into administration on the back of Dundee and the real concerns of the vast majority of Chairmen that attendances at games could suffer as the economic recovery stalls or remains sluggish, unemployment rises to over 250,000 and public expenditure cuts start to impact.    What is important is that the 42 clubs acknowledge that there is a real and better future for the game, if we don’t get too influenced by holding on to what we have got and concentrate instead in growing our football in Scotland, in a number of new and imaginative ways.  The fear of finance could be a corrosive influence in the years ahead.    The review has also pinpointed a number of major but less tangible and in some respect more difficult  issues to deal with including, the lack of trust, respect and confidence in the governance of football, the lack of a coherent and comprehensive narrative for the future of the game including a mission statement and a set of core values and  a working set of principles, overcoming the informality of the workings of the structures and instead creating MoUs, service arrangements and agreements on all aspects of the game, and a strong sense of purpose for the SFA.  What football does and how it operates has to be more transparent and accountable with a greater sense of clarity.   Real or imagined these views do not help in building up a new and more positive public attitude. Most people acknowledge that football governance is a tough business.  It is fiercely competitive, and a rough trade.  But there has to be a consistent and respected level of how the game and its method of operation are viewed by the fans, supporters and public, if we are to secure the assistance and financial investment of a large number of organisations and bodies in both the private and public sector.    
Report Structure 
 The report’s structure is:  

• Part one: Executive Summary and recommendations 
• Part two: Conduct of the Review 
• Part three: Setting the scene 
• Part four: What is the Purpose of the Game in 2010? 
• Part five: Condition of the game 

o The League Structure 
o The Scottish Football Association 

• Part six: Next steps, and implementation strategy   
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PART 4 
 
What is the Purpose of Football in 2010? 
 What do we want the game to achieve?  What is the vision for Scottish football?  What are our expectations for the national and club game in Scotland?  What kind of football nation do we want to be? What does the game represent or stand for?  What are the principles and values that drive the game? What is the purpose of football in the 21st century?   These are huge and complex questions but we need answers.   This will help reveal the kind of football country we are and want to be; outline the extent of our ambition and our determination to succeed; our direction of travel and the importance of the mile stones we need to pass on our way; highlight what we expect from every-one in the game and how the game is to operate.    Being success and performance driven will be a hard ask, but a vital one. To use a phrase, the victory of ideals must be organised. But first we need to identify the ideals.   Football has to be identified with the best principles and values. Our leadership role demands this.   We need to play our part in the sport and fitness revolution the country so desperately needs, to win permanent respect. All of this requires a shift in mind set and for the game to embrace a much better sense of itself and an outward looking view of the world.  That is why we need a Performance led Structure which: defines a genuine vision and mission statement: brings together a unified focus on the future: defines positive objectives and outcomes we seek to achieve: guides our investment: the timescale for achievement: put in place effective systems to measure progress: the values and principles which underpin our approach and lays out the direction of travel.  This type of thinking has to permeate every part of the national administration of the game, from the top to the bottom.  This will establish a sophisticated, ambitious and well thought out basis for our game and achieve a greater sense of coherence and purpose, a clear statement to the world outside football that we have a sense of direction and to those who will be involved with us, in so many different ways, we will offer a modern and informed approach and a unity of purpose.   This will be a discipline as well as a narrative.   This then has to be further translated in to the objectives and outcomes, the rules and regulations and conventions, protocols and procedures which govern our game.   
Understanding our weaknesses   
 We can’t blame population size for the failings of our national side and the lack of success in major world and European tournaments in 1998 and 1996 respectively. We can’t blame our harsh climate, although playing in the winter weather is not the best way to develop skills and make the 
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best sense of the talent we have. We can’t blame the government for lack of investment when they are suspicious about what we do and are confused as to why in certain aspects of the game we are not spending more football cash on the real priorities of the game. We can’t blame the lack of national pride and passion and ambition, which is amongst the best in the world. We can’t blame our fan base as this has remained reasonably steady over many years. We can’t blame the lack of finance as this does reflect market size and the quality of product on the pitch. Why bother to blame the media for their often negative, pessimistic and sceptical coverage of the game, who reflect to a large extent the kind of mind set which is endemic to every aspect of life in our country and who are unlikely to change in the near future: for good or ill they seem to be part of who we are. There is an alternative scenario which suggests we look inward and take responsibility for the plight of our national and club game.   There is a heavy sense of institutionalisation surrounding the game and while progress has been made in the SFA,SPL and SFL over the past decade more needs to be done and in particular within the SFA where history, representation and traditions  provide real obstacles to making progress and taking the steps needed to create a world class organisation.   This is not to say that the SFA as the second oldest national football authority in the world should turn its back on its history and, the distinctive characteristics and traditions which have built up over the 138 years of its existence.   There is a place in football for all of this but it needs to be seen in the context of modern world, the extraordinary pressure and demands now on the game and the extent to which radical change is required to have an organisation fit for purpose in the 21st century.   There is still a great deal of hostility to football and an underlying sense of irritation at some of the game excesses- although much of this is based more on myth and reality.    There are also concerns that football still attracts some of societies less attractive qualities-anti-social behaviour, racism, bigotry, indiscipline in particular.   Despite some remarkable work having being done in these areas over the past decade there remains much more to be done.   People’s perceptions are important especially those of government, broadcasters, sponsors and parents whose contribution to the game are vital  if we are to grow football and achieve success and sustainability in the future.   If we adopt a tough and uncompromising framework of values this will influence the game at every level and act as a real and permanent reminder of what football and society expects from individuals, bodies, organisations, clubs and institutions.  We are a sport that is always under the microscope and the subject intense and incessant public and press scrutiny.  
 
Fragmented Game 
 Each organisation-SFL, SPL and SFA- can pursue its own objectives and policies, if so, this will continue to provide a game with little cooperation, coordination and consistency and will reinforce the widely held view that the game is underperforming and underachieving.   There are encouraging signs that this is changing as we see an infusion of new ideas, new personalities and a dawning realisation that change is essential.   As a consequence of positive and negative reasons things are about to change.  Key concerns to be tackled by comprehensive and coherent vision statement: 

• Own agendas and objectives; 
• Lack of joined up vision...  lack of joined up thinking.... and a lack of joined up delivery; 
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• Despite improvements in recent years there is still a lack of over -all authority being exercised by the SFA-this is especially important when a lack of discipline seems to be entering the game, there is a lack of mutual respect and the imbalance between the national game and the club game is becoming more evident.   
• Lack of a national performance framework allows a great deal to be done without much testing, little monitoring and a failure to assess the return on effort and investment; 
• Narrow and outdated interest 
• SFA need to strengthen role not strong to drive forward comprehensive reform; 
• “The central direction and leadership of the game in Scotland is fragmented and weakened” The Chester Report 1968; 
• Are Scots retaining their passion for the game despite the current problems; 
• Work towards common goals and objectives  
• We need a collective sense of purpose and ambition 
• The public and external bodies, including government have to understand better what we are trying to achieve.  So it is identifying what we want to achieve and then creating a comprehensive plan to achieve this. 

 
Building a Vision 
 Looking  at the condition of the game, analysing(diagnosing) the challenges, problems and opportunities and putting forward a prescription for the future requires a serious and fundamental consideration of what we are seeking to achieve in football.   Currently the game lacks a comprehensive vision or mission statement and as a result appears to lack coherence and any sense of collective destiny.  Building a vision we can all agree upon is difficult.  The fragmentation of approach, the extraordinary number of groups, organisations, clubs, bodies and personalities within the game and the lack of trust and confidence between the major players often conveys a sense of drift, a lack of overall purpose and authority and a game uncertain and nervous of its future, lacking in confidence and not working to any overall plan or framework.  What we are talking about here is not just some vague set of aspirations and wish list for the future that every- one can easily sign up for  but a reasoned statement of intent and ambition linked to a set of measureable, transparent and relevant objectives, outcomes and outputs.   Not only providing the basis for an inclusive and shared approach to the future of the game but also providing a focus to unify and inspire and more importantly deliver.   Singing from the same hymn sheet should be achievable.   Internal coherence will be one benefit but there are others.   Increasingly football will play a bigger role in the health, fitness and well being of the Nation and this in turn will require more involvement with the wider world of sport.   For football to do this with more credibility than we have shown in the past we need to present an integrated approach to external  relations and be able to not only have a comprehensive vision for the future but to convey a real unity of purpose.   This is vital for the game to maximise on its undoubted potential as a major sport but also as a significant contributor to each community in Scotland and the future of our country.   The public, fans and supporters also need to have a more favourable and positive view of football. They are the key to success and will have a greater sense of confidence in football if they believe the game is 
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facing in the same direction and avoids some of the obvious infighting and ill feelings that too often dominate the news and media.    
The importance of Football 
  In our search for an integrated vision for the future of the game it is important to remember that this has also to be based on the values, principles, ideals and the best traditions of football.  Over the distinguished 138 year history of the game in Scotland our aims and objective have been very much influenced by the passion, pride and sentiment that have been the hall mark of the Scottish game.   Our modern game requires these qualities but also a great deal more if the success the fans and nation are so desperate to achieve is to become a reality.  Being clear about our vision and a set of objectives and outcomes is also a statement about who the football community is.   This is where the contribution of the national and club game over the years provides evidence of the role football plays in our national life- this is where the Shankly comment, of football being more important than life or death, seems so appropriate.   In doing the research for the review and in speaking and listening to so many people wrapped up in the game  I am constantly amazed and impressed by the importance  of football to the life of our country.      This is worth remembering as we look again at the total worth of the game and the need for our mission statement to reflect on the wider set of considerations which lie at the heart of what football means in the modern era.   This doesn’t in any way underestimate the problems, challenges  and threats facing the game and which are the subject of this review  but it does remind us that there is much about the Scottish game  that deserve praise and acknowledgement.   The fragmentation of the game and often the lack of self belief have resulted in this loss of perspective and a failure to appreciate the fact that the total worth of football is considerable and can be far greater if horizons are extended and coherence of purpose is achieved.   This is where our vision and mission matter.   This vision, values and objectives framework has to reflect the different levels of the game and the diverse nature of those participating.      
First of all, UEFA   
 In March 2010 UEFA President, Michel Platini, talked about the future of football and UEFA.   First of all the need to face the challenges with confidence and fortitude and this applied to each of the 53 member associations.  First, financial fair play was vital for the future of the clubs and they should respect clear rules on the management of their finances, adding that it was a question of ethics, credibility and even a question of survival of the sport.   The principles of financial fair play are important not only for clubs but for the institutions and national associations who oversee and regulate the game.   From 2012/13 season clubs participating in European competitions will have to follow a simple but demanding rule” they will not be allowed to spend more than they earn” Second, concerned minors and the duty of care and while his comments were about the transfer of Under-18s there was a wider resonance to his remarks.  He said, “I firmly believe that it is our duty to protect children.   And to safeguard their education.   It is a social battle we are waging, a noble and just battle” Third he highlighted a number of other issues which were on the UEFA agenda and which were impacting on national associations such as drugs, violence, the quality of infrastructure 
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and relations between different football organisations.   Platini concluded by linking the ability to face the future with being faithful to the ideas and values of the game.    UEFA President Michel Platini in 2009 presented eleven key values as the foundation for the European game and the basis for future football activities and dialogue with the political, economic, social and sporting worlds....   .  especially important for Scotland as a way of generating a greater understanding of the game and its overall aims in the eyes of a wider audience.    
The Values of UEFA for European football’s Future 
 
Football first: In every -thing we do, football must always be the first and most important element that we take into consideration.   Football is a game before being a product, a sport before being a market, a show before being a business.   
Pyramid structure and subsidiary:  At international and European level, the autonomy of sport is reflected by the pyramid structure of football.   FIFA, UEFA and the national associations work hand in hand, while respecting the principle of subsidiary.   This allows us to defend the interests of football in the best possible way.   
Unity and Leadership: Strong leadership is required but in a spirit of consensus.   Closer relations are required with football fans without whom there would be no professional game.   
Good Governance: Good governance means openness, democracy, transparency and responsibility.    
Grass roots football and solidarity: Football is based on the grass roots, played every whereby men and women, boys and girls.   The top professional level is just the tip of the iceberg.   We need to strengthen solidarity both to protect the future of football and to deliver the wider benefits that our sport brings to society as a whole.   And it is also because of the strength of football lies in its grass roots that we have to preserve the local, regional and national identities of our game always in accordance with the law.   
Youth protection and education: There are sporting and moral responsibilities.   Let’s not forget that players under the age of 18 are children or adolescents.   We want to protect the future of children in football and stop them being uprooted when they are much too young 
Sporting integrity: Our primary focus must continue to be a total commitment to protecting sporting integrity and the proper running of our competitions in order to preserve the true spirit of our game.   
Financial Fair Play and regularity of competitions: There is a need to support fair play on and off the pitch.   Financial fair play means that clubs operate transparently and responsibly, to protect both sporting competition and the clubs themselves.   Financial Fair Play means clubs not getting into a spiral of debt to compete with their rivals but rather competing within their own means, ie the resources they generate.   
National teams and clubs: National team and club football are vital and complementary elements of football.   We need to ensure there is a balance and this must be maintained and strengthened.   The development our game at every level depends on this 
Respect: Respect is a key principle of football.   Respect for the game, integrity, diversity, dignity, players’ health, rules, referees, opponents and supporters.   Our message is clear-zero tolerance against racism, violence and drugs of any kind.   Football should unite people and transcends 
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differences.   Racism and any other forms of discrimination will never be tolerated.   Football must set an example.   
European sports models and specificity of sport: We must remain totally committed to the European model of sport, a model characterised by promotion and relegation, the solidarity principle, as well as open competitions and opportunity for all.   This is what sport-and especially football-is all about.   We have to protect this model because sport is simply not a business like any other and we can- not allow it to be treated as such.   We need to defend the specificity of sport.   From the highest level of football these values provide a useful start in building this values and mission framework so important for giving the game in Scotland a firm foundation and a basis upon which to develop.     
Financial Fair Play 
 As part of the effort to provide financial stability and sustainability UEFA has also put forward a set of regulations covering Financial Fair Play based on the concept of clubs having to balance their books, not spend more than they earn and operate within their financial means, thereby curtailing the excesses that have endangered football’s health in recent years.   Other key objectives if the concept are to reduce pressure on salaries and transfer fees, protect the long term viability of European club football and ensure the clubs settle their liabilities in a reasonable timescale.   UEFA has confirmed that more than 650 club-premier league or equivalents-through- out Europe had been surveyed.   It had been found that 50% were making losses every year and 20% were making massive losses, spending 120% of their revenue every year.    The financial fair play concept and the regulations are aimed at improving fairness in European competitions and stimulating long term investment in areas such as youth development and the upgrading of sports facilities and infrastructure.   More discipline with club finances and responsible spending and investment are crucial objectives....   football and sports infrastructure and investment in  youth/talent/elite development  are pressing priorities  in Scotland and while improvements will need a partnership involving many organisations the lack of sustainable finance at club level will continue to preclude the injection of the desired levels of long term finance needed to overhaul and modernise these important parts of the game.... ..     The principal objectives of financial fair play are: 

• To introduce more discipline and rationality in club football finance 
• To decrease pressure on salaries and transfer fees and limit the inflationary effect 
• To encourage clubs to compete within their revenues 
• To encourage long term investments in the youth sector and infrastructure 
• To protect the long term viability of European Club football 
• To ensure clubs settle their liabilities on a timely basis.   In recent seasons many clubs in Scotland have reported repeated and worsening financial losses-the PWC reports confirm this.   The implications of this are obvious and not confined only to the Premier League.   Difficult market conditions for clubs can negatively impact revenue generation and create additional challenges for clubs in respect of availability of financing the club as a going concern.   Many have experienced shortfalls in working capital and this has lead to problems of payments to other clubs, players and other staff and National Insurance/Tax authorities.   
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UEFA is developing sensible and achievable measure to realise these objectives with the aim of achieving sustainability.   They include an obligation for clubs, over a period of time, to balance their books or break even.   Under the concept, clubs can -not repeatedly spend more than their generated revenues.   Guidance will be given on salaries and transfer spending, indicators provided on the sustainability of levels of debt and clubs will be obliged to honour their commitments at all times. The financial fair play measures will involve a multi-year assessment enabling a longer –term view to be taken.   The measures are to be implemented over the next three years.   There is a need to develop a comprehensive and continuing financial assessment of all the professional clubs in Scotland as the financial fair play measure will only impact the SPL.   Steps are already being taken to intensify the scrutiny of all clubs and the recent problems at Dundee have only heightened awareness and the need for robust measures to be in place.   The European context is the first consideration in creating a mission and values framework for football in Scotland.    
Objectives and outcomes 
 The next step has been to look at what football should be trying to achieve in Scotland.   There seems to be a consensus that overall the game should be attractive, entertaining, vibrant, inclusive, competitive, cohesive, transparent, healthy and successful: hard to disagree with any of these general aspirations.    Below this lies a more specific range of general objectives-values and principles for football which are vital for underpinning the values and mission statement the game urgently needs as well as influencing the nature of the recommendations outlined later in the report: 

• SEEKS success at every level and develops ways of measuring progress towards more specific and detailed outcomes 
• ATTRACTS the widest possible participation and involvement in the game.   Broadening the base of participation is vital for growing every aspect of the game 
• ACKNOWLEDGES the importance of the game to every community and every part of Scotland and understands the potential of the community model 
• IS AWARE of the wider contribution the game makes to the improvement of the health and fitness of the nation 
• ACKNOWLEDGES the problems of inequality and poverty in Scotland seeks to work with Government  as a social partner in tackling some aspects of the problem 
• CONTINUES to address  the problems of bigotry, racism and anti social behaviour  in the game 
• ACCEPTS the need for football to be part of the wider sporting family and make more serious attempts  to work in partnership on a broad range of issues 
• CONNECTS better with those out with football who have an influence on what we do such as Government and business  
• ACKNOWLEDGES the importance of the fans and spectators in the game and the need to develop better ways of involving them in the game and extending their influence 
• UNDERSTANDS the importance of the football to national pride and Scotland the brand 
• DELIVERS financial success, stability and sustainability 
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• PROVIDES for the professional game to be entertaining, competitive, vibrant  and attractive 
• ENSURES the achievements of the SFL clubs- community, branding, history, football, participation and local traditions- are respected and their role in the game is developed in new ways 
• EMBRACES  a real drive for modernisation 
• VALUES the role the game plays in building character, respect and responsibility across the age groups and the sexes in every part of Scotland 
• CONTRIBUTES  to success of club football  at both national and European levels 
• ENSURES  the maximum contribution of the Clubs to the National game and a better balance between the professional and community aspects of the game 
• UNDERSTANDS  the importance of the women’s game and the contribution this will make to the growth in overall participation- the largest part of the growth above the current levels of nearly 400,000 will be from girls and women -and family and community involvement 
• RECOGNISES the need for good governance and the best possible structure and organisation for decision making within the game 
• ESTABLISHES  trust and confidence between the  institutions, organisations, clubs and bodies that make up the game 
• ACKNOWLEDGES the importance of transparency, openness and accountability  
• BELIEVES in the need for all aspects of the game to reflect discipline, respect and integrity  
• CONSIDERS the need to retain some of the best traditions of the history of the SFA but in a modern form....   .  combining the old and the new with more purpose 
• CONCENTRATES on the need for value for money-return on investment-public value in relation to the financial aspects of the game 
• PROVIDES regular participation by the national teams  in the final stages of major international tournaments * 
• CREATES a thriving professional football sector, with clubs being secure financially and achieving well above the country’s population weight in international club competitions * 
• PROMOTES Scotland as a beacon of best practise in most aspects of football organisation by other associations and bodies* 
• ACHIEVES the elite of Scottish footballers being regarded as top class players around the world and being sought after by the best club sides in Europe* 
• GUARANTEES that all Scottish youth have the opportunity to train and play football in high quality facilities, at least the equal of the best of other western countries *  
• ENSURES an absolute priority is given to the development and nurturing of elite talent *Taken from Professor Moorhouse from  Glasgow University  We need to develop a comprehensive statement of intent or narrative  including ,mission statement, values and principles and outcomes and objectives.   This has to be based on: the UEFA values , the recent declarations on Financial Fair Play; the wider objectives and principles outlined above; and subsequently an outline or summary of the more detailed set of specific and measureable objectives and  outcomes that will be needed  to  drive the game forward at every level.  This will form the first part of a formal and measureable framework needed to achieve the success and improved level of performance that everyone wants to see.  In practice the values, principles and outcomes have to be 
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subject to a stricter and more formal regime based on a set of written agreements /MOUs between those involved in delivering the results on the ground- for example between different institutions the SFL, SFA and SPL- within the game, between the SFA and the Government and between the SFA Regions and local government.   The days of informal agreements are passed.   We need a more sophisticated and professional approach to business and football.  An important benefit from this will be a focus on value for money-return on investment-public value/football value and give more credibility to Football Enterprise as a key part of the games finances.   This in turn will help make football more transparent, open and accountable.   We must create a virtuous circle in which the key elements of modern sport and business come together to advance the game.   
 
PART FIVE 
 
The Condition of the Game 
 
(A) The League Structure   
Since its inception Scottish football has had a fascinating story to tell.   But what is required at this 
juncture is a new story; one rooted not in history but in the economic and social circumstances of 
contemporary Scotland.   It is also to be hoped that the story can be developed with an eye on the long 
term.   
History of the League 
  In its first seasons the Scottish Football League had eleven clubs, with a second division introduced in 1893.  Until 1922 promotion was based on a ballot of clubs rather than sporting merit.   Scottish league football continues to operate a closed league system, although a joint working party consisting of Scottish FA and league members, as well as representatives from clubs outside the professional structure has been established to try to find a solution to the introduction of a pyramid system.   A three tier league structure was introduced in 1975, with the introduction of a 10 club Premier Division.   This change was driven by the desire to stimulate interest in the league (and hence drive up revenues) by permitting more frequent fixtures between its top clubs.   The next major change took place in 1998 when the Premier League clubs split from the Scottish Football League to establish the Scottish Premier League (SPL).   There are presently 12 clubs in the SPL and a further 30 in the three divisions of the Scottish Football League.    Until 1997 there was one League Structure in Scotland.  Before the 1975-76 season the Scottish Football League had a divisional structure with a division one and division two in which clubs were promoted and relegated at the end of each season.   Between 1975-76 and 1994 Scotland had a three divisional structure: Premier Division (formerly Division One), First Division (formerly Division Two) and a newly added Second Division.   From season 1994-95 a four divisional structure was introduced including a new third division with all divisions comprising ten clubs.   
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Formation of the SPL  
 On September 8th, 1997, Scotland’s top ten professional clubs announced their intention to resign from the SFL and form a breakaway league, the Scottish Premier League.   This followed an earlier example in England –the creation of the Premier League-which came in to force during the 1995-95 season.  The SPL said “It heralded a new dawn in the history of Scottish Football with the top clubs taking control of their own destiny to drive the game forward on and off the park and deliver a brighter future”.  The historic decision taken by the SPL clubs and subsequently approved by the Scottish Football Association in 1998 was based on a number of considerations: the success of the English Premier League in its early years and the potential being talked up around this: a desire by the top clubs to retain more of the revenue generated by the game-prior to this sponsorship was divided proportionally between clubs in all four divisions: a desire to give more focus and ambition to the top tier of Scottish football; a concern about the quality and image of the Premier Division prior to the breakaway; certainly there was a need to maximise the commercial value of the game; the need to ensure the long term future of and prosperity of the game; the strains and tensions between the different parts of the integrated league structure prior to 1997 and between the old Premier Division and the SFA; and the feeling that achieving success in Europe would be much more demanding than in the past.    Pressures were undoubtedly growing on the overall finances of Scottish football and in particular on the clubs now forming the SPL.   Originally the SPL contained ten clubs but it was subsequently enlarged to 12 for the 2000-01 season.   Since then the SPL has operated a, “split league format” to prevent the need for a 44 game schedule, which was once used in the Scottish Premier Division, but was considered to be too high a number of games in a league season.    
The Aftermath of the Breakaway  
 Since 1998 the Scottish Football League – the three non SPL leagues-has largely been responding to changes driven by the SPL but their contribution to the overall development of Scottish football ,should  not be under estimated.  Despite the SPL’s dominant position created in the last decade any assessment of the strengths and weaknesses of Scotland’s league set up should recognise the very different and distinctive contributions made by both the SPL and the SFL to our national game.  In turn any recommendations for change to the League Structure should recognise this and be aware of the different needs that have to be met.   There is a lack of solidarity between the institutions and the continuing fragmentation has allowed strains and tensions to exist between the SPL and the SFL.  The breakaway in 1998-99 has until recently been damaging to the relationship and the dominance of the SPL has left the SFL often only able to react to proposals rather than be a co-partner in their development.  This state of affairs is unhelpful and suggests a need to look again at the two league set up.  
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An overall fear of finance and the fear of the future and a tendency to look inwards now prevents new thinking about growing the game.  Understandably there is a protectionist mentality at the present time but that is not in the long term healthy for the game.    
Reconstruction back on the Agenda 
 The SPL has been giving serious consideration to league reconstruction.  In the current situation there can be no absolute guarantees that any one of the permutations now being discussed will achieve all the objectives we would like to see or improve  the capacity of the game to deal with issues that lie ahead.  This does not mean that league reconstruction should not be considered, just that we have to be aware that after 12 years of the new league set up we have to make sure our assessment of performance and evaluation of options is sound.  Some of these criteria are: 

• Stability and security at least in the short and medium term; 
• Sustainable finance; 
• Intensify the competition; 
• Improve the through-put of young talent; 
• The ability to develop new business and community models; 
• A more equitable distribution of finance within the structure; 
• There is a value to all clubs and each has a variety of different ways to move forward; 
• Each club recognises their contribution to the national game; 
• A more attractive product on the pitch; 
• Modern and progressive governance; 
• Enhance the brands and the credibility and integrity of the game; 
• Improve our European coefficient and our UEFA ranking; 
• Incentivise  clubs to have more talented young people in first team pools;  
• Secure ways of giving young players more playing time and a new role for colts teams; 
• Better dialogue and less fragmentation within the structure; 
• Maintain and add to current sponsorship details; 
• Seek to ensure better return from broadcasting; 
• More experimentation in how the games are organised and played; 
• Acknowledge the importance of Rangers and Celtic to any League structure and accept that this should be reciprocated by both clubs in the way the respect and assist wider developments in Scottish football; 
• Seek new ways of improving attendances; 
• Grow the game.  The current league structure has been the subject of critical debate and controversy since its inception in 1998/99.  The nature of the breakaway was not the best way to handle change though the SPL would argue that having decided what was right for them they had no alternative.  The SPL is now under pressure from fans, boardrooms and the media to make changes.  No one should dispute the worth of the SPL to Scottish football.  It is absolutely right that they dig deeper and build sustainable roots in the European competitions and improve the attractiveness of domestic football.  
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Certainly a great deal has happened in the last 12 years.  The challenges of finance, Bosman, Broadcasting cash and declining attendances have severely impacted all clubs.  The last two years have seen clubs improve the management of their finances but recession, austerity cuts and rapidly rising unemployment are creating new fears.  My review of the condition of the game confirms the concerns of the SPL.  While there is no silver bullet or magic elixir to solve current problems there is no doubt that the mood for change throughout the country expects and anticipates the league structure being different in the years ahead.  The form this could take is not yet clear.  But what is clear is that there are no immediate signs that the financial environment will change in a positive way in the near future.  This means that any reorganisation must not only be about numbers of clubs in different leagues but about an ambitious mindset that looks for new ways to grow the game and build bigger attendances.   
 
The Scottish Football League 
 The SFL faces a challenging future.  And finance is once again the key issue.  The current twin league structure precludes an effective and close dialogue between the SFL and the SPL.  The SPL will be reacting to proposals from the SPL and this is not ideal when assessing the impact changes could have on the three SFL leagues and the thirty clubs.  The SFL has a great deal to offer Scottish football and in the process of league reconstruction their distinctive role should neither be overlooked nor underestimated.  Any changes should not be to the financial detriment of the SFL and should enhance future possibilities for them and not detract.  The Scottish Football League currently comprises three divisions each containing 10 clubs, 1st, 2nd, and 3rd.   Teams are relegated and promoted between the divisions, but relegation from the third division does not happen (from the 2005-06 season onwards, dismissal from the third Division will occur if the club finishes bottom three seasons in a row.   In case of withdrawal of a team (such as for economic reasons) a senior non-league level side has to be elected to take its place.   The top team in the First Division is eligible for election to the Scottish Premier League.   (League football in Scotland is split between the Scottish Premier League and the Scottish Football League.  Beneath these leagues is a system of regional semi-professional and amateur leagues most notable are the Highland League, east of Scotland League, South of Scotland League and the Junior Leagues)  
Problems facing the SFL 
 The SFL faces many of the wider problems affecting Scottish football.   Finance remains tight and resources are being stretched to cover the running costs of most clubs.   There is however enormous diversity and a great deal of enterprise within the SFL.  Many of the clubs are tackling the challenges facing the game in an enterprising and innovative manner and are seeking new business models to strengthen their football role and increasingly looking for further opportunities in sport and in the community.   The geographical spread of the SFL clubs puts them in a good position to be a much more fundamental part of local communities and build on the outstanding achievements they have realised over many decades.   This is why it is important to recognise the importance of the SFL to the future of football and the still power full brand names they represent in every part of Scotland.   
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Attendances in the SFL 
 A careful look at attendance figures over the period 1989-1999 reveals a reasonably positive position and confirms the fact that a very large number of people have turned up week in and week out to watch their local teams.    Over 9 million people have watched the first, second and third divisions of the SFL in the period from 1998-99 to 2009-10 with a reduction of nearly 21% from 920,495 in 1998-1999 to 727,102 in 2009-10. The first division total over the same period was 5.6 million, with a reduction of nearly 10% from 571,830 in 1998 to 520,920 in 2009-10.   The second division total was 2.3million, a reduction of nearly 53% from 250,453 in 1998-99 to 115,697 in 2009-10.   The third division total was 1.18 million, a reduction of 8% from 98,212 in 1998-99 to 90,485 in 2009-10. Even in today’s very difficult financial and economic climate nearly 3/4 of a million fans and supporters   have attended the three divisions of the Scottish Football League in the last football season 2009-10.   
State of the SFL Game  
 Of course there are different views between the SFL clubs and within the League about the state of their game and what is likely to be the best way forward.  Confidence levels vary and there are enormous differences between clubs on the extent to which they are embracing the community idea, new business models, innovation and new ideas.   There are significant but in the main manageable financial concerns.   But fear of failure, fear of finance and fear of the future are real considerations in the majority of clubs.   Those concerns are understandable when you consider what all the clubs are experiencing in the financial, banking and recession crisis which is still continuing.  Fear is not the best background for change that’s why we need to understand the concerns of the clubs  and ensure that any changes being proposed , which will impact on them, need to be carefully weighed up and sensitively discussed.   It is also important to recognise that each of the Clubs is different, each can relay their own successes, each can explain different approaches, each can exude the pride of their history and each can explain the ingenious and innovative ways they continue to exist and still have successes.   They can also relate the inspiring thought of a good cup run, anniversaries of past achievements, the histories of economic and social struggles in the past and most of them have an absolute pride in where they have come from a passion still for what they would like to see in the future.   Sentiment is important and powerful and so is history and tradition but these qualities/characteristics are not enough to ensure a secure, sustainable and stable future with the hope of some success thrown in.   They have much of what is absolutely vital to transition them to a future which currently seems austere, anxious and 
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uncertain.   But there is a wide spread recognition that fundamental change is needed.  I have no doubt there is a significant future ahead for the SFL clubs and indeed for the other semi-professional clubs who have been experiencing similar difficulties.   The potential is there but what is needed to move forward and secure in many cases a different future.    
Key Issues 
 There are many aspects to the SFL game which should neither be ignored or underestimate as well as challenges:- 

• Great and often significant football history 
• Brands that live in every community  
• Significant and relatively good attendances- 
• Local economic input 
• Modest but often balanced accounts 
• Rich in history and sentiment...   nostalgia and tradition 
• Social and community atmosphere 
• A remarkable degree of voluntary involvement 
• Role of Chairman crucial in relation to both finance and leadership, Board important 
• Company structure often an impediment to attracting enterprise funding  
• Uneasy relationship with supporters and fan base 
• Tendency to be reactive than proactive 
• Tremendous potential for the future 
• New company structures being created 
• Significant sponsorship 
• Many clubs lack football facilities 
• A great deal of positive and inspirational leadership at club level  Clubs are seriously worried about being excluded from the all Scotland nationwide game. There are  concerns  about being sidelined out of the mainstream and who seek  reassurance that changing roles still keep them involved in the national game.  There are particular concerns about regionalisation and pyramid structure.  Like the SPL there is interest in the Pyramid structure in order to create a dynamic, more competition and more interest and excitement for the fans BUT a reluctance to face up to the consequences of a more uncertain future and the possibility of losing the bottom slot in the 3rd Division.  There is a genuine desire to progress but an equally compelling reluctance to accept the consequences of the kind of change a pyramid structure would bring in.  Relegation remains a major fear because of the prospect of declining attendances, lack of an adequate finance and the damage done to the brand in the process- a huge shock to the system! The environment within which this will happen is unlikely to improve in the near or medium term future.   The pressure on finance will remain as there is no obvious new finance on the horizon.   Changes to the league structure will have to be done for the right reasons.   There is no guarantee that specific changes will achieve the desired outcomes so we have to obtain sufficient and reasoned arguments to back up any recommendations or proposals.   
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At a time of the game being driven by finance the SFL Clubs have a significant legacy that has to be valued and developed.  
Community Development 
 Real potential for the future exists in terms in making a contribution to the development of sport, football, grassroots, community, enterprise and the development of fitness, health and well being.  We have to acknowledge the HL, SSL and ESL as well as the Juniors. We have some remarkable resources in our game but through lack of vision, confidence and determination these often remain undeveloped. There are however some outstanding examples to the contrary but the best has to be acknowledged and rolled out to every club and every part of Scotland.   The concept of the community sport/football club has great promise. Clubs remain an integral part of the national game but have to develop wider interests in all aspects of the community idea, participate in national competitions, play a much more prominent role in youth and grass roots development, work more closely with the new regional structure of the SFA and be more integrated with the bodies which in partnership can enhance their game.   In this regard finance for facilities and football infrastructure become absolutely vital and has to be an integral feature of any reform of the league structure.  SFL clubs have an important and equal role to play as football in Scotland transitions from one era to the next.  Their record of achievement over the years shows this.  Each of the SFL clubs is part of the rich tapestry of Scottish football history as well as being an absolutely vital part of our football future. Any aspiration for our national game must have at its core the idea of a vibrant and successful Scottish Premier League, a progressive and modern SFL, an outward looking and confident Scottish league set up, a thriving recreational and grassroots game for children, youth and adults of all ages, sexes and locality and a world class elite/talent pathway.  To achieve all of this we need radical change in the way our structures operate, and our governance works.  A changing mind set or football culture is required to make Scotland distinctive, and successful.   
Cooperation between SPL and SFL 
 Greater cooperation between the SPL and the SFL will provide real opportunities for joint progress and more effectiveness and efficiency in the way we conduct the business of the game.  Each has something to contribute to the future of our national game.   The differences must be respected and there must be a real dialogue in an atmosphere of mutual trust and confidence. Any possible integration between the two League structures would have to be a genuine merger of ideas, vision, practical success and ambitions not a take-over which seeks to underplay the importance of football below the level of the current SPL. There has to be an acknowledgement of the new and expanding roles of all clubs.  A vibrant brand is essential if the non SPL part of the league is to prosper in the different ways outlined in this report.  That means broadcasting, sponsorship, football enterprise, raising attendances, widening community interest.   Any new league set up should be based on integrated thinking where although combining different kinds of aspiration, finances and outcomes there is a unity of purpose and a commitment to the overall status, reputation, success and performance of the National game.  There has to be a greater level of innovation and for example 
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why shouldn’t SFL clubs be able to play on a Friday evening if that represents a response to the changing patterns of social and family life and has the support of clubs, fans and the authorities.  None of this will be easily achieved as there is a tangible element of resentment around from what transpired in the late 1990’s.  Leadership will be important with an acknowledgement that the game can only move forward together. If there is one single element that could undermine a new way forward it is the lack of trust within the higher levels of the game which, whilst slowly improving, has a long way to go.   The challenges we face and the problems we have to solve are formidable.   It is important to remember that as a country with a small population of 5 million people we are trying to develop world class talent/elite athletes, a successful league structure at community, national and European level  and to develop  successful world class national teams for both men and women and for different age groups.   Very few countries with small populations can achieve all of this and a look at some of those countries shows them opting for one ambition not three.   This is not about scaling back our national ambition and expectation but it is a reminder that if we opt to do all three then this will require a radical if not revolutionary change in mind set, new structures and methods of working, and a serious search for new resources-human, physical and financial- to realise all of these positive outcomes.      
The Scottish Premier League 
 Since the formation of the SPL in season 1997/8 there has been a great deal of change in a number of important areas which have had a direct bearing on the performance and success of the clubs.    Over the past 13 years a number of issues have dominated the SPL agenda:- 

• The dominance of the old firm; 
• The challenge of European Competition and the financial rewards 
• The importance of the European coefficient, in determining our participation in European competitions.    
• Players and Bosman; 
• Influx of foreign players 
• Wages and Turnover of the clubs 
• Financial crisis; and the question of sustainability 
• Distribution of finance 
• Competitive football 
• Promotion , relegation and the split 
• Financial recovery- pre and post 2007-2010; 
• Club ownership 
• Media coverage /broadcasting 
• Sponsorship  
• Young Scottish players coming through the SPL 
• Retaining quality football 
• Attendances 
• League reconstruction 



51 
 

 
 
 
Economic and Financial conditions 
 One of the key driving forces of the SPL is finance and we would be failing in our duty if we did not recognise this important fact of football life at the top of our national league structure.  The economy of Scotland has changed significantly with the last two years in particular being very difficult as the banking and financial crisis, recession and now rapidly rising unemployment have all helped to create uncertainty and impact on family budgets.  Spending has become tighter and this has affected all aspects of society and the economy including football.  There is no doubt that this period of austerity is likely to last for some years and may drive down aspirations and shift the spending  of families as they weigh up comparative priorities for where they use their cash. The newly announced Scottish Government budget will also have consequences.  A combination of job cuts and wage freezes in the public sector will drive down available spend and create further uncertainty.  The game has to face up to the fact that a difficult decade of financial problems is likely to worsen in the years ahead.  Instead of allowing austerity to create further gloom, uncertainty and inertia this should be a spur to new thinking about how we improve the financial stability of the national game, make it more attractive to the public and impress the large number of organisations, investors and sponsors which are so important for the continuing well being and success of our game.  The debate about the structure of the Scottish Premier League and the Scottish Football League continues and has been given some new impetus by the current financial pressures and the widespread concern that we haven’t got it quite right.  A whole range of ideas and proposals have been put forward since the new set up, in its current form ,was established in 2001/2.  At the present time the SPL has embarked upon a serious and comprehensive review of its own structure and seems determined to make changes.  These will undoubtedly impact on the SFL and have implications and challenges for the SFA and for many other aspects of the game in Scotland.   Any reform or radical change to the League structure should be based on an understanding of the strength and weaknesses of the current system.  There is also the important point that after a number of major changes in recent years we cannot continue to make changes as this will inevitably create the impression that there is something fundamentally weak and flawed about our structures.   This will in turn create uncertainty in the minds of the fans, public and investor organisations.   And of course this could undermine confidence in football itself as the professional game and in particular the flagship SPL is at the heart of the public interest, media focus and the fan base.   Put bluntly any reform or radical change to the existing leagues structures has to deal with current problems and criticisms, build on current strengths and be better equipped to deal with the tough times-the threats and challenges- ahead especially finance, the changes in society and the practical constraints on clubs in a nation with a population of only 5 million people.  Much of this begs the wider question of how football overall can deal with changes needed to place the game in a modern setting, shift the mind set and create the performance and  achievement led football that national ambition and emotion demands!    
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Finance-Price Waterhouse Coopers Report 
 Each year PricewaterhouseCoopers prepares an extensive review of Scottish Premier League football finance.   Fortunately for my current review of Scottish football their 2008/09 report was their 21st issue and they celebrated this landmark occasion by including a section looking back over those 21 years.   It makes a great deal of sense to borrow from the PWC review in relation to both 2008/09 and the last twenty one years.   The insights,  analysis and conclusions, help provide a useful context/background for many of the problems currently facing our game but also reinforces the urgency and scale of the challenges that continue to impact on the Premier League.  Some of the concerns have relevance for the whole of the game including the SFL who operate in a similarly tough environment.   The financial challenges facing the SFL, while different in substance, scope and scale, are problematic and will undoubtedly impact on efforts to achieve sustainable and stable finances in the short term and put pressure on the clubs to modernise, innovate and develop new business and community models in the long term.  All aspects of our national and club game require a financial regime which is sustainable, manageable and transparent.  This will in turn need discipline and effective systems to ensure financial and economic stress does not overwhelm parts of our National game.     
Looking back over the last 21 years:  
 As the report said, “In 1989-sky sport was a glint in Rupert Murdoch’s eye-  Arthur Montford retired and the main provider of football coverage was STV -  and the most exotic foreign players in the Scottish game were the likes of Terry Butcher and Mick McCarthy”.   Few realised what the next 20 years would hold and there was little appreciation of how dramatically the landscape of football–including finance-would change.   The financial story included, record breaking title runs, landmark European law cases, failed television deals, spiralling wage costs and debt, insolvent administrations and two UEFA finals!   The old firm continued to dominate with different and fluctuating outcomes in terms of results on the pitch and financial results of the pitch.   This is highlighted by the £19.9 million turnover achieved by Rangers after a successful run in Europe, and Celtic achieving less than half of that, £8.9 million.   During the same season Celtic’s net debt was 35.5 million and Rangers £4.1million.  During this season Celtic’s average attendance figures were 22,684 compared with Ranger’s average levels of 40,248.   Successfully increasing attendance levels, with an a peak of 59,370 in 2000/1, would play a key role in Celtic’s improvement and becoming the most powerful generators of revenue in the League.   Bosman and Sky had a huge influence on the game.   The Bosman ruling succeeded in abolishing quotas on foreign players and gave all EU footballers the right to a free transfer at the end of their contracts.   Bosman acted as the catalyst for the spiralling wage costs and debt levels that have plagued SPL clubs since the turn of the century.   Bosman also coincided with the explosion of TV broadcasting and associated revenues in the UK.   Sky Sports satellite broadcasting has made a huge impact on the game.   The Scottish league witnessed the success of what was happening down south and hoped to emulate their ability to generate significant media income.   
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Sky deals were concluded but well below English levels.   Scottish clubs began to borrow money and spend money.   Together with the Bosman impact on foreign player quotas and increased demands for wages and transfers this resulted in a massive influx of foreign players in to the Scottish game ultimately having a significant and detrimental effect on wage bills, profitability and debt levels.   The spiralling wage costs came to a head in 2002 when the combined wage bill reached £112.8million.   During the same season the 12 SPL clubs posted a cumulative loss of £60million and collective debt rose for a 14th consecutive year to £137.9million.   PWC have suggested that a benchmark sustainable wage to turnover ratio for football clubs should be 60%.   In 2001/2 only Celtic was below this benchmark at 58%.   In contrast Dundee’s wage to turnover ratio was 150%, for every £1 of revenue the club earned, it spent £1.54 on wages! That review also confirmed that five of the top twelve clubs were technically insolvent and their liabilities exceeded their assets.   Another factor contributing to the financial problem was the collapse of the SPL’s deal with Sky.   Following this Motherwell, Dundee and Livingston went into Administration between 2002 and 2004.  In 2008 Gretna became the fourth club to enter Administration.   The cumulative debts of the SPL reached a climax in 2003 and 2004 attaining levels £185.9 million and £ 184.2 million respectively.   The prospect of further clubs entering administration combined with unprecedented and unsustainable debt levels acted as a catalyst for change.   Change was difficult as the expectations and ambitions of the collective fan base can be a powerful driving force.   From 1989 to 2001 the combined wages of the SPL increased by an incredible 957% from £10.5m to £110.5m.  By 2006 this figure had dropped to £93m although recent years have seen the combined wage bill creeping back up and reaching £109.8m in 2009.   The majority of clubs have been able to reduce their wage to turnover ratio closer to the recommended level of 60% with the exception of Hearts with a ratio of 126%.    
Summary of the PWC Report:   
 The importance of Europe- As the first decade of the new millennium draws to a close the importance of successful European competition to the financial health of the SPL’s top clubs is self evident.   Qualification for the group stages of the Champions League and successful UEFA cup runs bring huge financial rewards and both members of the old firm are becoming reliant on this source of income.   The events of the past few years have shown us that the revenue peaks and troughs that accompany successful European competition underline the importance of sustaining success in Europe for the old firm and will continue to be a key component of the financial story of the SPL  as we move into a new decade.    Turnover - Over the past 21 years the combined turnover of the SPL  has risen from £24.  3m in 1989 to its highest level of £197m in 2008, an increase of 711%.  The most prosperous period of revenue generation was from 1995 to 2000.  
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TABLE (PWC) 
 
 
TURNOVER BY CLUB 
 2009 2008  
ABERDEEN 8,557 12,869 -34% 
CELTIC 72,587 72,953 -1% 
DUNDEE UNITED 5,792 5,845 -1% 
FALKIRK 5,366 4,559 18% 
HAMILTON 1,859 1,112 62% 
HEART OF MIDLOTHIAN 8,307 9,161 -9% 
HIBERNIAN 7,711 8,053 -4% 
INVERNESS CT 2,327 2,377 -2% 
KILMARNOCK 6,922 8,664 -20% 
MOTHERWELL 4,430 4,653 -5% 
RANGERS 39,704 64,452 -38% 
ST MIRREN 3,546 2,956 -20% 
TOTAL 167,108 197,654 -15% 
 
 
 Profit - From 1989 to 1996 the SPL generally made a small combined loss of, peaking at £3.4m in 1992.   However this all changed in 1997 when a combined loss of £10.4m was posted, starting a downward spiral towards extreme financial difficulties.   After a brief respite in 1998 the profitability of the SPL reached a combined loss of £62.8m in 2002.   The current loss in 2009 is £ 22.3m    Wages - Wage costs for the combined SPL clubs increased by 957% in the period 1989 to 2002.   In the three years from 1997 to 1999 wage costs increased by 37%, 35% and 34% respectively.   Increasing coats such as these are a burden on any business and with insufficient increases in revenue to service costs financial disaster was looming in the highest levels of the game.   The highest combined wage bill in the SPL to date occurred in 2002 at a total of £110.5m.   In the years that followed the majority of teams took action to cut their salary cost burdens and place them -selves on a more stable financial footing.   The combined wage bill began dropping slightly and reached £93m in 2006.   However the SPL wage cost has slowly started to creep upwards again and the 2009 level of £109.  £8m is very close to the record-breaking year of 2002.  Debt - Net debt is a key statistic when assessing the financial health of Scottish football and the movement in net debt over the review period makes for sober reading.  In 1989 the combined debt of the SPL stood at £8.8m, with £7.2m of this balance attributable to Rangers, Only four years later the combined debt had risen to £18.8m with Celtic being the most indebted club.   As the Bosman ruling impacted, spending on players and wages, the SPL teams began to borrow more and more to fund the acquisition of big money signings and the payment of huge salaries.   The combined debt level went into freefall in 2001 as it rose to £132.2m from £42.5m the year before.   
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Net debt levels kept rising as clubs continued to spend and reached their highest ever levels in2003 and 2004 at £185.9m and £184.2m respectively.   Coupled with the wages and losses being incurred the SPL realised that debt levels such as these were unsustainable and potentially threatening the future of the Scottish game.   Debt levels have decreased steadily since this date with only Hearts bucking this financial trend.   In 2009 the debt level is £ 100m.    Overview - The total net assets of the SPL clubs at the end of season 2008/9 were £117m, down 16% from the prior year 2008 of £139m  
Key Issues facing the SPL 
 There is no easy way of setting out criteria for measuring the strengths and weaknesses of the SPL since 2001/2.  This review uses some published date from UEFA and the SPL as well as statistical material compiled from available information.    
Attendances 
 From the start of the 12 team league, attendance figures show a decline from 3,644,742 in 2001-2 to 3,180,375 in 2009-10, a drop of 464,367 or 13%.  Over the same period Attendance figures for Celtic have declined from 1,111,723 to 903,723, a drop of 208,000 or 18% and attendance figures for Rangers have declined from 909,711 to 866,061, a drop of 43,650 or 5%.   These reductions compare with the overall reduction in Premier League attendance of 13% over the same period.  The relative position and dominance of the old firm teams is highlighted by the fact that of the total attendances in Premier League football since season 2001-2 to 2009-10 Rangers and Celtic comprise nearly 56% of the total in each of those seasons.  While the debate about the role of the old firm in Scottish football continues these figures are a timely reminder of the massive contribution these clubs make not only to the Premier League but to Scottish football overall.    Other information provided by UEFA and the SPL show how the Scottish Premier League is performing relative to other European Leagues.  As of March 2010 the SPL was ranked 16th in the UEFA rankings of European Leagues which are based on the performances of member clubs in European competitions.   These performance indicators reveal not surprisingly that out of the 53 UEFA countries, England, Spain, Italy, Germany and France are the top performers.   Of particular significance is the relatively positive position the Premier League in Scotland has achieved in the past decade despite the considerable difficulties the games have experienced.   For a country with a small relative population the figures are also encouraging.   UEFA coefficients are statistics used to rank and seed teams in club and international competitions.   The coefficients are calculated by UEFA.  There are three different coefficients to rank, National teams, National Leagues and Football clubs.   New national coefficients were calculated for the first time in November 2009.  Scotland is ranked in 26th place.   The League coefficient is used to rank the leagues of Europe and determine the number of clubs from a league that will participate in the UEFA Champions League and the UEFA Europa League.  In 2010 Scotland was ranked 16th.   
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The club coefficient is determined by the results of a club in European Club Competitions in the last five seasons and the league coefficient.  This ranking is used by UEFA to determine which pot the club belongs to in the preliminary and first rounds of the Champions League and the preliminary, first and second rounds of the Europa League.   
 
Performance Information-Other European Leagues 
 First, the Premier League in Scotland ranks number 16 in the UEFA ranking for 2010, the big five occupy the top slots.   Second, in the top twenty, Scotland along with Denmark is the only country with a top league size of 12.   Every league is larger except for Ireland, Austria and Switzerland with only 10 teams.   Third, in terms of the Champions League solidarity revenues received by leagues over the years 2006/7 to 2008/9 Scotland with £ 2.8 million was the 9th highest with Italy and England in positions 1 and 2 respectively with £ 16.3 million and £ 16.2 million.   Fourth, the solidarity per club figure for Scotland was £0.23 million, the 8th highest with Italy and England in top positions.   Fifth, for the average number of supporters per match Scotland with 13,900 was 7th behind Holland, 19,607 and France, 20,000.  Germany with 41,904 was in top position along way ahead of England in second spot with 34,215.    Sixth, as far as total Champions league revenues received by clubs over the past three years were concerned Scotland was 10th with £ 51 million compared with England number 1 with £366 million Seventh, attendance per head of population shows Scotland in number 1 position with 0.00267308 compare with Denmark, number 15th in the UEFA ranking with 0.00162481.   One other point from the UEFA performance information seems relevant to our overall consideration of the professional game.  Of the top thirty ranked countries in UEFA only three have no winter break, Portugal, England and Scotland.   In a recent 2008 Benchmarking Report from UEFA- Sporting Profile of European Club Football-they looked at how many fans attended domestic championship matches across Europe.  The results confirmed the impressive performance of Scotland within Europe.  For average league attendance Scotland was ranked 7th with 15,545, just below Holland, with 19,789.....the big five countries dominated, surprisingly headed up by Germany on 42,565.  The Germans have had a major shake -up in their game resulting in bigger attendances, helped by a significant reduction in ticket prices and a powerful showing in the World Cup, where their new investment in youth policy was clearly evident.   The report also placed Scotland 8th in total estimated league attendance with a figure of 3,544,260 in 2008 against England’s figure of 13,539,400 in first place.  Again we should be conscious of the fact that England has 10 times the population of Scotland.  The largest club average attendance figure showed Scotland number 5 in Europe on 57,761 above both France and Holland.  Of particular significance is the indicator showing the highest average club attendance against the average of all clubs in the top leagues in each country.  Scotland and Portugal have the highest ratio of 3.7 and this illustrates the differences in stadium capacity within countries with the most concentrated match day attendance (highest club attendance 3.7 x the average club attendance) 
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The majority of leagues are between 2.0 x and 2.5 x.   The influence of the Old Firm measured in a more sophisticated way.   This information confirms that Scotland compares favourably with our competitor countries in UEFA and our attendance figures, acknowledging the huge contribution made by Rangers and Celtic, are quite remarkable.  Scotland, despite a recent decline in Premier League attendances is, per head of population, well ahead of most of the other European countries, large and small.   Our overall UEFA ranking is good but could be improved upon.  This level of success is not reflected in either broadcasting coverage or income at home in Scotland or the UK and especially in the lucrative markets of Asia, the Middle East and the United States.  Premier League football in Scotland faces enormous financial challenges with no easy or immediate respite.  Acknowledging that the UEFA figures reflect the contribution of Celtic and Rangers to the overall attendance figures, this means that for the other 10 clubs in the league the difficulties are disproportionately bigger.  Attendance figures and TV broadcasting income are vital because they in turn generate sponsorship and other forms of financial support.  These sources of income are in turn dependent in part by what is happening on the pitch in terms of quality, skills, entertainment, competitiveness and value for money but in the modern world the quality of experience for fans, supporters, children and young people.  These considerations- the total football experience- become more important as the financial difficulties become more acute and any likely traditional and immediate solutions seem unobtainable.    
 
Structures-Other European Leagues 
 First, of the top 30 countries in UEFA, the number of teams in their leagues ranges from 24 in the English Football league to 10 in Switzerland, Austria and Ireland.  21 countries have leagues with more than 16 teams. Second, of the top 30 countries in UEFA the number of clubs relegated each season is lowest in Scotland and Austria with only one club being involved. Third, Scotland along with the English League 2 has the lowest proportion of clubs, 8.  30% relegated each season. Fourth, the number of games played, by each team per season in the League, ranges from 46 in the three Leagues in England to 26 in Finland and Cyprus.  The Scottish figure is 38 but with a split...   the only league in UEFA to have this feature.   The SPL in their analysis of comparator countries concludes:- 

• The SPL is the only league in Europe to have a “split” league system 
• The SPL is one of only three leagues in Europe not to have a winter break (the others being England and Portugal) 
• Out of all the European leagues, the SPL has the lowest proportion of teams able to be relegated each season 
• The SPL has the joint second lowest total number of teams in the League  
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Trends in Income-European Comparisons 
 First club income is unevenly spread across the different top divisions in Europe.  The clubs in the 5 largest income divisions represent 13% of the 732 European top division clubs but generate 69% of the 11.5 billion Euros in 2008.  Scotland shared the 7th highest estimated club average revenue with Russia in 2008, 22 million Euros.   These figures compare with the two top countries, 122 million in England and Germany, with 79 million Euros.  Holland had 23 million Euros.   Second, in which countries is the income most balanced between clubs? Again from European information comparisons were done looking at how the average income of the four largest income clubs to the average income of other clubs in each division.   The lower the ratio represents income being spread more evenly.  Countries like Sweden and Finland and Poland and Germany had ratios between 2.   and 1.8.   England, France and Denmark had ratios of between 3.1 and 2.8.   Scotland had one of the highest ratios, 7.1 and if the comparison had only used 2 (Rangers and Celtic) clubs instead of four the Scottish figure would have been much higher.   The highest ratios were found in the Ukraine and Serbia with 10.    
Practical considerations 
 The Scottish premier League consists of 12 league teams each playing each other three times giving a total of 33 games, before a split into two groups of 6 teams, afterwards each playing each other once; equating to 5 games after the split, providing a total of 38 games played in a league season.  The current set up reduces the risk of relegation.  The split was introduced to decrease the number of games in a 12 team format from 44 to 38.  The current system is the subject of much criticism and for many people is controversial.     Historically the top flight Scottish League consisted of two leagues with division 1 containing 18 clubs and division 2 containing 20 teams.  Under this arrangement teams played each other twice home and away each season over 34 games (div1).   The format was changed to a top flight of 10 teams forming a Premier League each playing 36 games per season resulting  in playing each side 4 times( twice home and away).   The Scottish Premier League has since been formed as a result of a breakaway from the SCOTTISH Football League. The format has been altered slightly by increasing the league size to 12 creating a 44 game league (mid 90s) and then back to a ten team setup.  It has since changed to the current set up of 12 teams and a split.    If change is a possibility it is important to identify some of the problems that are occupying the minds of fans, professionals and the media.   A paper, prepared for the Scottish Premier League, “Proposal for League Reconstruction-Business Case” in 2008, provided a useful summary of the state of the debate and the issues upon which any future reform should be based.   Some of the complaints concerned supporters worried about the uneven number of games played before and after the split.  There could be no guarantees that there would be an even number of home and away league games included.    
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Clubs have complained of lost revenue.  Managers have complained that there is now too much pressure on them.  Clubs competing in Europe have complained that the burden of 38 games impacts adversely upon their chances of European success.  This problem can be confounded by good domestic cup runs.   The media and the public have taken the view that the current format is unfair, imbalanced and reflects serious structural weaknesses at the very heart of the league.   Setting aside the wider perspective of European comparisons, financial considerations and television, broadcasting and sponsorship concerns a number of practical concerns were highlighted:  
• The split Is regarded as too much for some but others argue in the mid season excitement is generated as sides compete for a place in the top six and argue that after the split teams only play other peer sides competing for the title and Europe 
• Playing each other three times before the split has in the minds of some proved to be unfair.   Each season some clubs are automatically disadvantaged by travelling to on-form opposition twice and only hosting those sides once.  Some clubs may be disadvantaged by travelling to away games more times than the reverse being true.   
• 38 games are too many league games over a season.  There is a restricted window of opportunity to catch-up should league fixtures be postponed due to bad weather or a club’s involvement in cup replays 
• 12 clubs in the league discourages competition from the First division especially as only one side per season can be promoted or from the point of view of the Premier League a 12 team set up decreases the risk of relegation.   
• International fixtures can also compound the problem.  Clubs could lose key players during an already demanding domestic season For the SPL itself it has defended the split format and in the past has dismissed the possibility of expanding the league due to a lack of strong enough clubs within the Football league.   Underlying this consideration has been the harsh economic and financial realities facing the clubs.   It is worth pointing out that no- where in that 2008 report was there any reference to the impact any changes to the SPL would have on the SFL.  There has to be a better balance struck in our consideration of the future of the game.  The understandable importance of the SPL  to football in Scotland should never the less be discussed and assessed in terms of the national game and the other parts of the league set up.   The final part of the 2008 review asked the question is league reconstruction necessary? Two further arguments were put forward to justify changes being made- The Home nation’s international fixture will return in 2011 and over familiarity – clubs are currently being asked to play each other too many times.  For what it is worth the 2008 report then looked at three options, a Premier league of 16, 18 or 20 teams and finally settled on a bewildering option of 16 team ending up with a four way split  after 30 games! History shows that returning to an option of a 10 team league was not considered and subsequently no change was made.    This part of the review has tried to describe the condition of SPL football and has in particular looked at; economic and financial conditions; Attendances; performance information and other European leagues; the structures of other European Leagues; trends in income; and some practical considerations.   This has thrown up a number of major challenges facing the premier league game and clearly gives a great deal of impetus for change.   What is still in doubt is the nature of any 
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change and what that could do to improve the Premier League, solve some of the problems and create a more robust structure that would deal more effectively with the future.   And could further change provide the confidence to the many critics and supporters that this would be an enduring and well thought out response to a very complex set of considerations...and one that would not be a short term and short lived fix in what is a very uncertain world!   
The Challenges of the Modern League game 
 There are eight important issues which form the basis of this part of the review.   1. Reconstruction of the leagues including possible alternative SPL structures, the impact on the SFL and the implications for the current first division 2. The fragmentation of the current league structure with two organisations, of different forms and professional weight but sharing many aspects of the game.   3. The Pyramid Structure which has been debated for a long time and is still part of UEFA’s thinking for its national associations.   4. Regionalisation of the lower divisions of the SFL 5. The creation of a more effective set up to generate more young Scottish talent/ elite players coming through the professional teams especially the Scottish Premier league.   6. A winter break.   7. Changing the start of the season  8. The Fans and Supporters  
Scottish League football (SPL and SFL) Reconstruction 
 Reconstruction of the Leagues or SPL expansion have been at the heart of an ongoing debate since the new set up was established in 1998-99 and changed in 2001-02.  Based on an extensive review of relevant material including helpful inputs by the SPL and SFL this part of the review looks at 3 issues.  First the reconstruction of the current league set up and in particular the approach being promoted and driven by the SPL.  Second the criteria that should underpin any review.  Third, a consideration of various models/options/scenarios and the implications for the game if adopted.   There is no doubt that the present set up has its critics and there have been many alternatives advanced by the football community over the past decade.  The context in which the game is currently operating does not lend itself to ambitious but ill-informed or ill-conceived ideas or proposals.  Any ideas have to take account of the financial circumstances, the pressures on the leagues, in particular the SPL and the reality of attendances, broadcasting revenues and sponsorship and there has to be a great deal more thought given to the impact of change throughout the whole of the league structure.  Despite significant improvements in recent years, club debt, wage to turnover ratios, cash flow and often unrealistic expectations on the part of fans and boardrooms provide a constant reminder of the challenging and fragile environment engulfing the game.  Every possible alternative proposal has to be viewed through the prism of sustainable finance of the professional game and the realistic expectations of what we are likely to achieve from any particular idea.  Again a balance has to be struck between what the fans and clubs expect from a further restructuring and the more modest ambitions which are likely to be realised.   
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Criteria underpinning reform  
 The following factors have to be uppermost in determining the basis for change as well as being helpful in evaluating competing options that are being put forward: 

• Security, stability and a long term perspective 
• A sustainable financial future for clubs 
• Quality of performance and enhancing the attractions of the game 
• Maintaining and enhancing competition 
• Dealing with “split” which is unpopular with many sections of the game but will remain an integral feature some of the permutations being looked at 
• No dilution of quality, especially in the SPL  
• No detriment to the existing SFL clubs in divisions 1,2 and 3 and if possible  some form of financial improvement 
• To deal with the fear and insecurity of clubs facing relegation from the SPL to division 1....   known as “parachute payments”,   as more that one club could face relegation in some of the alternatives 
• Effective promotion, relegation and play-offs  
• The idea of the Pyramid Structure and regionalisation 
• Creating a more dynamic league structure that will help clubs improve the prospects of talented young players-colts-by giving them more opportunity to play in competitive matches instead of sitting on the bench or being denied football activity.  This should be seen as part of a package of reforms intended to see more Young Scots rise to the top of our national game along -side the new performance framework and the idea of incentivising and prioritising measures for professional clubs to think “young and Scottish” when shaping their squads.   
• As far as humanly possible reconstruction proposals should attract some degree of consensus across the game and between the SPL and the SFL.   We should try and avoid breakaways and the pursuit of litigation.   This will be a real test of the resolve and credibility of the Football authorities to deal with a big issue in a way that sends a positive message to fans, sponsors, broadcasters and the wider football community.   
• A structure that shows our intent to grow the game, even in difficult circumstances, instead of retreating into a protectionist mode and looking like self preservation is our sole motivating force 
• Improving attendances for the live game 
• Build in capacity for all clubs to be more entrepreneurial and build on the community business idea where fans , family and community become a far more serious part of what football does 
• Better relationships with fan and supporter base 
• Accept the realities and the benefits that Celtic and Rangers bring to the game  
• Ensure a better balance between what these clubs do for the professional game  and what in turn they do for the national game and for Scotland 
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• The importance of Europe-both the Champions League and the Europa  Cup- and ensuring any new  club structure helps not hinders club preparation and participation....European coefficients and rankings, no matter how complex they appear, are vital for the future of the Scottish game and the benefits afforded to the nation of doing better in Europe and easing our path into these tournaments 
• Provide the capacity and the potential for any new structure to maintain and improve broadcasting and sponsorship income....   this is all part of growing the game and reaching out to new audiences and attracting new people to the game 
• Ensure the professional game enhances its reputation in the minds of the people of Scotland.   The recent referees dispute conveyed the worst side of professional football and the game in general.  Setting aside who was to blame Football looked like it lacked discipline, was ill-tempered and there was a remarkable lack of respect and trust within the game.  Once again the game appeared to be looking inward and at war with itself.  The public and most of the fans felt that at a time when the game was facing formidable challenges and problems the whole exercise was just damaging our credibility and our long term prospects. To see an issue such as this in banner headlines on the back and front pages of every newspaper in Scotland was a national low point for the game.  The public see the game as a whole and what they saw was not helpful.   The game was the loser.  The public deserve a lot better. The message should be clear.  No matter your role or your importance in the game there are basic levels of behaviour and responsibility that every -one should assume and in doing so convey more respect for football as our national game.  Taken together these criteria should help us to evaluate the wisdom of pursuing any of the options for change and help shape a bigger ambition for our professional game, despite the difficult conditions.     The overall benefits of change being promoted by the SPL are straight forward enough but we need to ensure reforms don’t have unintended consequences for the other divisions.  Below any new SPL there is a need to create a strong division in the form of a Conference league, the name at this stage is less important than its size, composition, status within the league set up and its relationship with the SPL.  This in turn will influence division 2 and 3 of the current SFL.  For the SFL the financial settlement becomes critical as does the question of play offs, relegation and promotion and the number of clubs available to form the other two leagues.  It is clear that any possible change to the SPL is constrained by finance and this on the face of it seems to rule out any modest expansion.  On the debit side of any further restructuring there remains the task of dealing with the inevitable criticism of the SPL as one option is favoured over another.  There is the issue of driving change for the benefit of the top flight of the professional game at the possible expense of the impact on the SFL, and where the fragmentation of the league set up prevents effective dialogue and consultation.  The SPL will attract criticisms of self serving and looking after their own interests. Protectionism will be raised and the old firm will be held responsible in the eyes of some critics for their undue influence and domination within the SPL.   Some or all of this may be true but it really doesn’t matter in the overall scheme of things.  This is the reality of the current structure of Scottish 
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football.  The game will change.  This report, based on the review of the game, is intended to make specific recommendations but to also generate a far more informed debate about our direction of travel and the implications of any changes for football as a whole.  What then are the likely scenarios for change? What is likely to happen to club distributions and what is likely to be the fate of the parachute arrangements?   
Models of Change 
 There are theoretically endless permutations for the size of the SPL and the consequences this will have for the other leagues.  This review has looked at a large number of models with a wide ranging numbers of teams and in a variety of different structures.  Some are interesting but not practical, some are practical but hugely expensive in the current climate and then there are others that remain merely interesting! But during the review there has emerged a number of models that best represent mainstream and informed thinking in the game.  They range from 10 teams in the SPL to 24 teams.  The numbers in any final model will capture the headlines but what they represent, in terms of satisfying our criteria for the future of the professional game remains very important.   
 
Model 1 This would comprise 10 teams with 36 games being played and would have no “split”.  The fact that fewer clubs are involved means larger distributions of finance to each remaining club.  The current complaint of too many games against the same clubs would be intensified.  Fans are sceptical and there is the notion that we have been here before. There is no doubt though that this model does reflect financial realities.  
Model 2 This would comprise 12 teams with 38 games being played and would have a “split”.  This is the current structure and for many in the game it has worked but there has been widespread criticism of its overall success.  The jury is out on the benefits of the “split”.  Some argue that it creates excitement and leads to tight finishes at the top and bottom of the league the end of the season.  Others argue that an unbalanced split is needed to accommodate 12 teams playing 38 games.  Too many games against the same clubs and the fans seem opposed to this model.    
Model 3 This would comprise 14 teams with two options, a balanced “split” with 36 games for the top clubs and 40 games for the bottom clubs or an alternative with 38 games but still with a “split”.  More complex but seeks to take the best features of the current set up whilst ironing out the imbalances.  Seems to be supported by a large number of fans and creates opportunities for play-offs and a greater number of relegation slots.  One version would provide fewer games for the top six clubs.  Arguments against are the “split” is retained and there is a different number of games played by the top and bottom clubs.  Finance would need to be found for tow extra clubs.      
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Model 4 This would comprise 16 teams playing 30 games, each team playing each other home and away.  There would be no “split” and the integrity of competition assured.  This type of expansion is favoured by the fans.  This though in the eyes of some would significantly dilute the quality of the top league and require the extra finance to distribute to and extra four clubs.   Here would be more meaningless mid table games as well as an insufficient number of games and fewer big games for TV.    
Model 5 This would require 18 teams playing 34 games, each team playing each other home and away.  There would be no “split” and the integrity of competition would be assured.  Again this model is popular with the fans.  Once again a significant dilution of the quality of the game is possible with finance needed to distribute to an extra six clubs.    
Model 6 This would comprise 24 teams playing 36 games with a 22 games pre-split and 14 games post split.  Possible benefits would be the increased level of competition, implications for relegation reduced, even balance of home and away games, reduction in the number of games.  Arguments against include, 4 SPL teams relegated, raising financial distribution issues with such a large number of clubs operating in a difficult financial environment.  There is also a very complex grouping of clubs in creating the “split”.  This model was piloted in Austria and then rejected.    
Evaluation 
 All of these models have to be considered against a number of other equally important factors.  First, the size of the SPL will impact on the SFL and clearly the larger the SPL the more reconstruction of the SFL will be needed.  Secondly, the number of clubs promoted and relegated and the number of play offs will influence competition and could affect club finances.  Thirdly, Parachute payments become more significant as the size of the SPL is increased and as confidence is at a low ebb at the present time reassurances will clearly be needed to encourage change.  Fourth, there will be an inevitable clash between fans and the wider football public on the one hand who want a bigger SPL and on the other hand the Chairmen and Boardrooms who will see finance and the need for some stability and security as the most important consideration  in any League reconstruction. Fifth, what form will the current first division take if the SPL is changed?  These issues are not easily reconciled.    Distribution mechanisms and parachute payments are used extensively throughout other European Leagues.  Recent work done by the SPL using UEFA data suggests widely differing arrangements and amounts both in the distribution of finance from total income to each club and also in terms of clubs operate a parachute scheme and the percentages or amounts are used in the calculations.  Only Germany of the big five leagues in Europe does not have parachute payments.  The other four clubs have reasonably generous amounts being paid.  The smaller countries and Leagues have much reduced payments which merely reflect the much reduced broadcasting income of these 
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leagues.  In Scotland, ranked 16 in the UEFA rankings, The distribution mechanism is based on 48% of income split equally to the clubs and 52% according to league position.  Methods of distribution vary widely and it is difficult to compare and contrast without acknowledging the income levels and history of particular league setups.    In terms of Parachute payments the SPL provides £0.  25 million in year one following relegation and £0.  125 million in year two following relegation.  These figures are not out of line with other leagues in smaller countries but look modest when compared with the big four in Europe.  All of this may seem a bit academic but these are vital issues affecting not only the balance sheets of the clubs but the psychology of teams with an impact on morale, anxiety and the fear clubs have of finance and failure.  With league reconstruction firmly on the agenda these issues need to be addressed as there is no guarantee a relegated team will bounce back in the first season, nor should there be.  On the other hand the differences between being in SPL and Division 1 are stark and have to be a factor in softening the blow of relegation with larger amounts of finance and a possible three year deal being considered.    
The Fragmentation of the current League Structure 
 The current organisation of the professional clubs and the four leagues dates back to the breakaway of the now SPL from the Scottish League in 1998-99.  This left Scottish football with two distinct and separate bodies -with different structures and professional weight but sharing many aspects of the game-running our professional leagues.  There was little opportunity in recent years to overcome the strains that were created by the nature of the breakaway.  But the world of football has changed.   There is now the opportunity for a more positive debate on the weaknesses of having two league organisations and a recognition that one league voice on some issues will help make more effective the relationship with the SFA and go some-way to improve the overall governance of Football in Scotland.  There would be one less institution running the game.    The strengths and opportunities of integration of the SPL and SFL seem obvious.    For the SPL: 

• Best approach for Scottish football 
• Better chance of consistent player pathways and any form of pyramid structure being successful 
• More opportunities for youth and colt development 
• Bigger marketing and commercial clout 
• Easier to resolve conflict 
• SPL seen as change agent 
• Stakeholder relationships improved i.e.   SFA 
• Doing the right thing for talent...building on loan deals as part of the package of measures to give young players greater opportunities along -side incentives for clubs to invest in youth, the new performance framework and colt opportunities 
• More opportunities to listen to fans 
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• Rationalisation of back office costs etc 
• Economies of scale 
• Opportunities for promoting message about the game from one voice 
• Possible marketing and TV expansion   For the SFL most of the benefits above apply and in addition: 
• Top people governing football using joint skills and  experience 
• Opportunity for the SFA to work with all clubs at grassroots but with clearer vision, values, focus and clarity of role  
• More sponsorship possibilities 
• Greater value placed on Co-operative Insurance Cup 
• Possibly more innovation with Cup competitions 
• Clubs feel part of Scotland United! 
• Correct way forward for the game 
• Credibility and coherence of approach restored 
• Easier to resolve conflict 
• SFL seen as change agent 
• Good of the game above sectional interests... new era of competition and doing the right thing for the game 
• Some pride restored in SFL leagues  But for the SFL there are concerns about integration and it is important that the SPL and the SFA recognise them. Some of these are: communities could become disillusioned if swallowed up or sidelined by organisation viewed as money driven; loss of member clubs due to financial issues; the possibility that Scottish Football could split into full time v part time; fans continue to think a wider perspective of the game has been lost; organisation lacks confidence as a result of recent history; clubs greater in number but smaller in size of fan base; no European place for League Cup.  For both the SPL and the SFL there will be some difficulties: 
• Governance and constitutions have to change 
• Rationalisation of job functions may be inevitable 
• What about timescales? 
• Will voting within each organisation achieve required majorities 
• How will voting powers be organised  There is no doubt that a sound case can be made for integration.  The obstacles seem to be administrative, organisational and constitutional.  Three governing bodies being reduced to two and one voice for Scotland’s leagues seems like a sensible part of the modernisation and reform of Scottish football.     
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The Pyramid Structure 
 The idea of a pyramid structure is one of the objectives of UEFA.  The issue has been debated in Scotland for many years without any resolve of the outstanding problems and consequences for the current game.  The principal of the Pyramid is supported by most people in the game but the practicalities for most seem daunting and as a result there has been no progress on the ground.  After looking in detail at the issue it is very complex not only in how this would work below the level of division three but who would be responsible for the governance, what would be the criteria for joining the existing professional league set up, what impact would this have on the finances of the game, how would the licensing system operate and how would the transition be organised to the new pyramid set up.  The Pyramid working group in the SFA has done a great deal of excellent work and are currently looking at specific models which they hope to develop further.  Many football associations in Europe have a pyramid for two simple reasons.  First it speaks volumes for aspiration and competition throughout football.  Second it is about incentive, improvement and quite simply being the best you can be.   It is also designed to make promotion and relegation a more normal and acceptable part of the game instead of the fear and protectionism which creeps in to our mind set and struggles against change.  The self interest and narrow –mindedness of some clubs should not halt progress but their concerns should be addressed because those clubs in division three are worried about dropping out of the SFL and arriving somewhere which currently appears confused and uninviting.    Below the level of the SFL third division the important issue will be the idea of who is interested and who is able to move up concept.  Out with the SFL there are a series of regionalised leagues referred to as the non league clubs: the Highland football League, covering the north, north east and the north west of Scotland; the East of Scotland League covering Lothian and Scottish borders; and the South of Scotland League covering the South west of Scotland.  The pyramid structure will be shaped by these leagues and the Scottish Junior FA.  The clubs participating would participate in either some system of geographical feeder leagues or an all Scotland wide process.  This is where the development of the pyramid becomes very complex.    It is clear the pyramid system could work in Scotland.  What is not clear is whether an overwhelming number of clubs in the SFL are sufficiently interested at a time when other more pressing problems are piling up and whether there is sufficient interest among the non league clubs and the Junior Clubs to become involved.    
Regionalisation of SFL divisions 2 and 3 
 This idea has been around for some time and based on a number of considerations: the cost and frequency of long haul trips to certain clubs; the prospect of building greater regional affiliations and solidarity; better prospects of local derbies; and more recently the different relationships that need to be developed by the new SFA structures.  These considerations seem less than overwhelming reasons for a major shake -up of the geography of the game.  There is certainly a better case in England-because of scale and geography for what they have successfully carried out.  
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Our football in the main, with certain and notable exceptions, is largely concentrated in the central belt of the country with travelling distance being small.  What seems more likely to give credence to this debate is the prospect of a pyramid structure being implemented.  There is an idea to possibly create, as part of a pyramid, regionalised feeder systems for entering and departing the third division.  If this was to be implemented, regionalising the two lower divisions the SFL would complement rather than complicate the process.  Without some positive benefit accruing to the SFL clubs there seems little likelihood of this measure taking place in the short term though again if there was a great deal more collaborative work done involving the football authorities then this could make more sense in the medium term.    
Youth development and Colt teams 
 There is currently a debate about the possibility of young players (colts) being given an opportunity to play more games and if possible on a regular basis.  Providing greater opportunities for them to have more opportunities to play football instead of sitting on the bench or not being include in the first team pool would certainly enhance the prospects of the young player, possibly create more chance of playing for the first team and be a contribution to the national game.  Pressure on managers, from the board room and from the fans to win immediate success makes it very difficult to experiment so the idea of colt teams makes sense.  This measure could be linked to the new performance framework for the national game, the use of incentives for clubs to bring through young Scottish talent and the current role of loaning young players from one club to another.  We should be looking for opportunities in our league structures to enhance the prospects of all of our national sides.  The idea of colt teams playing in the SFL is one possibility.  From the point of view of the SFL clubs the prospect of Rangers and Celtic colt teams playing in their leagues could boost attendances and increase revenue.  For this to happen there would have to be a sea change in current thinking and a significant restructuring of the SFL to accommodate new teams who would compete but not be relegated or promoted.  From the SPL point of view the fact they are unable to finance and operate reserve teams should make them appreciate the contribution the SFL would be making.    
A Winter break 
 A winter break is now a feature in the top leagues of every UEFA country except Scotland and England.  The emphasis internationally is to be concerned about the weather and this remains a real factor in Scotland but also to see a break for their top players as an opportunity to recharge batteries.  The worth of this was clearly evident in the recent world cup in South Africa where England looked exhausted from the start of the tournament.   A break would also allow some or all clubs, if they so wished, to undertake some other games outside the domestic league.  At the Scotland level it could provide the national coach with a period of extra time to spend with the national side and at the same time bring together all of the national sides, of all ages both male and female.  The question of which month has always been the problem.  From looking around Europe January is the most favoured month.  It is also worth reminding ourselves that the Champions League and the Europa Cup have a break after the group stages until the knockout phase at the start of next year.  This raises bigger questions about when we play our football in this country and the need to consider the fans as well as the wider financial considerations.  This raises the wider 
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question of whether the current football season is a help or a hindrance to achieving our wider ambition for the game.  There are many people who question why we remain enthralled to playing football in the bleak weather window of the calendar.  Obviously there is history and tradition and a great many other considerations which would make change difficult and for some impossible.  The youth and women’s game is moving to a spring, summer and autumn season and it is now important to raise the question of whether it makes sense for the professional game in the longer term to do likewise.  This was beyond the scope of this review but we do require an in-depth look at this issue with a report being prepared for the SFA, the SPL and the SFL.  
An Earlier start to the Season  
 Our current entry into some European club matches when our season is barely started does present problems.  This again leads to the questioning of when we play our football at professional level.  This is a very difficult issue and while there is practical evidence to justify an earlier start to the season the question of when in the year we should play our football is something that will require a bigger debate.    
Fans and Supporters  
 Scotland has a remarkable fan base which would be the envy of most football countries large or small.  Their loyalty and support for clubs and country is consistent and despite a drop in attendances over the last 10 years seems sustainable.  Nearly 4.  5 million people watched SPL and SFL clubs in season 2009-10.  But the game should never take this for granted.  We live in a world where children, families and the wider population from which football will draw its support have an infinite variety of choices for their entertainment and their leisure pursuits.  The commercialisation of the game will continue and the financial pressures on Clubs, managers and players in the professional game will intensify.  The views of the fans and supporters will often be at odds as they understandably will be more wrapped up in football as a sport not a business.  What -ever the future holds for the game there must be more recognition given to fans and their various organisations.  Club relationships with their fans vary and there is scope for improvements.   Recent discussions, with Supporters Direct, a community benefit society, owned by its member supporter trusts, have provided some helpful insights into what they would like to see from football.  Overall their goal is to promote campaigning for the wider recognition of the social, cultural and economic value of football clubs and believe “that football clubs and competitions are increasingly being put at risk by short term vested interests, poor financial management and inadequate standards of governance” In response to their assessment of the game Supporters Direct aim to create the conditions in which supporters can secure influence and  help change the ownership of clubs by providing support, advice and guidance to supporters, promoting the value of supporter involvement and empowering supporters to set up trusts or become members of existing trusts.   They have identified three key issues in Scottish football.       
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Community Ownership 
 Supporters Direct  believes that community-owned clubs provide a sustainable alternative to the more traditional ownership models which are focussed on short-term financial matters and do not consider the wider social value of clubs.  They cite the recent vote by Clyde FC to amend their structure to a democratic Community Interest Company which sees them join Stenhousemuir FC and Stirling Albion FC as clubs whose community credentials are reflected in their ownership.   
 
Social Value 
 Football clubs contribute to the social, cultural and economic fabric of local communities.  While a football club’s sporting success is demonstrated by the league table and its financial success is shown in the annual accounts, its community and social achievements go officially unrecorded.  Supporters Direct commissioned a report, “The social and Community Value of Football” which was published in 2010.  The report recognised that football clubs are capable of playing an important community role but that the value they create should be measured in order to allow for comparison and to identify best practice that could be spread among other communities.  One of the ideas put forward is to allow clubs to demonstrate their social value, possibly with the opportunity to access grant funding which is specifically tied to achieving a significant level of community engagement.    
Representation and Involvement of Supporters  Supporters Direct believe the relationship between supporters and football goes beyond the normal customer/supplier relationship.  This deep emotional and financial commitment from supporters which underpins the professional game has made it not only the biggest spectator sport in Scotland but one of substantial cultural and social significance.  They also believe that in a relatively small country such as Scotland that new talent can be brought into the structures of the game from outside the existing narrow band of club representatives.  This they argue means that supporters should be directly represented in the decision making processes of the game alongside other excluded but valuable stakeholders.  In addition Supporters Direct would like to establish a better dialogue on a number of other important issues, including financial stability, fair play, stadia facilities and infrastructure, league reconstruction and pricing.    The report, “The Social and Community Value of Football” has significance for the wider game and the changes which might flow from any league reconstruction.  Football and Sport Enterprise will be a key idea in transforming many SFL clubs into new innovative community business models.   Football needs to explore the different ways social and community impacts are generated in football.  First, we need to understand the integration of the interests of communities in the core business of clubs.  Second, to explore  how football’s case might be strengthened by a more thorough assessment of the social impact of clubs themselves.  Third, there is a need to research ways in which football operates as a social and cultural business as well as a financial one, within its locality.  This is an issue the SFA and the League Structure need to take further.  Football and local 
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clubs hold the key to opening up new pathways to more involvement, more diversity and a wider role in sport and the community.  Competitive League Football.  
 
RECOMMENDATIONS 
 
Competitive Football Leagues 
 1. Scotland should have one Football League Structure. The Scottish Premier League and the Scottish Football League should combine to form an integrated approach to the professional game.  2. The current set up of four leagues should be reconstructed.  And comprise the SPL, a new Championship league and first and second divisions. 3. From my review and analysis there are really two obvious options for the future of the SPL and SFL (1) A Premier League of 10 teams would make sense of the current financial difficulties, the fragile nature of the existing distribution of funds within the league and current anxieties about income from broadcasting and sponsorship – and would avoid a ‘split’.  This would lead to a reconstruction of the SFL creating a Conference league and divisions 1 and 2 with the possibility of Colt teams from the Premier League being integrated into the lower leagues; or (2) A Premier League of 14 teams which would be more in tune with what the fans and spectators have been asking for but which would run the risk of some serious financial difficulties and a reduction in the current financial distribution going to the clubs.  The quality of the SPL would also be a major consideration.  This would lead to a similar situation to option 1 as far as the reconstruction of the 3 SFL leagues are concerned and the infusion of Colt teams.  It seems clear that there is no perfect or obvious solution to the demand for restructuring as reflected in the work in the report which suggests that hard economics and finance may be the real influences at the present time.  Any solution arrived at would not in any way solve all the problems. 4. The distribution of finance to SPL clubs is important and parachute payments for those who exit the Scottish Premier League should be more generous and more in line with other European Leagues. 5. Colt teams from the Scottish Premier League could participate in Divisions 1 and 2 6. There should be more competition within our professional game. This should be partly achieved by more promotion and relegation and play-offs between competing leagues. This will provide more interest and more incentive. 7. The fragmented nature of the current set up of League football in Scotland has led to the situation where there has been no formal discussion and little serious dialogue between the SPL and the SFL about the future shape of league football. Understandably the SPL faces pressure to make changes to refresh the product and deal with some important challenges in the game. They are right to do so. The SFL will face some serious consequences if the SPL and the current Division 1 are involved in strengthening their game. The SFL has a right to be heard.  The key has to be dialogue and hopefully the proposed new single League 
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Structure will allow this to happen in a way which has not been possible since the break up in 1998/99. What is right for the future will be a matter of considered judgement, when faced with balancing very complex football issues with a range of extraordinary  financial challenges.  8. A pyramid structure should be introduced in Scotland. This would link the existing League structure, through Division 2 (current3) to the clubs in the Highland League, South of Scotland League and the East of Scotland League and the Junior League. Discussions should continue to take place on an appropriate organisational framework. 9. To improve the prospects for young Scottish players -the professional part of the players pathway-playing in the SPL, and to provide  more competitive experience the SFA, SPL and SFL should develop further the ideas of: colt team participation in the lower leagues; more extensive use of player loans;  and the introduction of incentives to encourage a larger proportion of young Scots in first team squads. This will also be an important part of the work of the new National Performance Framework 10. Regionalisation of the lower divisions of the SFL could play a part in the reconstruction of the Leagues. This idea has, currently, little support within the SFL but would be given some impetus if the Pyramid structure was developed and more formal discussions were to take place involving both the SFL and the SPL on a way forward. 11. A winter break should be re -established in Scotland, with some- time in January being the favoured period. This raises the wider question of whether the current football season is a help or a hindrance to achieving our wider ambition for the game.  There are many people who question why we remain enthralled to playing football in the bleak weather window of the calendar.  Obviously there is history and tradition and a great many other considerations which would make change difficult and for some impossible.  The youth and women’s game is moving to a spring, summer and autumn season and it is now important to raise the question of whether it makes sense for the professional game in the longer term to do likewise.  This was beyond the scope of this review but we do require an in-depth look at this issue with a report being prepared for the SFA, the SPL and the SFL. 12. The Premier League should start earlier in July, to help clubs involved in European qualifying matches – but again see recommendation 11.  
Strengthening Scottish Football Foundations  13. National organisations representing fans and supporters require greater respect and acknowledgement from within the game and this should be reflected in the work of football organisations including the SFA Council. 14. More financial help and assistance should be provided to SFL clubs to help with football facilities as a way of promoting the wider sport and community interest. 15. There should be much greater innovation in the game with for example SFL clubs being able to play Friday night football if this makes sense to the clubs, fans and authorities 16. Within the new integrated League structure a Business, Community and Football Enterprise unit should be created to develop in a more structured and efficient manner the transformation of our SFL clubs to complete community models. 
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17. The SFA and the new Football League structure should help build, in a more systematic way, a total network of community football and sporting clubs throughout Scotland building on the professional leagues, the Highland League, the South of Scotland and the East of Scotland and the Junior Leagues. This would involve Football and our extensive network of clubs taking a leadership role in the much needed revolution in sport, fitness, health and well being.  
(B) The Scottish Football Association 

 
History 
 The Scottish Football Association was founded in 1873 and is the second oldest association in world football.  Following the formation of Scotland’s earliest football clubs in the 1860’s, football experienced a rapid growth but there was no formal structure, and matches were often arranged in a “haphazard and irregular fashion”.   It was clear that the clubs would benefit from regular competition and organisation.  Queens Park founded in 1867 took the lead and seven clubs- Queens Park, Clydesdale, Vale of Leven, Dumbreck, Third Lanarkshire Rifle Volunteers, Eastern and Granville-attended a meeting in Dewar’s Hotel on 13 March 1873.  That day the seven clubs plus Kilmarnock formed the Scottish Football Association.  They resolved that “the clubs here represented form themselves on to an Association for the promotion of football according to the rules of the Football Association and that the clubs connected with this Association subscribe for a challenge cup to be played for annually, the committee to propose the laws of the competition” The world’s first international match took place one year earlier in Glasgow in 1872.  Scotland’s opponents were England, the Football Association having been founded in 1863.  The sport experienced a remarkable growth and by the start of the 20th century football had become Scotland’s most popular spectator sport.  The SFA and the Football Association together with the Football Association of Wales and the Irish Football Association set up the International Football Association Board in 1886 to control the laws of the game.  FIFA founded in 1904 became a member of the Board in 1913 and today the IFAB still acts as the guardian of the laws of the game.  The Scottish Football Association joined FIFA in 1910 and was a founder member of UEFA in 1954.    
Objectives of the SFA 
 The SFA is the sport’s governing body for football in Scotland and has the ultimate responsibility for the control and development.  The principal objects and functions of the Association, “ are to promote, foster and develop in all its branches the game of association football in Scotland, and to take all steps as may be deemed necessary or advisable to prevent infringements of the  the rules of the game and the Scottish Football Association thus protecting the game from abuses”.   To achieve these objectives the principal services offered by the association are: providing assistance on football mattes to its members; the organisation of domestic and international competitive events at all levels; the training , selection and appointment of referees; football education and 
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development; the continued improvement of coaching methods, courses and initiatives; liaison with other appropriate national and international organisations.  
Background to the work of the SFA 
 In a very complex institutional set up in Scotland what then are the broad areas of concern: 

• Institutions and their relationships 
• Structure of the organisation 
• Leadership and Governance   
• Finance and business model 
• External relations 
• Outdated decision making- lack of coherence-too much informality-lack of MOUs and formal agreements-emphasis on representation to the exclusion of other considerations-not performance or outcome based-little focus on concepts of return on investment, public value and equally important “football value” 
• No shared ambitions or vision with the wider sporting world and the other institutions such as the SPL and the SFL  

The SFA: summary of key issues 
 

• Lacks coherence, focus and a sense of overall purpose 
• Ill equipped to deal with current problems, a rapidly changing social, economic and sport landscape and the challenges now evident but will intensify in the longer term 
• Lack of understanding of the wider picture with an overwhelming emphasis on the short term at the expense of the long term 
• Reactive and failure to plan effectively for the future 
• Little appreciation of the benefits of being more open, transparent and leading the debates not just responding to them -  understandable reluctance to act more proactively when you consider the extent of the media scrutiny of football in Scotland and the enduring negativity and pessimism which this generates 
• Far too little coverage of the very positive things that are happening and a tendency instead to look for conflict, controversy, sensationalism and the highly personal nature of much of this.   This is the unchanging world of football coverage but we need more balance.   The game could be more helpful and develop this culture of openness where we are confident in what we are doing, have something positive to say and are genuinely keen to link with fans, supporters and the public 
• A distinct lack of mission, vision and outcomes and objectives  
• An ability to generate –perceived as such-a sense of outdated behaviour, lacking modernity and to create the impression rightly or wrongly that we are not in tune with modern aspirations and expectations.   
• In many ways there is much to be said for history, tradition, nostalgia, sentiment or institutional memory and a respect for individuals and  time served participation -all of that 
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has a part to play in our thinking and approach BUT not when this becomes a constraint on modernisation and an obstacle to improving the game in terms of status, performance, achievement and greater national and international recognition and achievement.   This is a huge issue for the SFA and not easily resolved.   But more controversially the work of the SFA can often look like serving the institution, its traditions and procedures, its members and narrow interests-personal or sectional and in doing so becoming incredibly defensive in relation to the wider world within which football operates.   This is a block on progress, grasping opportunities and exploiting potential and in getting to grips with modern business approaches, the changing world of football and the massive weight of national expectation on the game.   The health and well being of our club and national game have to be more important than any sectional interests and we need structures to reflect football in the 21st century and not the practices and methods of the late 20th century. This is the challenge, respecting the past but no longer being a prisoner of it.    
• The representative nature of the organisation has its attractions but again there are real strains and tensions to be overcome if change is to be achieved.   The focus on what people or bodies have to lose may become more important than what the game is striving to achieve.   This dilemma is not unique to football but it could pose a real threat to change.   Good governance is more important than anything but there can be ways of harnessing this degree of enthusiasm, experience, voluntarism, representative structure and commitment for a much more modern and productive organise to move the game forward 
• There is a real fragmentation of  approach 
• The structure lacks consistency, logic and at times discipline 
• The SFA despite its name often lacks the authority to truly make a positive imprint on the game-could be the result of having to make too many compromises or seeking the lowest common denominator within the corridors of power as well as the complex and inefficient decision making processes.    
• There is an informality and lack of formal agreements, protocols and MOUs could also be a factor.   
• A significant imbalance has developed within the game between the national and club operations especially in connection with the SPL 
• There is an urgent need to raise the status and importance of the Community Game in the structures of the SFA-grassroots, recreation and youth game both male and female and the early years of elite/talent pathways.   The community game is the foundations for every part of football in Scotland and the structure and governance of the game should reflect this. 
• We have to recognise the  importance, status, contribution and in the modern era the wider links with sport, community and so many of the national objectives of central and local government dealing with the fitness, health, confidence and well being of children, youth and adults in Scotland.  In this regard we have to recognise that our structures and governance serve football first but increasingly in the modern era our remit is much more extensive and inclusive and as a consequence has to be designed for a bigger purpose.   
• Decision making is slow and this impacts on the delivery of product and  services  
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• The relationships between the SFL, SPL and the SFA and the myriad of organisations which make up the game-connectivity, shared aspirations and outlook and agreed objectives and outcomes are lacking. 
• The need to be performance driven with ways of measuring progress –this is an essential element of modernisation-this is where the annual “hand out” becomes important.   Currently distributed on the basis of history not performance.   A formula is require which puts this on to a sensible and transparent footing, linked to how the finance is to be spent and reflecting the objectives of the SFA and including the possibility of incentives to achieve national outputs.   There has to be more accountability for the money spent and a greater sense of priorities 
• Insularity, the lack of people from outside the game being involved. There is a need for new thinking  to bring to the table new experiences and expertise. Outside representation common place in most other organisations 
• Defensive –lack of confidence and self belief and lacking a structure and organisation that can cope with the frenetic pace and intensity of football action and activity: circling the wagons instead and often as a consequence developing negative attitudes 
• Lack of performance culture 
• Modernisation is way behind where it should be 
• Comprehensive vision for the game required 
• Formal agreements to ensure effective decision making and delivery 
• Business mind set to permeate the structure  

World of Change   
 We live in a world of change.  Football like sport and any other institutions have to adapt to the pressures, challenges and opportunities of the 21st century.   Change is difficult.....and threatens established and traditional methods of working, creates uncertainty, generates tensions and has the potential to disrupt.   Change is however inevitable and gives us choices.   First we can adapt and anticipate change and remain in control.   Second we can remain defensive and reactive where change controls and we are constantly on the back foot.   Third failure to respond positively and in reasonable time frames means new opportunities are missed, problems remain unsolved and the trust and confidence of those involved in the game will erode.  It is important to recognise that change is a constant which requires organisations and institutions not only to change in response to what is happening in society but to build in the capacity to keep responding to change and be driving it not responding to it.   For football and in particular the SFA there are specific problems as we look ahead and these carry different levels of threat and opportunity: 

• Uncertain and at times and a hostile financial environment 
• Constant evolving of the rules and regulations laid down by FIFA and EUFA 
• Often self generated issues of unsustainable finance 
• Economic stress in the form of a sluggish economy, and the overall financial and banking crisis 
• Rising unemployment standing at over 230,000 in Scotland and that is before the austerity measures start to impact  
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• Austerity, anxiety and fear of the future, leads to fear of failure  
• Fewer fans and more pressure as other attractions crowd in 
• Frustration and disappointment at current outcomes which sours the national mood and drives more and more people away from the game   
• Views of the game and the perception that football remains tribal and very partisan and the perceived failure to attract more families and children.... 
• Perception that the game still appeals to a narrow and distinctive section of the Scottish population.   Against this scenario there are very positive aspects to the game that rarely get serious coverage from the sports and football media and press.   These have the potential to add more value and contribute to the success of a modernised game and be wholly consistent with the change that is taking place.   To understand the need for Scottish football to change and the nature of that change we have to assess our current governance, structures and methods of working in relation to six specific concerns.   First the mission for the game as currently being defined by the question, “what do we want the game to achieve” and as a consequence, “are we fit for purpose”. Second an informed  view of the changes the game faces at the present time as well as looking ahead to see what will emerge in the future....and making sure we are futures proofed.   Third, to appreciate there are the more obvious and immediate problems which require reasonably quick responses.   Fourth, the underlying and serious financial problems which exist and the enduring nature of the problems they pose.   Fifth, the need to modernise and continue to renew the Scottish Football Brand.  Sixth, our ability to solve problems, rise to the challenges and exploit opportunities.     

What are the challenges?  
 A submission from HF Moorhouse of the University of Glasgow to an inquiry into Scottish football being conducted by the Scottish Parliament said, in relation to the effectiveness of the current structure,  “Effectiveness cannot be judged without some broad agreement on exactly what we want the organisation to achieve.   This is helped by achieving some consensus on the aims and objectives of Scottish football.   In short there is no current, comprehensive, coherent vision or national plan for Scottish football as a whole.   This has to be remedied as a vital part of creating a unified structure for the game and a base for building consensus, confidence and trust around our direction of travel.   Other countries in Europe have reviewed their structures and practices and altered them on the basis of a plan for future development with agreed aims.   Form then would follow function;   countries such as Holland, Germany, England, Portugal, Norway, Sweden and Denmark.   No such provision exists in Scotland and so policy seems to be reactive, driven by short term crisis and perceived opportunities, rather than forming a proactive, long term strategy.   The game must be actively managed to achieve important overall goals.   If the game lacks an agreed set of aims then this allows each constituent part to pursue its own aims and agenda which can create tensions and conflict and lead to an inefficient use of resources, lack of transparency and clarity and fragmentation of thinking and policy delivery.   There are various bureaucracies within the existing structures of the game with their own agendas and objectives.   There are vested, sectional and constituency interests which have become a major 
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barrier to structural and organisational change.   What is needed is central direction and leadership of the game.   There is a need for a vision, a plan for realising this vision and then a dynamic intent to implement the plan”  Refashioning and reshaping the internal structure within a broader overview of mission and purpose remains the critical challenge.  
 
 
The SFA: Overview 
 
Role 
 The report is critical but it is important to remember the valuable work being done by the SFA and the improvements that have taken place in recent years.  Areas such as Football Development, broadcasting, sponsorship, income generation and the wider links with sport and the community, have all made significant progress.  There is however, a great deal more still to be don e if we can modernise the institution and reform the structure, organisation and decision making.  That is why this report focuses on modernisation.  It is the governance of the SFA that is holding up more positive developments being developed and introduced for the benefit of Scottish football. 
 Traditionally the SFA has been concerned with regulating and governing the game, setting out the laws, rules and regulations of the game, the running the Scotland Teams and organising the Scottish Cup and other competitions.   Over time it has extended its activities to cover a range of matters, including: 

• Commercial activities such as broadcasting rights and developing the new Hampden stadium 
• Developing the game at grassroots level 
• Setting standards in areas such as coaching, social aspects of the game including anti-discrimination Developing the game is mainly done at local level and the SFA has now developed a Regional structure comprising 6 areas.    

Regulation and Compliance 
 A key aspect of the SFA’s work is the regulation and governance of the game to ensure that football in Scotland is played and run with integrity and to high standards at all levels-and operating under the rules of FIFA and UEFA.   The SFA sets standards both on and off the field with the aim of ensuring that everyone in the game appreciates what is expected and what will happen if those standards are not met.  -the recent referee’s dispute has highlighted the importance of this.   For the thousands of clubs who participate in the game in Scotland under the professional leagues, the non-league sides, the SSFA, the SJFA, the SAFA, the SWFA, the SYFA and the Women’s game, maintaining the highest standards and playing the game within the laws of the game, including FIFA, UEFA and 
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the SFA’s own rules.   The SFA like other associations throughout the world is also involved in setting regulatory/compliance standards in areas such coaching, child protection, equal opportunities, anti-discrimination, bigotry and racism and licensing.   
 
Football Development 
 There is a tremendous emphasis and investment on encouraging the development of the game at all levels, for all age groups, for both sexes and in every part of Scotland.   In recent years a great deal has been done to help under-represented and disadvantaged groups become involved in football  as well as players with disabilities and  develop facilities and football infrastructure through the Football Partnership.    
The Scotland Teams 
 The most important task here is to develop our national teams – both men and women-and in particular develop squads from under 21s to under 16s.   
 
Commercial 
 The SFA generates income to finance its activities and to invest in the game.   The SFA’s turnover in 2009 was £25 of which the majority was derived from broadcasting, sponsorship and licensing agreements centred around the Scottish Cup and the senior Scotland team.    
Representation 
 The SFA speaks for the Scottish game in discussions with other international football bodies including FIFA and UEFA.   The SFA implements at a domestic level the relevant rules and regulations set by those bodies as well as ensuring that the SFA’s own rules and regulations are not in conflict with those of FIFA or UEFA.    
Challenges  Football is conducted in a permanent glare of publicity with every incident or development –large or small reported in detail and often at great length.   Against this background and a dramatically changing landscape of social, economic, political and information technology there are a number of challenges: 

• Dealing with the tensions created  by the very different and often conflicting interests of the professional and national games 
• Adapting its own role and structures in a context where revenues and  finances across the professional game are fragile and inconsistent 
• Responding to new or heightened concerns  about issues such as discipline on and off the field 
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• Representing Scottish football  at a time when international developments through FIFA and UEFA dominate the game 
• Dealing with the challenges and responding to concerns about the financial health and management of clubs 
• Coping with two Different institutions representing League Football.   
• Adjusting to change and the electronic age where press and media and the internet have changed the basis of communications and the speed at which information is used.    

 
Structure and Organisation 
 It is important to understand the current structure of the SFA: The SFA is governed by a 36 strong Council.    
The SFA Council in 2008/2009 comprised: Patron Office Bearers (3) Hon.  Vice-Presidents (2) Affiliated Association, Representatives (9) :   Aberdeenshire and District FA East of Scotland FA Fife FA Forfarshire FA Glasgow FA North of Scotland FA Southern Counties FA Stirlingshire FA West of Scotland FA League, Representatives (9)   (SFL, SPL, ESFL, HFL, SSFL)  Affiliated National Association, Representatives (6) :   Scottish Amateur FA Scottish Junior FA Scottish Schools FA Scottish Welfare FA Scottish Women FA Scottish Youth FA Regional Committee Representatives (6) A total of 36 members  
SFA Board of Directors                                President First Vice-President            
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Second Vice President        Chief Executive Affiliated National Association Representative (2) Affiliated Association Representative (3) Scottish Premier League (1) Scottish Football League (1) A total of 11 members The membership of the Board consists of 11 members and currently includes, one president, two vice-presidents, Chief Executive, three AAR (covering football associations throughout Scotland),  one from the Scottish Football League and one from the Premier League and , two from the ANAR ( covering the six national associations),      
Standing Committees There are 10 standing committees with a total membership of 84 places.   Board of Directors (11) Professional Football Committee (9) Recreational Football Committee  (11) Disciplinary Committee  (8) Appeals Committee  (7) General Purpose Committee (7) Referee Committee  (8) Medical Committee  (10) Emergency Committee  (6) Licensing Committee (7)  The President of the Council is also Chairman of the Board with the Vice-Presidents of the Council being members of the Board.     There are real issues to be discussed: the overall structure of the organisation; dealing with democracy and the representative nature of the organisation, what contribution does each part of the organisation make to the overall effort; what is the role of the SFA in the game?  What is the function of the SFA Council?   If it is to be representative of the game why are there such key omissions? Examples are fans and spectators, referees, Government, sponsors, other sports, other stakeholders; Can it become the Parliament of the game, more deliberative and informal, a forum for an ongoing debate on current issues as well as looking to the future.   Does the new regional structure require changes to be made? What should be the size of the Board and who should be on it? How many committees do we need and what should they be? Is the current constitutional arrangements, including the Memorandum and Articles of Association and the AGM, the best way to handle the rules, regulations and the change process? What changes need to be made to the Chief Executive’s role? In this context of possible changes to governance what lessons can we learn from other sports and other countries?  
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A Review of other Sporting Organisations including international experience 
 As part of the Review of the Football Association in England, Alistair Gray on behalf of Genesis Consulting produced an excellent comparative study of sporting organisations in England and in other countries.   This was carried out in 2005 and helped shape the final outcome of the Burns Review.    It makes sense to use the findings of this comparative study to inform the current review of the governance, structure and decision making of Football in Scotland and in particular the SFA.   The study looked at FIFA, UEFA, National Football Associations in Europe and National Associations and International Federations of other leading sports.  Of considerable interest was the summary of recent changes in Football; 

• The growth of commercial power in the game 
• The importance of clubs over the national teams 
• The increase in earning power of some clubs and the development and influence of the Champions League 
• Expansion in the numbers of membership associations in EUFA 
• The growth of women’s and girls’ football 
• The growth of interest in well being, fitness, health and sport generally Professionalism now dominates many sports and with this comes many more challenges and problems, including clubs, players, agents, club licensing, rights protection, image rights, trademarks, insurance, registration and transfers and discipline.   In the Genesis report the author makes a telling comment, ”As is the case in many sports, there is evidence of growing concern amongst international governing bodies about the distortions and polarisation within sport caused by the perceived swing from a sporting to a commercial focus.  FIFA have a clear policy to support the national associations and their national teams.   NFAs must have the power to bring order to the sport in their country.   FIFA are promoting and supporting the development of new markets such as youth, women and Futsal and a new World Club Cup as great opportunities for the Sport.   NFAs will be expected to follow their lead” UEFA in “We Care about Football”, stress the development of the game and wish to work towards 
• A united football family 
• Football representing integrity, sportsman ship and loyalty 
• Football being the number one priority for the organisation 
• Football acting as a democratic showcase through its structures, organisation, social participation and lifestyle and working with other sports for the common good 
• Building a stronger than ever football pyramid, with elite, professional, semi-professional and grassroots  football inextricably linked and with each level supporting the others From the work of the Comparative Study there is an interesting insight in to the thinking of UEFA as far as structural and governance change is concerned.  UEFA officials favoured: 
• Clear, transparent and democratic structures operating at all levels 
• The concept of the Council being the supreme governing body 
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• The Board should be composed of individuals acting for the good of the game as a whole, rather than the representatives of particular interests and should be elected from the Council 
• The continuation of many Board practices not to have non-executive directors, although they did acknowledge, to quote the report, “ that a large number of National Football Associations were rooted more in the nineteenth than in the twenty first century and in need of modernising” 

 
Conclusions from the Comparative Review  The Genesis consultancy report produced set of conclusions and recommendations to help shape future thinking on the reform and renewal of large sporting organisations. The SFA represents a large organisation in this context.   From the conclusions a number of points seem relevant: 

• The SFA represents a model of structure and organisation which show very little change from the historical model 
• Many of the European comparators seem to be strongly influenced by FIFA and UEFA.   The impetus for change is largely influenced by the success or lack of success of the Association and in this respect the lack of success in nearly 15 years of international football and a myriad of problems in the domestic game certainly reinforce the belief that the current operation in Scotland is not working as it should not with -standing the new challenges that lie ahead.   
• Football is behind many other sporting organisations in terms of strategic planning, organisational modernisation and performance.   
• All National Football Associations and other sports reviewed had separate organisations delivering the professional game separately from the national/community game...   the Netherlands appears to have a closer and better working relationship between the professional and the community game.   This was certainly evident from my trip to the Royal Dutch Football Association as part of phase one of my review in early 2010.   
• None of the comparators was managed by a large Council.   As well as having an Annual General Meeting of clubs and Regions.  Although the Council is considered an essential element, Council numbers generally have been reduced along with the frequency of meetings.   

o In terms of representation for the sport as a whole, referees and others in the game had greater representation in continental football federations 
o Most comparators felt the role of Council should be confined to statutes, regulations and rules with a strategic overview 
o Council should not be operational and Committees should be appointed by the Board 
o Many comparators had changed the fundamental shape of the annual General Meeting and the Council/Board 
o Move to more regional representation, rather than being aligned to boundaries that have less relevance today.   The SFA Council has this problem by recognising six 
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regions as well as nine representatives from areas which reflect the past and bear no relationship to the boundaries of modern Scotland 
• There is a debate on separating the different roles of the President.   The roles often combined are the “Head of State” or “Ambassadorial”  and the Chairman (Executive/Non-Executive of the organisation or enterprise 
• The role of non-executive directors were not easily understood in Europe but when the concept was explained to them and the role was better understood the following points emerged: 

o They are best deployed on a Management Board 
o They frequently provide challenge and objectivity 
o Those organisations that have introduced them value their contribution 

 
The Comparative Review-Pointing the Way ahead 
 Identifying relevant and innovative changes taking place elsewhere is of vital importance in looking at Scotland and assessing to what extent we can learn from others.  The following recommendations from the comparative study seem of interest; 

• There must be a clear desire to simplify, speed up and reduce the complexity of the Governing body’s organisation including 
o Fewer groups or sub-organisations 
o Fewer committees appointed by and reporting to the Board 
o Increasing limited use of committees 

• Consideration of a more formal alliance with the professional  leagues/game within the structure of the organisation 
• More emphasis on agreed formulas for the distribution of net revenues demonstrating a real commitment to the development of football at all levels 
• Within the structure  a more formal demonstration of the importance of the grassroots/recreation/community aspects of the game and a real commitment to growing and developing the game 
• Boards should be reformed reflecting a clear commitment to excellent practice, strong leadership.   good governance, operational transparency and improved performance 
• Independent directors are being increasingly used by British Sports as an integral part of modernisation 
• A number of the world’s leading sports have installed systems of performance management.    The steps being taken by the SFA to undertake a major and comprehensive review of Scottish Football will put Scotland at the forefront of modernisation and reform.   Being aware of what is happening elsewhere is important not only to learn but to ensure that the Scottish game can also be leading in Europe.   This could be a unique opportunity for Scotland.  German: Revolutions in other countries have been built on a range of factors including discipline, self belief and planning.   A superiority of skills is essential.   Ranking and results are not the only criteria, there is a  need to look at style, play and intentions and have  a definite philosophy   In the 
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Bundesligas there is an output of young talent and the operation requires will power, a sense of commitment, self confidence and an ability to be assertive.  After the 2000 European Championships thing started to happen: there was new investment earmarked for talent promotion; a network of 366 training centres set up using infrastructure of local clubs; 14000 youngsters aged 11 to 14 received extra tuition by way of two hour weekly sessions in addition to the normal training they do with their  clubs; further up the line there are 46 club academies and 29 German further education schools have been designated elite football schools- students receive a perfectly normal education but football is part of the curriculum.   There has been a gamble on young talent.  England: Prior to this tournament (2010 World Cup) there were only 2769 English coaches holding UEFA’s top qualifications.   Spain had produced 23,995,   Germany 34970,   France 17588, and Italy with 29420.   Critics believe the FA’s loss of control over the game from top to bottom goes back to 1992 when it ceded control of the top flight to the most powerful clubs. Since then the Premier League has run the game in its own interest.  No one should blame them for protecting their brand in the best way possible.  In Germany their counterpart DFB has a far more balanced relationship with the Bundesliga. This has led to a higher percentage of home grown players plying their trade in the domestic League. In the Premier league in England that figure is just 37%.   Of Late the Premier League has put more emphasis on youth development and introduced rules forcing clubs to include more players developed in England in their match day squads.   Yet the rules do not go as far as Germany.    Holland: There is a much better and more effective relationship between the professional and community game and a clearer role for the national Association in making this work.  
Key Principles and Objectives 
 There are real issues about corporate governance and the systems that should be in place to ensure  the organisation is run with due regard for the rights and responsibilities of its management, Board and stakeholders.   This would cover objectivity and having proper regard for legal, ethical and financial matters and accountability.   Modern medium size businesses work to various frameworks and regulations to ensure good corporate governance not only for the internal business of the organisation but to illustrate to the wider community the integrity and accountability of the organisation or business.  In many instances this now involves widening the base for selecting Directors-independent non-executive- and bringing a  wider set of skills and new independent thinking to the  various parts of the business.   There are available many helpful codes of practice outlying key principles and values which set out the guidelines for a modern and ethically sound organisation.    Some of the Key principles and ideas that exist elsewhere in business and sport and which should be incorporated into the SFA:  

• independent Chair 
• independent non- executive Directors     
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• bringing in outside skill sets    
• stream lined decision making processes   .   
• powerful l chief executive’s  office and effective role for management team   .   
• changed role for the SFA council and  Board 
• new committee structure with particular emphasis on the importance of both the professional game and the community  game  and the audit function    
• transparency, accountability and good governance 
• creating a climate of trust in confidence within the SFA and between the SFA and other bodies and organisations with a one voice and one door approach 
• modernisation,  but retaining the positive aspects of our distinctive history and tradition    
• formal agreements/MOUs/concordats between partners and bodies to ensure effective delivery of policy, and efficient use of resources;   
• and trust and transparency  There are a number of key objectives that are vital in any modernisation process: 
• The effectiveness and ability of the structures to deliver the objectives of the SFA: 
• To govern the game with consistency and integrity at all levels of football 
• To promote and support high standards of financial management and corporate governance amongst all stake holders 
• To maximise incomes from events and brands and ensure the equitable distribution of such income at all levels of football 
• To promote, lead and co-ordinate a strategic approach for the widest quality participation and interest at all levels of football 
• To achieve success on the field through leading quality coaching, education and player development at all levels 
• To achieve success at all levels for the national representative teams  This part of the report identifies the key parts of the Structure requiring change and the issues and ideas influencing the recommendations being put forward:  
• The role of the constitution, the Memorandum and Articles of Association and the AGM 
• The role and composition of the Board, 
• The role and composition of the Council,  
• The committee structure,  
• The Chief Executive’s office and the role of the executive team,  
• The proposed Regulation, Compliance and Disciplinary Panel  
• The creation of a new and modern Community Football Partnership,  
• and a more focussed Professional Football Partnership, 
• The relationships between  the  SFA and the professional game,  
• and the way in which SFA surpluses are distributed.    Change is not easy.  The impact of the history, traditions and sentiment of the Institution will make a radical reorganisation that much more difficult.   The timescale for change, transitional 
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arrangements, interim solutions, phased programming, and the largest possible buy in will be important aspects of an orderly approach to the comprehensive reform and renewal of not only a vital part of Scotland’s football history but an even more important part of football’s future.  The best and most relevant aspects of the participative, representative nature of the SFA should be retained as outlined above, We need to build some consensus around not only the recommendations but the process of implementation.  Some may be reluctant to give support because of what they perceive to be a threat to various interests, of which football has a great many.   But change is long over- due. Without a radical modernisation of the SFA the problems will start to overwhelm the organisation and a possible once in a generation opportunity to move forward will have been squandered.  We need to look at the reforms as an integrated approach to structural change within the SFA.  Many of the proposals fit together and are inter-dependent.      This would create a stronger SFA that is better suited to the environment of the game in the 21st century and is more capable of providing coherent leadership, governance and delivering the organisation’s objectives.    Under the structure being proposed, it would be clear what it is that each element is intended to achieve: lines of accountability would be transparent and widely understood, and a strong and balanced board of directors, working more transparently and efficiently would also be obliged to oversee performance and the delivery of strategy.  As the effectiveness of the organisation improves, it would acquire a greater confidence, which would lead to a growing ability to anticipate and to shape domestic and international developments in football, rather than a tendency merely to react to them.   This is a structure that would enable The SFA to deal with the challenges and to seize the opportunities that confront Scottish football today and in the years ahead.  The backdrop is complex and the need for change is very demanding:   
• The environment of the game has changed 
• Tough financial environment-insecurity and sustainability  
• The lack of success at both club and national team level in Europe and internationally  
• The pace of social and economic change   
• A lack of clarity as to who is responsible for what, frustration and tension between organisations and stakeholders   
• Lack of vision and mission, lack of modernity, too defensive...    
• Outdated committee system, lack of external involvement in the work of the SFA, lack of focus on key issues such as Government and other sports    
• Community/grass roots/recreation  game has little status within SFA structure and lacks parity of esteem with other aspects of the game  
• Lack of audit committee  
• Lack of coherence in the game, lack of priorities, there are alternatives to football, narrow perspective of much of the public about football, still too many negatives 
• A question of institutionalisation, hard to measure progress, organising working but not necessarily performing 
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• There is enormous interest, sentiment, commitment, loyalty, enthusiasm, pride, passion, concern  and at times an old fashioned sense of duty within the organisation   
• A failure to close the gap between expectation and achievement  
• A 20th century organisation for a 21st century game   
• A lack of trust and confidence between institutions and individuals 

 
 

RECOMMENDATIONS  

 
For the future governance, structures and organisation of the Scottish Football 
Association 

 
General  18. The SFA in partnership with the SPL and the SFL should prepare a coherent, comprehensive and integrated statement of intent and development plan for the future of Scottish Football. Looking at the role of football in modern society and the purpose of the national game this new narrative should include our vision and mission for the game; our values and principles; and the intended objectives and outcomes.  This would be the first exercise of its type and would help give direction, focus and meaning to our national game in a way which can be measured so we can see how vision and ambition is translated into results and success. The importance of this can -not be overstated .  19. Independent involvement should be introduced at every level of the work of the SFA, including the Board, Council and the partnerships, panel and advisory bodies recommended in this report. Opening up the work of the SFA is vitally important. There are valuable skills, expertise and experience and a commitment to football outside the game that must be harnessed for the development of football.  20. There is a need to modernise and overhaul the structure, organisation and decision making of the SFA, to stream line the operations and make more efficient and effective the delivery of objectives and outcomes. 21. To establish a specific review of the constitution of the SFA including the Memorandum and Articles of Association, the operation of the AGM and its protocols and procedures, the different form of membership of the SFA, including Registered, Associate and Full members and the processing of dealing with matters going before the AGM with a view to considering whether or not change is needed to further modernise the SFA.  22. The SFAs delivery functions, essentially the Scottish Cup and the national teams, including the generation of revenues from their activities, should continue to be carried out by the SFA, as should oversight of the activities of the Hampden Park Limited    
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The SFA Board  23. The SFA Board of Directors should continue to have full responsibility for overseeing the running of the SFA and for the delivery of its strategic objectives, to  which more time and focus should be given. The Board should be constituted so that it can provide leadership for Scottish Football and is well equipped to deal with the major strategic issues that confront the organisation. 24. The size of the Board should be reduced from 11 to 7 Directors. 25. The Board should include a minimum of 2 independent non executive Directors 26. Consideration should be given to separating the roles and responsibilities of the President and the Chair of the SFA Board. The President of the Council should none the less have a seat on the Board as a non-executive director. In due course the Chair of the Board could be an independent director. 27. The Board and Executive team should continue to be responsible for the high level policy and strategy functions of the SFA as the governing body. It should prove much easier to concentrate on these core functions once the simplifying  and streamlining effects of the new structure are in place.  
The SFA Council  28. The Council of the SFA should become more representative of the diverse interests of the game including, supporters, players, managers, coaches and referees. There is a need to create an independent or lay perspective within the Council.  29. There needs to be a rationalisation of certain aspects of Council membership and an increase in the number of women. These changes would lead to an increase in the size of the Council from 36 to 45.  30. The Council should continue to receive reports from the Board as to the affairs of the Association; consider and advise on specific questions which may be addressed to it by the Board; generally provide a forum for discussion about significant issues for the development of the game. In this regard the Council should build on the idea of being a “Parliament” for the game, an effective forum for debate where important football matters are openly debated.  
The Committee Structure  31. The nine standing committees of the SFA, excluding the Board should, should be removed and replaced by the two new partnerships and one new panel  32. The SFA itself should be reorganised so as to become more focussed on the main organisations responsible for the delivery of football, namely the Community game and the Professional game It is essential that the governing body is seen to be dealing with them in a way that reflects their equal importance in Scottish football.  33. All the regulation, discipline, licensing and enforcement functions of the SFA, ranging from on field discipline through to an reporting obligations should be carried out by a 
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Regulation, Compliance and Disciplinary Panel which would carry out all the enforcement functions of the SFA.  34. To strengthen the Panel and to demonstrate its independence from conflicts of interest and unwarranted interference it is proposed that it should be semi-autonomous and operate at arm’s- length, although subject to (published)policy direction of the Board. It should publicly report its activities to the SFA Board and to stakeholders at large, in a way similar to many of the independent regulatory organisations created by the government over the past two decades.  35. Within the unit and the work of the Panel there should be a clear separation between the functions associated with 2decisions to charge” and the convening of “judicial bodies” to hear cases and appeals. Independent people from outside the game should have a key role. 36. Independent people from outside the game should have a key role A degree of independence within the structure is essential to maintain respect. Trust and confidence and to ensure the pursuit of justice is transparent and accountable and is not undermined by self interest.  After recent events this new set up is needed.  37. A new “Community Football Partnership” should be established to provide integrated and co-ordinated leadership and governance for the recreation, grassroots and youth game for all ages and both sexes. The status of the community game has to be raised and its importance within the SFA has to be recognised.  38. The focus of the Community Football Partnership should be too promote participation and high standards in all aspects of the game and establish more credibility, status and importance within the structure of the SFA.  39. A new and more focussed “Professional Football Partnership” should be established to provide the machinery for dealing with the issues that the SFA has to address that relate exclusively to the professional game 40. The focus of the Professional Football Partnership would be to promote the integrity and well being of the game, on field quality, the highest standards of conduct and the interests of fans and consumers. a. ( although these subject areas are represented in the standing committee structure at present the new partnerships are totally different and will be more powerful and substantial)( The names given to the new units are  working titles and could be changed)  41. Membership of the new Partnerships and Panel should be decided by the SFA Board who should be able to select from Council members, other stakeholders and independent or lay people. 42. The automatic allocation of two committee places to each member of the Council should end. 43. The relationships between the Board and the Partnerships and Panel have to be put on a sound business basis with a formal understanding of roles and responsibilities and a clear appreciation of the fact that in the new set up that the Board will deal in the main with strategic considerations, direction and really major decisions. The intensive work of the SFA will now be handled by the three new bodies. This is why we will need Memorandums of Understanding and clear system for decision making. 
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44. All committees of the SFA should report to the Board either directly or indirectly through the Regulation, Compliance and Disciplinary Panel, the Community Football Partnership and the Professional Football Partnership. It would be sensible to continue to make use other expertise and experience currently available in the Council, by creating advisory groups or other arrangements. 45. An audit and Remuneration committee should be established: an essential part of any modern business.  
Management  46. Delegated responsibility for the day to day running of the SFA should rest with the executive team headed by the Chief Executive, supported by the Board and any advisory committees created by the Board as and when appropriate. 47. The process of modernisation should recognise the need for a greater focus on strategic relations, external affairs and facilities and football/sport infrastructure within work of the SFA. 48. To strengthen the role of the SFA’s regional structure both to deliver more effectively on ground, build better relations with all local stakeholders and help further devolve football from the centre 49. To establish in partnership with the SPL and SFL ways of encouraging effective budgeting and financial control by clubs and building on the new initiatives being undertaken By both the SPL and the SFL e.g. looking at ideas such as a requirement for new owners to provide credible proof of funding plans and whether we need to assess more effectively the holding of club directorships.  Achieving sustainable Finance is such an important part of modern football. 

50. The distribution of financial surpluses of the SFA-essentially the difference between the commercial income raised from the delivery activities and the costs incurred in running those activities and carrying out its central functions- should be subject to a simple funding formula. A division between the Community game and the Professional game is needed which reflects the priorities of the overall game. The agreement of all parties-the Board and each of the professional leagues-should be obtained. 
  (Please note these new terms are merely working titles which could be the subject of further discussion. -there are some strong views about what organisations are called)  The key components of the recommendations are: SFA Council: SFA Board; Executive team; Strategic planning; Policy Development; Oversight of Partnerships and Panel; Community Football Partnership; Professional Football partnership; Regulation; compliance and Disciplinary Panel; Audit and Remuneration Committee; Subsidiaries Business Units; Hampden Park Limited; Scotland Teams; SFA Competitions  
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Some Further Thoughts on the Future of the SFA 
 These are far reaching proposal which will require a great deal of discussion, scrutiny and as much consensus building as possible.  In view of this some further comments and thoughts are outlined in order to develop further the recommendations outlined above. 
 
Context 
 There is a lack of a formal dialogue taking place between key stakeholders. Governance of the game is easily disrupted and dislocated by trust and confidence issues and needs instead to be more robust and effective and less susceptible to these kinds of problems. The governance lacks cohesion focus, transparency and accountability and much of this is the result of not having a modern set of objectives and mission linked to verifiable and measureable outcomes and objectives.  There is an inevitable lack of balance in the importance attached to the various part of the game and to a large extent there is little real prioritisation and as a result the elite/grassroots/recreation /youth development work is not given the recognition it needs and deserves if we are to achieve the “revolution” in approach required to turn our game around in the long term.  There is a need for a thorough review of the staff structure, departments  and priorities based on a clear idea of what the organisation is trying to achieve and to what extent scarce financial and human resources  could be deployed more effectively. Facilities and infrastructure should be given more recognition as should links with external bodies.  A much greater understanding is needed of the engagement with bodies and agencies who have so much to contribute to what the game aspires to: a single voice-coordinated activity- single lines of access and communication to the world outside floor six at Hampden  is needed.  And we need a facility for independent thinking/creativity and innovation on the game within the structure, working with but one step removed from day to day pressures and developing a learning culture which is constantly up to date with international and Scottish developments. A greater emphasis on continuous professional development is required.   Relationships between organisations have to be based on formal and transparent protocols/memorandums of understanding/treaties with nothing left to chance. There should be no doubt about what people sign up for and no doubt when agreed objectives have or have not been achieved.  This is where the thinking and ambition of the Performance Framework should permeate every -thing we do. This to be reflected in the structure of the SFA: a priority given to performance, audit of all kinds and capacity building and innovation.  
Constitutional Matters 
 The Memorandum and Articles of Association, the Annual General Meeting and the handbook provide the solid foundation upon which the SFA operates and much of this is processed and developed within a very complex and time honoured manner. Change is the key to the future of the 
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game. But the structures and decision making processes through which any change is pursued may be complex and difficult to navigate. As a result the process of history and tradition which has shaped the constitutional machinery may pose a real threat to achieving any form of significant change. Achieving some form of consensus becomes, in this situation, essential. The procedures of the SFA in terms of making laws and rules are formidable. First, the membership structure of Registered Members, Associate Members and Full Members provides a rather limited number of clubs and organisations to determine the future shape of the game as only certain of them, excluding Registered members, have a vote. There are many vested interests who may feel threatened by change or who fear the impact or may feel that there is nothing for their particular organisation or club in any measure or proposal.  Second, any proposals for change have to be processed through the Board and the Rules revision procedures. Again the filter exists for sifting proposals. Third, there is little prospect of change to this particular system in the short term so the widest possible debate around the recommendations will be needed to build consensus and to influence the decision makers about the strength of feeling which clearly exists through- out the country. Again this is a possible area for a review in the medium term.  
The SFA Board 
 Board responsibilities should include:   Setting out a clear, cohesive and comprehensive mission statement for football in Scotland and a set of core values which will facilitate and influence the working of the SFA and its relationships with the wider game and key stakeholders And in conjunction with the proposed new integrated league structure-the SPFL -set out an overall vision for the game 

• setting the strategic aims of The SFA, ensuring the necessary finance and people are in place to meet its objectives, and reviewing both Board and management performance  
• setting The SFA’s values and standards, and ensuring that its obligations to its stakeholders, and others, are understood and met   
• determining the overall strategic direction for the development of football, at all levels, over the long term, including the development of successful Scotland teams   
• promoting, and staging, the SFA competitions 
• maximising the income earned by The SFA, including broadcasting and sponsorship revenues associated with the Scotland team and the Scottish Cup  
• determining and publishing the Board’s policy on compliance with, and enforcement of, the SFA rules and regulations    
• strategic oversight of the three partnerships and panel, namely the Community Football Partnership, the Professional Football Partnership and the Regulation, Compliance and Disciplinary Panel    
• representing Scottish football both within the Scotland, (e.g. with Government and other organisations) and internationally, (e.g. with FIFA and UEFA), and ensuring compliance with FIFA and UEFA requirements  
• and corporate oversight of The SFA itself, including senior appointments and financial performance.   



94 
 

 
Composition of the Board  
 An effective Board should have different types of director including independent non-executive directors: reflecting best practice in business and sport.   There should be a balance between the representatives of the Professional and Community game.  Chairman of the Board There is also scope for further debate about the Chairman of the Board. Currently the President of the Council is the Chair of the Board and based on current arrangements the senior Vice-President is likely to be his successor. Other sporting and business organisations are looking at the idea of an independent Chair. This possible development has to be seen in relation to the possible strengthening of the President’s Ambassadorial or Head of State role within the SFA. Another consideration is the idea of the President being a member of the board but as a non executive/ex-officio. There are real merits in building the organisation by having a President with a powerful Ambassadorial role acting as the face of the game in Scotland and Internationally and having a independent Chairman whose role would be in complete contrast and as such would be responsible for the effective working of the Board. Whilst it is ultimately a decision for the Board, there is a good case for the Chairman of the Board, in due course, to be one of the independent non-executive directors.  A respected independent Chairman has the best chance of gaining the confidence of all the other directors, their complex and different constituencies and the wider game and sports interests.      
Committees of the Board  
 In line with the principles of good governance, there would be an audit and renumeration committee.  Its purpose would be to monitor the integrity of the financial statements and the control systems of The SFA, and to make recommendations to the Board on the appointment of the external auditor.  It should review and update the Board’s proposed remuneration policy, including arrangements to ensure that executive directors face appropriate performance incentives, and should set actual remuneration arrangements in accordance with that policy.  This committee could also deal with nominations, convened as and when necessary to oversee the recruitment of executive directors and independent non-executive directors.  Directors representing the national and professional games would be appointed by their representative bodies.      The Board could establish further committees to advise and support the Chief Executive on other matters, prior to these being considered by the Board.  The specialist tasks of these committees may involve the Board co-opting members of Council as well as other individuals with the required expertise.    
Board Proceedings and Performance  
 In line with best practice, the Board should strive to conduct its business as transparently as possible, subject to clearly identifiable confidentiality requirements (eg, personal and commercial affairs).  This could entail the limited public disclosure of agendas, and consideration should also be 
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given to the release of papers of a general policy nature.  By doing so, the Board would strengthen its own standing and improve the general standard of public debate.   
 In accordance with best practice, it should undertake a formal and rigorous annual evaluation of its own performance against the strategic objectives set, both in the short and longer term.  This should include reviews of the performance of the partnerships, panel and its committees.  The chairman should act on the results of the performance evaluation by seeking to address any identified weaknesses of the Board.  Finally, the annual report should include a statement from the Board on how the performance evaluation has been conducted.   
 
Board Matters and Delegation    Whilst it is proposed that the SFA Board has full responsibility for the running of The SFA -the notable exception being the running of the semi-autonomous Regulatory, Compliance and Disciplinary Panel- it should not deal with all matters and make all decisions.    The nature of The SFA, and the organisations to which it relates, makes it especially important that it is clear about what issues should be dealt with by whom.  The principle of delegating responsibility is  vital for arriving at decisions as far away from the “centre” as possible where this can be achieved without jeopardising their quality and objectiveness.   In outline, the Board would wish to decide for itself what decisions it wishes to: reserve for itself as “Board matters”, having taken advice from other organisations, as well as taking analysis and evidence from the Chief Executive and the senior management team;   
The Role of the Chief Executive   
 In the past, the executive functions of The SFA have generally been shared between the committee structure and the full time staff working under the Chief Executive.  Under the new thinking, executive responsibility would rest with the Chief Executive, staff, supported and assisted by whatever arrangements are warranted.  These would be expected to include advisory committees and the appointment of part-time expert advisers on specific football matters.  Although the structure of committees of Council would no longer exist in its current form, it is reasonable to expect that the experience and expertise of Council members would continue to be sought through membership of advisory committees.   Essentially, the job of the executive team would be to run The SFA on a day-to-day basis, subject to the limits of delegation granted by the Board.  The primary functions of the SFA would comprise:  carrying out the analysis and conducting the debates necessary to ensure that the Board is well-briefed about policy developments and supported in its role as custodian of the long-term strategy for Scottish football.  Such policy development should span all aspects of the game, and is the single most important function of a governing body.  In particular, it is envisaged that there should be a marked shift from the present, mainly reactive way in which policy is formulated at The SFA, to a more pro-active, strategic approach;   

• carrying out The SFA’s own delivery responsibilities, including the management and promotion of the FA competitions and the Scotland teams;  
• monitoring and evaluating the performance of The SFA’s subsidiaries; and  
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• supporting and advising the Board in respect of all of its functions.  The appointment of the executive directors would be the task of the main Board, advised by the Nominations Committee.  However, the high level structure of the executive organisation, together with individual appointments, should be a matter for the Chief Executive in the first instance (in consultation with Board directors).  Shaping the senior management team in the best way to run the organisation is a key task of the Chief Executive.    
The SFA Council  
 The priority is to develop and transform the Council so as to establish it as the “Parliament” of football, constituted to represent a wider range of interests in football. For this to happen there has to be a small increase in the numbers on the council. There should be an extra six places to go to independents from both within and outside the game. Within the current structure the Affiliated Association Representatives-whose current areas bear no relationship to any other type of Scottish boundaries and are really a product of the past-be merged with the Regional Committee Structure to give a total of 18 rather than the current combined total of 15. But with the provision that we have three women included as part of the new total. The new SFA regions should also be strengthened by this change and would ensure they became a formidable part of future decentralised thinking.     The Council would carry out the following activities in its own right:  

• receive reports from the Board  
•  consider and advise on specific questions addressed to it  by the Board   
• Generally provide a forum for discussion about significant issues for the development of the game 
• debating matters of general interest relating to football.    The primary objective for the future composition of the SFA Council is to create a framework within which it can become more representative of the diverse interests in football.  However, it is not intended to prescribe, in detail, the precise composition of Council as part of the recommendations of this Review:   it is however a firm conclusion of the Review that the Council must become more representative in the future. There should be limited representation from the various groups who are currently not represented, including club supporters, professional managers, referees (both professional and Community Game),    In addition, the representation of women’s football should be expanded.     

The President of Council   At present, there is a Chairman of The SFA, who serves both as the President of Council and as the Chairman of the Board.   These roles could be separated, and that Council be chaired by a Council President, with the Board chaired by an independent Chairman.           As well as chairing Council (and the Annual General Meeting of the shareholders) the President, would be expected to assume a number of responsibilities, namely:  
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• representing The SFA internationally;  
• representing The SFA at finals of SFA competitions;  
• being the “recognised face of the Scottish football” and carrying out any additional  
• associated “ambassadorial” and “ceremonial” functions; and  
• matters of protocol.     

Council Members  
 In addition to their participation in Council proceedings, Council members would  continue to play a  role in The SFA and its work because of the wealth of expertise and experience they offer.   Although it is not proposed that the present committees of Council continue to exist in their current form, it would be expected that the valuable work that they do would continue to be carried out in other ways, particularly on advisory committees, panels and other arrangements supporting the SFA Board, the Community Football Partnership, the Professional Football Partnership or the Regulatory Compliance and Disciplinary Panel.    As a consequence of these changes, it is envisaged that some Council members would devote more time and effort to The SFA in the future, whilst others would devote less.   This compares with the present arrangements under which all members are required to serve on at least two committees each; my proposals would end this provision but there would still be opportunities to participate in the work of the SFA.      
The Regulation, Compliance and Disciplinary Panel (RCDP)  
 
Principles  
 Like all organised sports, football relies upon a comprehensive set of rules and regulations.   These include the laws of the game and a variety of regulations, most of which are set out in the SFA’s handbook.   These range from the discipline of individuals for on-field behaviour, through to various types of off-field individual conduct (including and child protection) and rules governing the sanctioning of leagues and competitions, specific competition rules and other requirements which relate more to clubs’  behaviour than the activities of individuals.    The responsibilities of a governing body includes the development of “policy” , the “legislating” of the relevant rules and regulations and the monitoring and enforcement of these requirements which includes discipline   The third of these basic responsibilities, “enforcement”, can be further sub-divided into four distinct functions, namely “policing”, “prosecution”, “adjudication” and “appeal”.     The appropriate enforcement of these rules is essential in order to preserve the integrity of the sport and the way it is organised.   This enforcement must be undertaken objectively by individuals who face no conflicts of interest in their work, and who are free of influence from those who do have an interest in the outcome of their work.   The essential concept of the RCDP is to bring together into one discrete and semiautonomous organisational unit all of The SFA’s enforcement responsibilities in order to make the relationship 
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between it and the rest of The SFA publicly visible.   This also achieves a clear separation between the making of policy, which would remain a core SFA function, and the execution of enforcement, which would fall to the RCDP.     The principles of independence, clarity of responsibility and transparency must characterise the arrangements for regulation and compliance if the actual and perceived integrity of this function is to be secured.   Recent developments concerning the Referees reinforce the need for dramatic change in this area of SFA activity. This was one of Scotland’s darkest periods and no one emerged with any credit and for the game it was a public relations disaster. This proposal will help build trust, confidence and understanding within the game and ensure that these major aspects of our game are dealt with in a modern, accountable and ultra-professional manner.  Although there are some important operational changes proposed to strengthen some aspects of the process, it is important to recognise that the regulation, compliance and disciplinary functions can work well, but we now have to put that beyond doubt.   Therefore, in practical terms, what is proposed is essentially a re-organisation and formalisation of the SFA’s current regulation, compliance and disciplinary activities.    
Basic Structure 
 Building on the proposals for the Football Association in England the following ideas are put forward.    The RCDU would be headed by a full-time manager, a “Chief Regulation, Compliance and Disciplinary Officer”, say, who would assume full day-to-day responsibility for the activities of the unit.   The appointment would be made by the Board of The SFA, but the process should seek to ensure the appropriate degree of independence for the person chosen.   It is unlikely that this would result in the appointment of an individual with close ties to existing clubs, leagues or other football organisations.    To give effect to the principle of “semi-autonomy”, non-executive oversight of the CRDPO would be carried out by a “Regulatory Commission”, rather as the audit committee of a Board of directors provides governance oversight of the integrity of a company’s financial statements and control systems that is separate from the normal reporting lines through the Chief Executive.   This would provide oversight, general guidance and support to the CRCDO and the staff of the RCDU.     In order to achieve clarity and separation of responsibility, the remainder of the staff would fall into two basic divisions, each with their own head.  First, an “investigation and charging” branch.   This division would be responsible for all the investigative work necessary to inform the “decision to charge” (and the decision not to charge), and the case preparation work necessary to prosecute a case.   Most of the work of this branch would relate to conduct of individuals (mainly players, but also managers, agents, coaches and referees), but it would also be responsible for oversight of “corporate” conduct of clubs and leagues. Second, a  division would be responsible for convening and providing administrative support to the judicial commissions established to hear and determine cases. 
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 Although the RCDU would be “a creation” of The SFA, the relationship between the unit, as the “execution body”, and the core SFA, as the policy-maker and legislator, should be “arms-length” and limited to the following:  Board of The SFA would define the remit of the RCDU in relation to the enforcement of the relevant regulations from the SFA Handbook in accordance with terms of reference and policy guidelines.   These would be published and reviewed by the Board from time to time.   They would include any particular requirements which the Board would like the RCU to apply, either in respect of the processes which it adopts (eg, the composition of judicial oversight) or in respect of the specific regulation and compliance priorities of The SFA;   
Keeping the RCDU Accountable  
 The arrangements for making the RCDU accountable are very important for two reasons: one, because the RCDSU could have no “line responsibility” to the Chief Executive or the Board of The SFA for its activities, and, two, because the standards for the accountability of organisations that investigate, prosecute and adjudicate have to be high.    
The Community Football Partnership 
 
Overall Concept 
 The basic concept of the Community Football Partnership is to provide a single organisation for the governance, co-ordination and support of non-professional football throughout Scotland.  A useful way of characterising it is to think of it as taking on all the responsibilities and activities of The SFA that relate exclusively to the community game and do not involve the top professional and semi-professional leagues.   The unification of all those functions in one organisation would not only improve efficiency but would enable the Community Football Partnership to promote its own identity, enhance its status and the great benefits that the overall Game brings to communities across Scotland.     
The Basic Constitution of the Partnership   
 The working proposition is that the Partnership would be established as an arms-length body.   This is important because they should provide the strategic guiding framework for all of the programmes and decisions of the Partnership.   Alongside the establishment of some performance indicators, this would also provide a framework for holding the Partnership to account.   It would be for the Board of The SFA, in consultation with Community Football representatives, to make the final decision, but it might be expected that the objectives would be the following:  

• the promotion of participation in all forms of the game, by all social, age, gender and ethnic groups; the promotion of higher standards in all forms of the game, and in all forms of participation (playing, coaching, managing, organising, refereeing and  facilities);  
• the promotion of the highest standards of integrity and consistency in the way the game is organised and governed; and  
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• the encouragement of financial flows and the efficient deployment of those resources.     
The Functions of the Community Football Partnership  
  As with the professional game, the Board of the Community Football Alliance would have significant delegated responsibility for the community game allocation the SFA surplus, subject to SFA Board oversight.   In this way, it would play a key role in determining the most efficient use of resources and funds;   

• development of the rules and regulations (by means of recommendation ultimately to the SFA Board) that relate to the community Game; oversight of that part of the present national Leagues that relates to the scope of the Community Football Partnership.   A memorandum of understanding between the two bodies would be necessary to govern issues that spanned the divide between the two;  
• development of a system of meaningful and robust performance measures for the Community Game to enable the Partnership  and its stakeholders to monitor performance against its stated objectives;  
• the sanction and registration of leagues and matches within the national Game;   
• oversight of refereeing in the national Game;  
• organisation of the national SFA competitions;  
• co-ordination and best practice dissemination of football administration; and  
• the promotion of the Partnership to, and liaison with, external organisations, including Government, local authorities, Sport Scotland and potential sponsors and investors.    Delegated investment functions would be specific activities which would be designed to contribute to the long-term development of football in Scotland in accordance with the published policy strategy of the main Board of The SFA.   They might include areas such as:   
• the development and education of coaches, match officials or administrators;  
• programmes for the improvement of facilities;  
• the promotion of fitness and medical “best practice” in football; and  
• the development and support functions associated with The SFA’s strategy for child protection.   
• these functions would be carried out under more formal relationships with The SFA board.   It would be for the Chief Executive and management team at The SFA, with the support and guidance of the Board  in consultation with relevant parties, to set out the proposed strategy and delivery objectives, and to reach agreement with the Partnership.     

The Professional Football Partnership 
 The basic concept behind the proposed creation of the Professional Football Partnership is to centralise within one organisation all the governing body functions of The SFA that relate exclusively to the professional game.   This would be within a governance framework that enhances and focuses the role played by the leagues in The SFA’s decision-making processes.  
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Like the Community Football Partnership, the Professional Football Partnership  could be constituted to create the right degree of distance  from The SFA and involvement of the professional leagues, whilst ensuring that the Partnership  is fully accountable to the main Board of The SFA for its activities.     The formal objectives of the Partnership would require extensive consultation and careful design: again, it would be for the main Board of The SFA to make the final decision, but the objectives might resemble the following:  
• the promotion of the integrity and well-being of the professional game in Scotland; the promotion of on-field quality, with a view to supporting the long-term success of the Scotland team and Scottish  clubs in international competitions;  
• the promotion of the highest standards of governance and conduct in the professional game, including clubs and their employees; the promotion of the interests of the professional game internationally; the promotion of the interests of customers of the professional game; and 
• development of a system of meaningful and robust performance measures for the Professional Game to enable the Partnership and its stakeholders to monitor performance against its stated objectives.     The Professional Football Partnership should cover all professional club football in Scotland.   The precise boundaries between the two Partnerships would be a matter for The SFA to address.     The Professional Football Partnership would be the forum where the SFA and the constituent parts of the professional game (the Scottish Premier League, and the Football League) come together to consider issues in the professional game.  It would also be the group to whom the SFA Board delegates, with oversight, key roles and responsibilities of The SFA in relation to the professional game.   As with the Community Football Partnership, it is expected that the Professional Football Partnership, and through it the constituent parts of the professional game, would have significant responsibility for the professional game.    There are a number of basic principles that should help to make this a success, in particular the need to recognise the need for clarity of the respective roles and responsibilities of the SFA and each of the constituent parts of the professional game.    It is important to recognise that The SFA interacts with the professional game and its constituent parts in a range of different ways.   At one end of the spectrum, these include the role of The SFA as the “governing body” of the game as a whole through its position as the FIFA national association and the duties and responsibilities of this in relation to FIFA’s statutes.  These cover the core governing body functions for the administration of the game and its role with respect to the international teams.  These are matters where The SFA, acting through its Board, would be the ultimate decision-maker and where decisions are binding.    
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At the other end of the spectrum, there are many issues on which The SFA and each of the constituent organisations have autonomy, but would benefit from closer liaison and a better flow of information.   In many matters, the constituent parts of the professional game have a considerable degree of independence from The SFA, and from each other, to act in the way they think best, subject always to the rules and regulations.   In between there are many other activities where The SFA is not the ultimate decision-maker but where it would look to the Professional Football Partnership to ensure that the constituent parts of the game act in a co-ordinated way to achieve the best for the game.     The Professional Football Partnership would be the main consultation and liaison forum between The SFA and the professional game in relation to those matters that are for “final approval” by the Board.   Examples might be: 
• potential changes to FIFA Laws of the Game where the Professional Football Alliance would be the mechanism for informing the professional game about potential rule changes and consulting with them before making representations to FIFA.   The professional game might want to bring desired changes to the Board for consideration and for a proactive stance with respect to FIFA; 
• the same approach would be followed with regard to the rules and regulations of The SFA governing the core conduct of the game and the sanction process.   Again, the process could work in both directions;  
• the working detail around the absorption into The SFA’s rules and regulations of FIFA regulations on, for instance, players’ status, transfer windows and agents;  
• and a similar approach would arise in relation to issues with UEFA, although these would more often be issues specific to the Scottish Premier League and its member clubs, as UEFA is mostly concerned with the operation of its major club competitions.    The Professional Football Partnership would also be the main consultation and liaison between The SFA and the professional game in relation to the running of the Scottish Cup and Scotland international teams.     

 
PART SIX 
 
The Next Steps 
 We need to build a consensus for change through dialogue and consultation and put in place a strategy for taking the recommendations forward: A planning and implementation group should be set up to oversee the implementation of the modernisation of the SFA. This should comprise the President, Vice-President and one representative from Community Football, the SPL and the SFL. A total of five members.  
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The Chief Executive should be responsible for advising the planning and implementation group and assume responsibility for the day to day work involved.  It would be sensible to enlist the help of outside expertise and experience in the organisational and structural issues of the planned change.  There should be cooperation and dialogue between the SPL and the SFL concerning the restructuring of the Leagues and the integration of the two league organisation into one integrated structure.  The time scale for the recommendations to be implemented should be as soon as possible consistent with intense dialogue, building consensus and agreeing shared objectives. Momentum is vital in order to take advantage of the window of opportunity which undoubtedly exists.  The big themes behind this review are; 
• Modernisation and a radical reform of the SFA 
• Strategic direction and coherence 
• Integration  
• Overhaul of the machinery of Governance of the SFA 
• Stream lining of decision making 
• Clarification of rights and responsibilities 
• Making more open and transparent the work of the SFA 
• Building trust, respect, confidence and integrity 
• Establishing leadership and governance of the game 
• Involving the non-football world in the game 
• Establishing authority, credibility and discipline within the game 
• Closing the gap between national aspiration and practical achievement  And from the review of Scottish Football the following are the big ideas; 
• An integrated League set up with the SPL and the SFL merging 
• The reconstruction of the Leagues 
• The modernisation of the SFA 
• The creation of two new Partnerships- Professional Football and Community Football -and a Panel –the Regulation, Compliance and Disciplinary- to replace the nine standing committees and become the driving force of the new set up. 
• A major statement of intent combining vision, values, principles, objectives and outcomes and answering the question of what  the game stands for in 2010  This review has attempted to see football in a wider social and community context. This is crucial because the importance of the game to Scotland and the Scottish people can be measured in a variety of different ways, and not necessarily those filling the sports pages of the national news papers. It is hoped a balanced view of the game has been achieved.  Looking to the future, it is Football’s choice. 
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Summary of Meetings  
 Aberdeen Celtic Rangers Elgin City Ross County Inverness Caley Thistle Fife SFL teams, Dunfermline, East Fife, Cowdenbeath and Raith Rovers Representatives of the SPL Representatives of the SFL David Longmuir, CE, SFL Neil Doncaster, CE, SPL Jim Ballantyne, Chairman, SFL Ralph Topping, Chairman, SPL  First Minister Sports Minister Education Secretary Justice Secretary Finance Secretary Government Finance officials Government Sports officials Scottish Enterprise Shadow Sports Minister Representatives of Supporters Direct SFA President   SFA Vice-President 
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Senior officials of the SFA, including Development, Finance, Legal, Women’s game and Communications Scottish Coach, Craig Levein SFA Chief Executive Alistair Gray, Renaissance Stephen Morrow, Stirling University 
 
References/Material 
 Review of Governance of the English FA Insight in to German set up- DFL Deutsche, Fuball Liga GmbH Visit to Holland Football Association Visit to Sporting Club Lisbon, Portugal Desk study of other countries and other sports Current review of ongoing work from the SPL Work done by SFL Attendance figures and financial information from the SPL Statistics and information from previous surveys of Clubs and Local government  E-mails and public responses SFA annual reports Survey of social football in England Submission from Supporters Direct Report on the Social Value of Football in England, prepared by Supporters Direct League Reconstruction Proposals 2008 SPL Community Report for 2010 Annual financial report from Consultants Price Waterhouse Coopers BBC Sports Scotland, Survey of Scotland’s Club Chairmen Scottish and UK press coverage  
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Material from previous meetings re grassroots review Scottish Parliament, Life Long Learning and Enterprise Committee Review of Scottish Football Submission to the Committee review from Professor Moorehouse, Glasgow University UEFA, Landscape Report on European League Football UEFA, Financial Fair Play UEFA, The Eleven Values of Football speech by Platini UEFA, Press Releases Genesis report, Review of other Countries and Sports   




