RACmemo - DRAFT

TO: The IAI International Council

SUBJECT: The proposed constitution for the international organization

DATE: 26 January 1999

The Research/Advisory Committee reviewed the draft documents for the proposed international constitution of the IAI.  In teleconferences on January 7 and 14, and in the meeting on January 28 the committee found that several issues  fundamental to the well being of the organization are not being addressed in this draft.  A list of these issues, a brief discussion and committee recommendations follow below.

The committee is raising these issues for discussion in ExCom and the International Council.  The comments below do not reflect in any manner on the work of individuals who prepared the draft documents.  The committee is submitting these issues so that the Council can discuss them and formulate how they should be accounted for in the constitution.

1. Accountability should be required on every level of the IAI: group, individual, job/position, and task.  Everyone in the IAI, without exception, should be held accountable for his/her deeds and performance (or the lack of).

2. Checks and balances.  The IAI is not a privately held business nor does it have conventional shareholders; to function properly and have a chance to achieve its goals, it needs a process of checks and balances.  This process needs a formal definition and recognition.

3. Definition of the decision making process.  Rules of decision making must be clearly defined and enforced.  If the IAI is committed to reaching decisions by consensus (there is some historical evidence that IAI members do not really want that), that needs to be formally recognized.  At times, consensus is not possible.  A process to reach decisions in such instances must also be formally defined.  Organizations like ANSI, ISO and other have documented procedures that resolve the voice that will never agree and that could be adapted for IAI purposes; the Research/Advisory Committee can provide the appropriate references.

4. Recognition that small interest groups cannot take it upon themselves to make decisions for the whole organization without the responsible committee ratifying it.  The IAI has a history of small interest groups that take it upon themselves to make decisions for the organization; this has often been the root of ensuing problems.  To prevent that from recurring in the future the constitution should explicitly state that:

a) Ad-hoc groups cannot declare a problem without the appropriate committee defining the problem (and, if necessary, assigning a sub-group to look into it).

b) Committees can assign only those sub-tasks that are within their responsibility.

c) Small group recommendations cannot become policy without the approval of the full committee that is responsible for resolving the problem.

5. The main product of the IAI is of technical nature.  That should be formally acknowledged and considered accordingly in all decision making.  The technical mission of the IAI is to create Industry Foundation Classes and promote their use in the industry.  Nothing should be more important.

6. Separation of power between "technical" and "business" management.  This includes the separation of power between "technical" and "political" management.  Each side should have the complete responsibility to make decisions and carry them out; decisions should be made by those responsible and uniquely qualified.  If an issue affects more than one side, its resolution must involve appropriate participation of all affected sides.

7. Due process in appointments and grievances.  The definition of appointment to an office should include the process of possible removal of the officer from the office.  ISO and other organizations have guidelines regarding such situations that could be used as a model for the IAI.  The IAI should also define a process to fairly hear grievances.

8. Commitment in time and non‑IAI funding for officers not paid by the IAI.  It is difficult to require commitment of time and resources from volunteers.  Performance in any formal IAI office requires some devotion of time and resources to do the job.  If the officer cannot expand either, the job is not done.  History shows that those who often started with great enthusiasm ended up inadvertently hurting the IAI.  Each officer should acknowledge a job description and the understanding of minimal resources required to carry out the job before appointment to the office.

9. Recognition of IAI membership type diversity and its specific impact on the work of the organization.  The current work force consists of tree different types: volunteers, "in kind" work force (paid by their own organizations), and personnel/consultants paid by the IAI.  Each contributes critically to the work of the IAI.  To the best of the committees knowledge, no other organization with the same type of work force recognizes it formally.  Yet, this diversity is instrumental to how the IAI operates and should be formally recognized.

10. "Membership equity:" the relationship between the investment in the organization and the benefit received from it.  Historically,  some chapters have contributed financially and to the IAI work more than others, but have had say equal to those who have contributed virtually nothing.  Such a situation can only lead to discontent.  It seems fair that those who contribute more (financially or with direct work) should have proportionate say.  It is possible to devise an equitable formula that defines the say in the organization as function of contribution to the organization.  This issue needs a formal resolution.

11. Establish the reasons for choosing a specific country for incorporation.  The reasons for incorporation in the UK are not clear.  What are the legal, fiscal, organizational and other advantages and effects of incorporating there?  For example, most U.S. government agencies may not be able to participate in the IAI any longer if the IAI incorporated in the UK as proposed; the withdrawal of U.S. government support would have a dramatic effect on the organization. The possible effect on members in other chapters is not clear at this time.  Immediate cost considerations notwithstanding, the Council should think out the reasons for incorporating in a specific country.

12. Checking of the proposed constitution by qualified legal council.  The international constitution will represent the ultimate, highest law of the IAI.  It should be legally correct and defensible.

