Leadership Guide for ECVA Federations

Building sustainable, resilient leadership in small, volunteer-led National
Federations

1. Introduction

Most National Federations (NFs) in the Eastern Caribbean operate under extreme constraints:

Fewer than 1,000 members

1-3 active volunteers

No full-time staff

Limited financial resources

High turnover

e Weak documentation & handover processes

This guide provides a complete, practical, and simple framework to help ECV A-federations:

Build stable leadership

Reduce reliance on a single individual

Improve continuity

Identify and develop future leaders

Improve governance and volunteer engagement
Build predictable, repeatable systems

This is written specifically for small, low-resource ECVA federations that need clarity,
structure, and simplicity — not complexity.

2. The Real Leadership Challenge in ECVA-
Federations

2.1 Over-Reliance on a Few Individuals
Most ECVA-NFs rely on one committed person (“the engine”) who:

Organizes meetings

Runs programs

Answers messages

Interfaces with ECVA/NORCECA
Writes reports

Manages money

Oversees events



This makes the NF fragile. If the “engine” gets busy, moves, or burns out, the entire federation
stops.

2.2 Lack of Documentation
Common patterns:
e Minutes stored on personal phones
e No shared passwords
e No written role expectations
e No transition plans
e No central record of members, coaches, referees

e No annual calendar

Without documentation, leadership cannot pass smoothly.
2.3 Volunteer Burnout
Volunteers overload easily because:

e Tasks aren’t defined

e No one shares responsibility

o Everything feels urgent

e No support systems exist

e Volunteers feel invisible or unappreciated
Retention becomes impossible.
2.4 Skills Gaps
Small NFs cannot assume:

e Administrative skill

» Financial experience

e Sport-specific knowledge

e Governance background

e Time availability

Most volunteers are willing — but not trained.

3. The Three-Layer Leadership Structure for
ECVA-Federations



This model is designed so even a 1-3 person federation can operate safely, while larger ones
can grow.

Layer 1 — Core Governance Roles (Must Exist)
Minimum required for legal and functional operation:

1. President

Provides leadership, oversees governance, external representation.
Key responsibilities:

Chair meetings

Represent NF to ECVA/NORCECA
Oversee strategic direction

Manage major decisions

Ensure compliance with constitution

2. Secretary

Keeps the NF organized and documented.
Key responsibilities:

Minutes

Meeting agendas
Correspondence
Maintaining files
Annual reporting

3. Treasurer

Ensures financial stability.
Key responsibilities:

Budgeting

Bank management
Record keeping
Grant reporting
Financial controls

Every ECVA-NF needs these three roles documented and filled.

Layer 2 — Operational Support Roles (Optional but
Helpful)



These roles reduce the workload of the core three:

Events Coordinator
Communications Lead

Beach Volleyball Lead

Indoor Volleyball Lead

Coaching & Referee Development
Registrar / Membership Coordinator

Important: These roles can be seasonal, part-time, or shared.

Example:
A "Communications Lead" may only be responsible for posting 2—3 times per month.

Layer 3 — Emerging & Future Leaders (Sustainability
Layer)

This is the long-term pipeline:

Youth leaders (ages 16-25)
Club presidents

Retired players

University students

PE teachers

Local business supporters

These individuals may not be ready for the board, but they can:

Shadow roles

Lead small projects

Assist at events

Help with communications
Join committees

Learn the sport system

This layer protects federations from collapse.

4. Practical Leadership Principles for ECVA-
Federations



These principles make small federations resilient and realistic.

4.1 Do Less, But Do It Well

The biggest leadership mistake is trying to run too many programs.
A ECVA-Federation should typically have:

e 1-2 indoor programs

e 1 beach program

e 1 women’s program

e 1 youth development stream

Total: 3—4 active programs max.

4.2 Define Roles Clearly (Even for Volunteers)

If volunteers don’t know what’s expected, they disappear.
Each role should have:

Clear responsibilities
Specific deadlines
Estimated time commitment
Success indicators

Who they report to

e What resources they have

4.3 Build Systems, Not Personalities
Leadership should not depend on a single hero.

This requires:

A shared drive

Labeled folders

Templates (minutes, agendas, letters, reports)
Written processes

Annual calendars



e Proper handover notes

When the system works, any volunteer can step in.

4.4 Create a Leadership Team Culture
Good leadership cultures share these traits:

Psychological safety
Clear communication
Appreciation

Predictable meetings
Kind accountability
Respect for volunteer time

S. Succession Planning for ECVA-Federations

Succession isn't optional — it’s survival.
5.1 Why Succession Fails
Top reasons:

No documentation

Sudden departures

“Only one person knows how”
Leadership burnout

No identified replacements
Fear of asking for help

5.2 The 3-Month Transition Plan

Every NF should implement this model:

Month 1 - SHADOW

Incoming leader attends all meetings.
Outgoing leader still leads.
Tasks:



e Observe processes

e Review documents

e Learn annual calendar
e Meet key partners

Month 2 —- SHARE

Responsibilities are split:
Outgoing does 50%
Incoming does 50%

Tasks:

e Co-lead meetings

e Co-manage communications
e Practice running reports

e Review decision history

Month 3 —- SWITCH

Incoming leader fully takes over.
Outgoing leader becomes support only.

Tasks:

o Update role documents

e Confirm passwords/access
e Update contact lists

o File signed transition form

5.3 Annual Succession Check
Every year (May—June):

e Who is leaving?

e Who is staying?

e Who is ready to step up?

e What roles are unfilled?

e What documentation must be updated?



This avoids emergency replacements.

6. Volunteer Management in Low-Resource
NFs

Volunteers stay when:

Tasks are small
Expectations are clear
They feel appreciated
They see progress

e They’re not alone

6.1 The ECVA-Tasking Method

Break big jobs into small, achievable tasks, such as:

Post 1 photo per week

Take attendance at training
Create a Canva post

Collect scores

e Manage one part of one event
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Small tasks = more volunteers.

6.2 The 5 Motivators for Volunteers

People volunteer for:

1. Community contribution
2. Recognition

3. Personal connection

4. Skill development

5. Enjoyment

If the NF doesn’t offer these, volunteers disappear.



6.3 Volunteer Appreciation Checklist

Do monthly:

A WhatsApp thank-you
Mention their contribution
Highlight a volunteer on social media

Provide training or small learning opportunities
Ask for feedback

7. Leadership Pipeline Development

Every NF needs a plan for:

Who might lead in 1 year

Who might lead in 2-3 years

Who needs training

What experiences future leaders need

This requires:

7.1 Identifying Potential Leaders

Look for people who:

Show initiative

Follow through

Communicate well

Want to contribute

Have positive relationships
Understand volleyball or admin

7.2 Giving ECVA-Leadership Roles

Examples:
e “Lead the beach cleanup before our tournament.”
o “Help write the AGM agenda.”

“Run the U16 registration list.”
“Post one update from the event.”



ECVA-leadership builds confidence.

8. Working with National Olympic
Committees (NOC) for Leadership
Strengthening

NOC:s can help ECVA-federations:

e Recruit board members

e Train volunteers

e Provide governance support
e Offer basic admin training

Suggested NOC Support Request

Provide 2-3 board candidates

Include volleyball in leadership programs
Offer governance training

Support strategic planning

9. Annual Leadership Review Cycle

A simple system that creates stability.

Quarterly
e Review goals
e Update role clarity
e Adjust volunteer tasks
e Check pressure points

Bi-Annually
e Confirm who is staying/leaving
e Update documents

e Refresh policies

Annually



e Run election & transition cycle
e Update annual report
e Reset priorities for next year

NF FINANCE ESSENTIALS FOR ECVA-
FEDERATIONS

ECVA Capacity Building Resource — Full Guide

Practical financial management for small, volunteer-led National Federations

1. Introduction

Most National Federations (NFs) in the Eastern Caribbean operate with:

Less than 1,000 members

No paid administrative staff

1-3 volunteers handling all financial matters

Limited or irregular funding

Weak financial controls and documentation

No standardized reports or templates

Ministry/NOC grant requirements that feel overwhelming

This guide simplifies NF finance to the essentials — the minimum structure required to run a
transparent, trustworthy, financially stable federation.

It focuses on practical tools, simple systems, and easy-to-maintain processes that even the
smallest federations can adopt immediately.

2. The Financial Realities of ECVA
Federations

2.1 High Risk, Low Capacity

Small NFs face unique risks:



e Bank accounts with a single signing officer

e Volunteers holding cash or paying for expenses personally
o Inconsistent record-keeping

e Receipts missing or stored on personal devices

e No formal financial reporting

o High risk of error — or accidental non-compliance

e Limited budgeting skills

These factors do not mean leaders are doing anything wrong — it simply reflects the realities of
volunteer-run systems in small islands.

2.2 What Ministries & NOCs Expect
Even small NFs must show:

o Transparency

o Predictability

e Proper reporting

e Documentation

o Safe financial controls

If these are present, funders trust you and support you more.
2.3 Finance Doesn’t Need to Be Complicated

Small NFs do not need:

Accounting software
Complex financial statements
Monthly audits

Financial committees

What they need is:

e A clear budget

e A shared folder

o Simple templates

e Basic controls

e One monthly summary
e One annual report

This guide enables exactly that.



3. The Three Financial Pillars

ECVA federations only need to master three things:

Pillar 1 — Planning (Budgets & Priorities)

This ensures your federation knows where money should go.

Pillar 2 — Execution (Tracking & Reporting)

This ensures you understand what actually happened.

Pillar 3 — Accountability (Controls & Documentation)

This ensures funders and members trust the NF.

If these 3 pillars exist — even at a simple level — your NF becomes financially stable, credible,
and fundable.

4. Pillar 1: Planning — Budgets for ECVA
Federations

Planning is the most important financial skill for a small NF.
A strong plan prevents:

Overspending

Last-minute financial crises
Misuse of funds

Event losses

Unnecessary stress



4.1 The Annual Budget Structure (Simple Version)

A. Revenue

Membership fees
Ministry of Sport grants
NOC grants

Olympic Solidarity
Sponsorship

Event income
Fundraising

B. Expenses

Indoor program
Beach program
Youth development
Refereeing
Coaching
Equipment
Administration
Travel
Safeguarding
Contingency

A starting federation should keep the budget under 15-20 line items total.

4.2 Linking Budget to Priorities

Every budget item should map to a strategic priority.

Sample mapping:

Strategic Priority Budget Allocation
Grow youth participation Youth program + equipment
Improve refereeing Referee courses + uniforms
Promote visibility Social media + photography

Strengthen governance ~AGM, training, documentation

If something doesn’t fit a priority — it shouldn’t be funded this year.



4.3 Annual Budgeting Process

Review last year’s results

Estimate revenue conservatively
Map expenses to 3—4 priorities
Build the first draft

Review with executive

Approve at AGM or board meeting
Shared publicly for transparency
Submit to Ministry/NOC if required
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4.4 Event Budgeting (Indoor & Beach)

Every event needs its own mini-budget.
Must include:

Venue

Referee fees

Scorers
Water/medical
Equipment setup
Transport

Media

Awards
Food/refreshments
Contingency (5-10%)

Events should break even or return a small surplus.

S. Pillar 2: Execution — Tracking & Reporting

You cannot manage what you do not track.

5.1 Cash Flow Tracking



Most small NFs get into trouble because they track budget, but not timing.
Cash flow answers:

e When does money come in?

e When does money go out?

e Will we run out of money temporarily?
e Do we need to request funding earlier?

Cash flow is simple:

e A monthly table
e Running balance
o Expected and actual cash

5.2 Monthly Reporting (One Page Only)

Every federation should complete a one-page monthly report:
Sample sections:

e Opening bank balance

e Income received

o Expenses paid

e Grants received

e OQOutstanding reimbursements
e Closing balance

This builds trust and protects the Treasurer.

5.3 Annual Reporting
Your annual report should include:

e Approved budget

e Actual revenues & expenses

e Variance explanations

e Grant summaries

e Notes on financial controls

e Recommendations for next year



This does not need to be an audited financial statement (unless required).

6. Pillar 3: Accountability — Controls &
Documentation

This protects the NF, the Treasurer, and the volunteers.

6.1 Minimum Financial Controls (Non-Negotiable)

Every NF must have:

Two signing officers

Written spending limits (example: < $150 needs approval)
Receipts required for all expenses

Bank reconciliation monthly

Documentation stored in Google Drive

Expense reimbursement form

Treasurer role description

6.2 Common Risks — and How to Prevent Them

Risk Prevention
Event loses money Create event budget & track ticket sales
Missing receipts Require WhatsApp photo immediately
Treasurer burnout ECVA-tasking and delegation

Missing grant deadlines ~ Use ECVA financial calendar
Single person holds all info Use shared drive and templates
Cash shortages Cash flow tracking

7. Working with Ministries & NOCs

7.1 Ministry of Sport

Ministries want:



Impact

Y outh participation
National visibility
Financial accountability
e Clear documentation

The more organized you are, the more support they will provide.

7.2 National Olympic Committees
NOC:s support:

Governance

Capacity building

Training

Leadership recruitment
Olympic Solidarity programs

NOC:s often have templates, training workshops, and resources available.

8. Finding and Securing Funding

A ECVA federation can access:

Ministry of Sport grants

NOC grants

Olympic Solidarity

Local businesses

Tourism board partnerships (especially for beach)
Event sponsorship

Community fundraising

Patron/donor programs

Templates for all proposals are included in the ECVA Starter Pack.

9. Grant Management Basics

Every grant requires:



Clear deliverables
Tracking spending
Storing receipts

Progress updates

Final report

Public acknowledgement

The Google Drive resources include:

Grant tracker

Deliverables tracker
Reporting template

Risk & mitigation worksheet

10. Quick Wins (Start This Week)

Upload your budget template to Google Drive
Assign two signing officers

Require receipts for all payments

Prepare a one-page monthly summary

Build event budgets for upcoming tournaments
Request a meeting with your Ministry
Document all financial processes

These can be implemented immediately at zero cost.

Included 1in Google Drive

e Budget Template
e Event Budget Template
e CashFlow Template

ECVA Strategic Planning Framework
(Aligned to the Olympic Quadrennial Cycle)

This framework transforms long-range strategic planning into a simple, repeatable, four-year
cycle (3 years currently 2026, 2027, & 2028), built around the Olympic Quad (Year 1-4)

1. Why Use a 4-Year Quad for Planning?



The Olympic cycle provides:

A natural rthythm for national sport planning

Alignment with FIVB, Ministries, and funding bodies

Clear timelines for athlete pathways and national teams

A structure for tracking progress and resetting priorities

An anchor for beach and indoor high-performance pathways
A system that gives micro-federations clarity year to year

Even very small NFs can use this framework if there is not a chance for qualifying for the
Olympics.

2. The Four-Year Quad Framework —
Simplified

In the current cycle, years 3 and 4 may be combined

YEAR 1 — Foundation & Governance (Reset Year)

Focus:
o Fix what’s broken
o Build administrative stability
e Strengthen governance
o Establish basic structures

Key Actions:

Update constitution & policies

Clean athlete/club/coach/referee databases
Build digital folder structure

Launch NF handbook

Create simple communication templates
Identify 3—5 core priorities for the quad
Establish volunteer roles (even if minimal)

Outcome:
Your federation is stable, documented, and organized.

YEAR 2 — Development & Capacity Building

Focus:



Growing the base and system capacity
Starting new programs, if possible
Improving visibility and internal systems

Key Actions:

Build youth, beach, or coach development programs
Improve database reliability & registration systems

Start an annual calendar

Create simple reporting habits

Build internal leadership (roles, onboarding, volunteers)
Expand communication capacity (templates, regular posting)

Outcome:
Your federation has active programs, better communication, and growing capacity.

YEAR 3 — Performance & Scaling

Focus:

Strengthen performance pathways

Scale successful programs

Increase external partnerships

Improve competitions and technical standards

Key Actions:

Strengthen national championships

Build officiating and coaching depth

Launch talent ID or development camps (if feasible)

Engage with sponsors & ministries with data-backed proposals
Expand digital systems (Trello, database automation, AI workflows)

Outcome:
Your federation is visibly more professional and delivering stronger programming.

YEAR 4 — Review, Peak, and Reset

Focus:

Evaluate the quad

Prepare for Olympic qualification-related events
Produce transparent reporting

Prepare for the next quad cycle



Key Actions:
e Full review of 4-year strategy
e Annual report + quad summary
o Data review (participation, clubs, referees, finances)
e Reset priorities for the next quad
e Leadership succession discussions
e Plan for next cycle Year 1 reset

Outcome:
Evidence-based planning for the next quad; stronger continuity.

3. Quad Planning Template (Simple 1-Page
Format)

Every NF completes this once per quad:
Quad Period:
2026-2028, 20292032, etc.
Top 3 Quad Priorities:
1.
3.
Key Performance Targets:
o Participation target:
e Number of active clubs:
e Number of coaches trained:
e Number of referees trained:

o Communication frequency:

Year-by-Year Summary:

Year Theme Key Projects Key Metrics Notes
Year 1 Foundation Governance, data cleanup Documentation, stability
Year 2 Development Programs, visibility Growth indicators

Year 3 Performance Competitions, talent pathways Program results
Year 4 Review Reporting, elections, reset Quad review



4. Prioritizing When You Have Very Limited
Personnel
ECVA Federations should adopt the 3x3 rule:

Every year, no more than:
o 3 priorities
e 3 programs

o 3 administrative goals

Anything beyond this — overload and failure.

5. Volunteer Use in the Quad

Tie volunteer roles to quad themes:

Year 1 — Governance volunteers

Year 2 — Development volunteers

Year 3 — Event and coaching volunteers
Year 4 — Reporting & transition volunteers

This creates rhythm without burnout.

6. Sample Quad Timeline for ECVA
Federations (Example)

Quad: 2026-2028
Year 1 (2026)

e Update constitution

e Build NF handbook

e Fix membership lists

e Launch communications templates

Year 2 (2027)



Launch youth programming
Standardize events

Improve social media presence
Grow clubs and coaching pool

Year 3 (2028)
Quad review
AGM & leadership transition

National data & reporting
Reset and plan for 2029-2032

Resources included in Google Drive

1. Quad Planning Template
A one-page planning template for federations to fill in.
2. Quad 4 Year Planning

A simple, clean spreadsheet for mapping quad priorities and projects.



