
  
 
 
UKBJJA BOARD MEETING MINUTES 
 

Date: 23 November 2025 
Location: Zoom meeting 
 
Attendees:  
Lauren Brown (Chair) 
Sarah Jones (Secretary) 
Gareth Morgan (Director) 
Jake Cross (Director) 
Karl Casey (Director) 
Martin Smith (Director) 
Sam Cooke (Director) 
Richard Martin (Honorary. President) 
Izzy (CEO) 

Apologies: 
Torrie Callendar (Director) 
Gareth Dummer (Director) 
 
Topic: First meeting of new board; organisational structure, events, finance, and working 
processes. 
 

1. Opening & Introductions (Richard Martin/ Lauren Brown) 

• Outgoing board thanked for their service. 

• Lauren Brown confirmed as new Chair. 

• Each member introduced themselves and their background: 

o Gareth Morgan (Independent Director) – Communications consultant; 
interest in policy/government relations. 

o Jake Cross – Principal Council Officer; Runs Empire Grappling 

o Karl Casey – Northern Ireland Regional Development Lead; head coach 
Stealth BJJ NI. 

o Martin Smith – Scottish Director; detective specializing in safeguarding. 

o Sam Cook– England Regional Director; physiotherapist and researcher; co-
owner Royal Jiu-Jitsu. 

o Sarah Jones (Secretary)– Long-term BJJ practitioner; co-owner Odyssey 
Bournemouth. 

o Izzy – CEO 



  
 
 

2. Organisational Structure & Ways of Working (Izzy Carnwath) 

• Chair leads the board; board directs CEO. 

• CEO manages administration and commissions (safeguarding, legal, complaints, 
finance). 

• Regional Directors + Principal Councillor will drive membership & events. 

• Councillors split into regional and specialist. 

• Monthly board meetings scheduled for the full year; attendance important due to 
voting. 

• Membership & Events Working Group to meet bimonthly (comprising Councillors 
and Regional Directors focussed on Events/ Membership). 

• Other committees (e.g., finance, public affairs) to meet as needed. 

Communications 

• All board members have official UK BJJ Gmail accounts; set-up requested. 

• Board WhatsApp to be created; separate group for membership & events. 

• Voting rules: simple majority; Chair casts tiebreaker vote; conflicts of interest 
exclude voting. 

Compliance 

• Confidentiality & data protection forms must be returned. 

• All DBS checks completed. 

• CEO will update Companies House with board details. 

 

3. Events Policy & Event Request Process (Lauren Brown) 

• Events include open mats, development camps, regional/specialist gatherings (not 
competitions). 

• A standardised policy and request form will be shared for feedback. 

• Form covers: event details, safeguarding requirements, budget requests. 

• Balance needed between proper governance and avoiding excessive bureaucracy. 
 

Event Pricing Discussion 

Key points from board: 

• Consensus: Events should remain open to members and non-members. 



  
 

• Members should receive: 

o Reduced pricing or 
o Free/nominal-cost access. 

 
• Non-members pay higher rate; events can help convert non-members into 

members. 

• Tiered event types suggested (e.g., basic open mat vs. instructor-led seminars). 

• Desire for regional consistency in pricing. 

• Possibility of bundled “event ticket + membership” option (first event attended). 

 

4. Finance & Budget (Lauren Brown) 

• Organisation is financially stable again after years of difficulty (COVID impact, 
PayPal auto-renewal issue). 

• Main cost is insurance. 

• Cautious budgeting required initially. 

• Finance committee established (Chair, Treasurer, CEO, Hon President + possible 
additional member). 

• A 2026 budget will be drafted: 

o Allocated funding for events per region. 
o Smaller expenses may not need committee approval; larger requests will. 

 
• Guidelines for expenditure and budget usage to be circulated for review. 

 

5. Membership Incentives & Fees Discussion 

• Explore offering free memberships as incentives or support for individuals facing 
financial barriers. Could be used for competitions, promotional drives, or hardship 
support. (Martin Smith) 

• Discussion on offering free memberships as incentives to select individuals once 
financial barriers have been reviewed.  

• Could be used as a prize giveaway to demonstrate membership benefits. 

• Any free membership programme would need to be evaluated alongside a potential 
increase in membership fees. 

• Agreement that the idea is not ruled out; suggestion to add this to the finance review 
for next meeting. 

 



  
 
6. Rankings Update 

• English Open concluded recently and is the last ranked event of the year. 

• James McIntyre will compile results and generate national rankings. 

• This is the first rankings cycle since before COVID, offering strong PR potential.  

• Discussion on prize support: 

o Commitment already published: UKBJJA will pay European Championship 
entry fees for adult division winners. 

o Early entry costs estimated at £160–£180 per athlete. 

• Rankings results expected to be announced within the week, followed by athlete 
contact and PR promotion. 

• Goal: increase visibility, competition participation, and membership engagement. 

 

7. Strategic Plan Draft Review (Lauren Brown) 

Working draft strategic plan shared for review (three major focus areas): 

 

7.1 Organisational Robustness 

• Need to strengthen infrastructure, clarity, and professional standards. 

• Ensure continued compliance with Sport England and national governing body 
criteria. 

• Consider commissioning an independent governance audit to identify gaps. 

• Improve visibility of policies, procedures, and documentation (many members 
unaware of their existence). 

• Continue PR improvements via dedicated communications support (Marina). 

 

7.2 Financial Planning & Growth 

• Financial situation has improved after several challenging years. 

• Finance Committee to create a structured annual budget. 

• Explore opportunities for: 

o Athlete funding 
o Academy grants 
o Partnerships and sponsorships 

 
• CEO currently researching potential funding sources. 



  
 
 

7.3 Membership Growth & Services  

• Goal: increase membership and demonstrate clear benefits for individuals and 
academies. 

• Ideas discussed: 
o Membership benefits packages 
o Hotel partner discounts at events 
o Gym support packs (e.g., safeguarding, coaching best practices, printable 

resources) 
o Increased grassroots events & youth development 
o Enhanced communication (emails, newsletters, updates) 

 
• Need to better communicate progress and visibility of board activities. 

 

8. Accreditation System for Academies (Sam Cook) 

• Discussion on creating an academy accreditation/star rating system: 

o Not punitive; more like a "Michelin star" model (1 = good, 3 = excellent). 

o Would recognise safeguarding, facilities, professionalism, and best 
practices. 

o Accreditation could appear in a public gym finder on the UKBJJA website. 

o Councillors/regional directors may help support gyms in achieving higher 
standards. 

• Possible introduction of mystery shopper-style checks or visits. 

• Implementation would be gradual with a grace period. 

• Seen as a strong incentive for academies to improve and a benefit to public safety 
and transparency. 

 

9. Outreach to Non-Member Academies 

• Discussion on how to reach academies not currently part of UKBJJA: 

o Councillors have already begun contacting gyms individually. 

o Bulk emailing is not permitted under email regulations. 

o Social media considered “king” for reach—short-form content 
recommended. 

o Recent wave of gyms leaving Gracie Barra presents an opportunity to 
engage clubs seeking new structure and support. 



  
 

• Importance of showcasing benefits such as superior insurance coverage, 
safeguarding guidance, and academy support. 

 

10. Ranked Event Criteria & Empire Events Discussion (Jake Cross) 

• Jake raised concerns regarding the criteria preventing certain events (e.g., 
Empire) from achieving ranked status. 

• Two main barriers noted: 

1. Mat Area Size Requirements 

 Current rule: 5m fighting area with 1m safety zone (7×7m total). 

 Many northern events operate on 6×6m mats, creating cost and 
space issues. 

 Jake noted using jigsaw mats to extend areas would be impractical 
and unattractive. 

 The criteria were agreed recently after extensive discussion; changes 
would require long-term review (Richard Martin). 

2. Junior Division Merges 

 Current rule: maximum one weight class + one age year for junior 
merges. 

 Northern regions have fewer children competitors, making merges 
more necessary. 

 Jake requested flexibility to support regional participation. 

• Lauren Brown confirmed: 

o Updated regulations exist; drawings clarify mat configurations. 

o These can be circulated for review. 

o Rankings expansion and regional balancing remain open to discussion for 
next year. 

 

11. Next Steps / Closing 

• Strategic plan to be shared in coming weeks; target finalisation end of January 

• Further discussion on rankings criteria and long-term event accreditation. 

• Communication rollout. 

• Development of academy support resources and accreditation model. 

• Next monthly board meeting already scheduled. 



  
 

• Meeting adjourned. 

 

ACTION ITEMS 

Action Owner Deadline 

Circulate Events Policy + Event Request 
Form for review CEO/ Chair 5.12.25 - Complete 

Circulate proposed event pricing tiers CEO 5.12.25 - Complete 

Set up board & working group WhatsApp 
chats CEO 5.12.25 - Complete 

Ensure all board members activate UK 
BJJ email accounts All Complete 

Return confidentiality/data protection 
forms All 5.12.25 

CEO to update Companies House as 
needed CEO 5.12.25 

Circulate updated competition 
regulations and mat area diagrams. Chair 5.12.25 

Define membership packages and add 
incentives  CEO 21.12.25 

Compile and publish rankings; notify 
winners; prepare PR. James McIntyre + CEO 21.12.25 

Continue development of Strategic Plan 
and gather feedback. Chair & CEO 25.01.25 

(Final version) 

Develop 2026 budget draft Chair, CEO, Treasurer, 
Finance Committee 

25.01.25  
(Final version) 

Begin outlining academy accreditation 
system framework.  Commence Jan/ Feb 

Expand outreach to gyms, especially 
newly independent academies. 

Councillors & Regional 
Directors 

Ongoing/ Membership 
Drive in January 

Review funding and sponsorship 
opportunities. CEO Ongoing: Priority 

 


