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Sports & Social Club

Club Merge and Modernisation 

Date: 7 December 2006

The Club was formed in 1952 and it has provided an indefatigable service to its members.

The County Club provides excellent sport facilities for police staff and it is considered that Lancashire is probably one of the most successful in the UK. Divisional Clubs likewise provide excellent facilities across the County and probably rate high in terms of sport and social facilities on offer to its members.

However, despite its success, it has been felt for many years that there is room for further improvement that would benefit its existing members and also attract new members alike. This can only be achieved with significant changes to the existing framework that has become dated and in need of modernisation.

While the committee fully respect the hard work of all those members across the divisions who give up their time to conduct club business, significant modernisation is needed. With computers, email and the power of the internet, a great proportion of Club business could be managed centrally carried out by a dedicated club manager. This would result in greater efficiency, significant financial savings as well as reductions in individual on and off duty time spent conducting business in divisions. 

It should be noted that the ‘Headquarters Club and Bar’ is a separate going concern and is not included in this proposal.


The Club could be managed much better. This is no criticism of any individual. It is simply the constitutional and operating framework of the Club that is out of date and needs changing.  

Key considerations for change are:

· Only 3800 / 5500 are members - There are still some new recruits choosing not to join the club and likewise some existing members are withdrawing from the club. Research shows that the simple answer to this is that the individual does not see any obvious benefits for joining. The 70% membership rate isn’t bad but a 90% target is achievable. The membership figures include retired members of which we only have around 50. 
· Hugh variance and inconsistency of facilities on offer - Every division has different facilities, some better than others. For example, some offer Christmas gifts, some don’t. Eastern Division do not have any fitness rooms. Some don’t offer basics like swimming etc. This causes confusion and annoyance among our members.

A merge would ensure the same facilities are on offer in every police station in every division across the force.

· 8 chairman/committees - We hold 8 AGMs and probably 15 to 20 further interim meetings each year.

This would be reduced to five. This would relieve divisional commanders’ of the ‘chairman’ responsibility as well as many other on and off duty hours spent by other police staff attending these meetings.

· Inconsistencies in member subscriptions - We have member subscriptions ranging from £1.50p to £3.25p - Many members at HQ, for example, are confused and disgruntled as to why they pay significantly more and visa versa.

A merge would ensure one monthly fee would apply.

· When a member transfers payroll need to transfer member subscription - When a person moves to another division the subscription requires changing - this is a burden on payroll services and also causes confusion to the member.

A merger would see an end to this unnecessary administration process.

· Often there is no personal contact when new member joins - All new members should receive some kind of acknowledgement or even a welcome pack when they join. A membership card would be another way of reassuring the individual that they are now a member. Part of this process is carried out by the County Secretary but is ‘hit and miss’ as he is unaware of new recruits joining as these enrol direct through payroll. 

A manager and merge would streamline this process. The manager would oversee better control of all new members joining and leaving the club. 

· Lack of variety of facilities - Some divisions simply do not have a variety of facilities that appeal to our member market - not everyone plays a sport. We need to identify these gaps and fill them quickly. For example, Northern Division have ‘cyber-points’ in the main police stations. These points have attracted 20 or 30 new members back into the club. I am sure other divisions have good ideas up and running that can be reflected likewise.

A merge and manager will ensure that ‘best practice’ from one division is reflected in the rest.


· Members joining two clubs - Some members have actually joined two clubs to ensure they can use facilities where they work and also where they live - this practice is totally unnecessary and grossly unfair.

A merge would mean members can use facilities anywhere in the county and an end to this anomaly. 

· Constitutional differences - We now have 8 constitutions - they started the same but 30 years on they all have differences in rules and regulations applying to its members causing confusion and potentially could have legal implications.

The merge would revert to just one constitution, one set of rules.

· Administrative centre confusion - members are confused as to the difference between ‘County’ and ‘Divisional’ clubs and who is actually in control.

A merger would clear up this confusion.

· Per-Capita Levy - This is currently set at £1.50 per person per annum - A merge would see an end to this and County Club would stand alone with its own existing income sources.

The merge would hopefully see a generation of increased ‘corporate’ income that would supplement the levy.

· 8 annual audits - Each division has an annual audit costing around £600.

A merge would reduce the audit to one, costing £1500. A saving of £4000.

· Consideration to enrol more retired members as full members - There is a significant rise in the number of retirees using facilities. Those who play ‘County Sport’ need to be ‘full’ members under the current constitution. However, the committee needs to look at this changing to all ‘core’ divisional facilities where there is effectively a cost the club incurred. 

Again the ‘honorary member’ rule is often gray in different divisions - when do retirees  pay for a facility or when do they get it free? A merge would see a corporate constitutional policy created across the force and eliminate this confusion and at the same time generate more new members and in turn, income.
· Decrease in members and lottery subscribers - Despite the force recruiting more staff there has been a steady decline in the numbers of club and lottery members. Many are simply not joining on recruitment. Many are withdrawing because they feel that they are not getting any benefits from their membership. This needs to be halted and reversed. 

A manager would see improved member marketing. We will be selling a much better product that will appeal to more people so the process will not be that difficult.

· Decline in County Sport players – In recent years Police Sport UK has expressed concern that there is a steady decline in the number of young sports men and women playing County sports. 

The manager would take up the role of identifying players, assist in securing their attendance ensuring that we are represented fully at County level.

· Secretaries/Treasurers posts - Key positions in divisions are rewarded with small honorariums. Many secretaries/treasurers have often mooted that they would rather give the responsibility to someone else for what they receive in payment - Some often have no additional time to spend on developing and improving existing facilities and just carry out the bare minimum tasks required of the post. 

A merge would see the creation of one Club manager who would be paid a significant honorarium/salary properly managing the key roles and responsibilities centrally.
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 Proposal

Merge the seven divisional clubs and the county club as one club. 
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 One committee
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 One club account
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 One club manager
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 Each division would have its own divisional secretary
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 Each division would maintain its own ‘divisional sport and social representitives’
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 Central maintenance and development of all key facilities 
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 Central maintenance and development of corporate facilities
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 Central purchase and upkeep of all gaming machines 

[image: image10.png]


 Merge the existing website
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 One Committee

· Chairman

· Secretary/Treasurer

· Representative from every division

· Two representatives from County Sports Sections

· Retired member representative

Quarterly management committee meetings plus AGM
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 One Club Account

One audited account - Divided into 8 sub-accounts then sub-divided into activity/sports section accounts.

Divisions - Budgets based on member subs and any income generated by that division. Divisions will have the same funds available to them as previous.

County Club - Budget based on lottery income and any other corporately generated income. 

Existing Reserves

Each division would contribute an agreed sum to create a Club capital reserve that would support the whole club. (This sum would be on advice from our auditors) Any remaining funds left over in division would then be used to add, improve or upgrade facilities over the following 12 - 18 months. This would ensure that divisions who had healthy reserves did not lose these funds to other divisions. Only their existing members would benefit.

Detailed report - See Appendix ‘A’
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 One Club Manager

The whole proposal hinges on the creation of a part-time, salaried or honoraria post. (Suggested 20 hours a week) The post-holder would manage the following:

· Main club account

· Corporate club business

· Quarterly and annual meetings

· Club website - and its further development

· Gaming machine installation and upkeep

· Development of existing and new facilities across the force

· Development of corporate schemes

· Edit “Off-Duty” publication

· New member contact/induction packs

· Marketing of new members

· Marketing of new lottery subscriptions
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 Each division would have its own ‘divisional secretary’

A nominated person, probably the existing divisional secretary or treasurer would sit on the main committee. At the same time he or she would act as divisional representative who would carry out the following:

· Act as contact point for members in the division in respect of all localised sport and social activities

· Report to the Club manager on any requests and business in hand

· Attend quarterly management committee meeting

· Identify a deputy to act on his/her behalf

· Receive small honoraria for responsibility (if necessary)

· All existing divisional sport and social representatives would remain unchanged and unaffected by the merge
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 Each division would maintain its own ‘divisional sport and social representitives’

Just like the ‘County Club’, we still need to have individual organisers of the more localised or specialist facilities. Good examples are Children’s party organisers, local golf representitives, paint-ball events etc.

· It is essential that funding for individual sport and social activities remains consistant across the force. 

· Budgets should be fixed in a similar way to ‘County’ Sports sections - in-line with an ‘agreed criteria’ to ensure better fund management.
· Facilities provided in one division should be adopted where possible in the other divisions. This may not always be feasible. For example, there may be a ‘paintball’ site in Eastern Division. However, this kind of facility under the restructure would become available to all members from every division. It will simply necessitate travelling to the specialist site.
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 Central maintenance and development of all key facilities

Examples of core facilities are:

· Gyms (Internal)

· Indoor games

· TV’s and Satellite Systems

· Cyber-points

· Swimming pool facilities

· Squash court facilities

· Fishing rights facilities

These are a few of the core activities. There are many other facilities that could be developed in all major police stations, be consistent and made available to every member across the force.
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 Central maintenance and development of corporate scheme facilities

Examples or corporate facilities are:

· Organised social trips

· Corporate travel schemes

· Corporate health schemes

· Corporate insurance schemes

· Holiday and leisure schemes

· Retail trading schemes

· External gym memberships

With circa 4000 members the club are more likely to hook up with far more attractive schemes that are on offer.

Detailed report - See Appendix ‘B’
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 Central purchase and upkeep of all gaming machines

Purchase all gaming machines for every site across the force.

· Machine installed by the manager

· Manage minor coin jams and bulb changes

· Responsibility for emptying

· Rotate every six months

· Arrange annual health check

A potential of circa £20,000 saving on current gaming machine rental.

Detailed report - See Appendix ‘C’
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 Merge the existing website

At present, the website is confusing with fragmentation of facilities on offer.

· At a glance a member will, for example, click on ‘swimming’ or ‘fitness rooms’ and be able to see a list of all the sites available across the force and be able to attend any one of them as he or she wishes.

· By merging the facilities on offer members will get the impression that there is more on offer than before - simply by redesigning the layout of the site.

· A considerable number of members live and work in different divisions and this will clearly be one of the big advantages of a merger.
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 Conclusion

Key member benefits

· One club

· A more streamlined club structure

· Facilities available to anyone across the force

· Increased sport and social facilities on offer across the force

· Increased corporate schemes available across the force

· Increased County Sport representation

Financial savings

· £4000 - Audits

· £15,000 - £20,000  - Gaming machines (after initial purchases)

· £1300 - Reduction in honoraria’s

Other savings

Manpower involved in committee work, meetings and other business.

Costs

Creation of a part-time manager post to carry our some or many of these proposals would involve a significant honoraria. 

· The current club secretary/treasurer is paid £1200 pa. 

· Divisional honoraria range from £300 to £500 pa.

How other force Clubs are structured

Many force Clubs have paid manager posts.

Example: Essex Police Club - Paid posts

· Manager - (half funded by the force)

· Marketing Manager
· Accountant

When these posts were created three years ago the Club had £30,000 reserves. The current reserve is now £250,000.

Nb. One significant change was to increase the lottery from 50p to £1 a chance. Notwithstanding this, the restructure has clearly had a significant impact on the clubs revenue and overall success.
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 Appendix ‘A’

Membership and Lottery Income Generation

3800 club members / 5500 members of staff

Unlimited number of retired members

County Club

Income

Levy to divisions of £1.50 per person per annum

Income from lottery and other sources - £40,000

Divisional Clubs

Income

Member subscriptions

Northern Division - £2.00 

Southern Division - £2.00

Eastern Division - £2.00

Pennine Division - £2.00

Western Division - £1.50

Central Division - £2.50

Headquarters - £3.25

Income from gaming machines - £5000 - £8000 per division

Development of member and lottery income

· Marketing of new members at recruitment intakes

· Improved website development

· Continuance/development of “Off-Duty” magazine

· Creation of posters and other marketing platforms

· Club membership is 3850/5500 - circa 75% - Goal to increase this to 85% membership

· Lottery membership - 2420/5500 - circa 45% - Big room for improvement - Goal to increase to 65% membership
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 Appendix ‘B’

Development of Corporate Schemes

· There are many opportunities to join corporate schemes that give very attractive offers to members.

· This is dependent on numbers and a merged club with a 4000 + strong membership will attract big companies to offer us big discounts.

· The Police Federation already do this and have been for some years - Credit Union, Roland Smith Insurance Schemes.

· An ‘untapped market’ exists as the Federation can only attract Federated Ranks - Our Club can attract all police staff.

· We have recently joined ‘Force Travel and Leisure’ - this scheme thrives on us being one club of 3,800 members as opposed to operating as smaller clubs.
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 Appendix ‘C’
Gaming Machine Project

In July 2005 an experiment commenced in Northern Division to assess the feasibility of maintaining the gaming machines ourselves as opposed to rental.

A further two machines were purchased in December 2005 and all three have been operating successfully at the three sites.

After 14 months, the following conclusions have been drawn:

· The machines (Reconditioned) cost circa £300 to purchase.

· The three machines in operation have only experienced one or two coin-jams each in the period. This is usually through mutilated coins and no fault of the machine itself.

· Replacement of faulty bulbs is a minor monthly maintenance task common with all machines. (Often, rented units went months before the dealer attended and replaced bulbs - poor service!)

· A ‘rotation’ of the three machines at Lancaster - Fleetwood and Morecambe was carried out in July 2006. It took only four hours to carry this out and was done solely, using a people carrier to transport the units.

· The floats went with the machine so there was no necessity for empting and refilling.

· The takings could be emptied at the same time - a six monthly task.

· No other major faults have been experienced to date.

· The Gaming Act states that any ‘repair and maintenance work’ should be carried out by an accredited dealer. Coin jams and bulb replacements are not classed as ‘repair and maintenance’.

· If any major faults arise then a dealer could be called to repair on a request basis. To date, this has never happened.

· Alternatively, a machine could be ‘retired’ rather than repaired and a new machine purchased perhaps more cheaply.

· The club could own a spare machine that could act as a replacement at short notice.

· It was consideration that perhaps each machine could have an annual or two year ‘health check’. This would cover the Club and ensure the machines are operating correctly in accordance with the gaming laws. However, the machines are designed to ‘stop’ if any malfunction arises. In fact an alarm will sound. This includes over and under payouts. Therefore the machine will soon tell us if it is malfunctioning.

· Rental, costs around £1200 per annum and we have around 15 to 20 sites in the County.

· There is a saving of around £20,000 a year once all machines have been purchased.

· The question may be asked is ‘why don’t all organisations/clubs purchase their own machines?’ We are quite unique as we are a Club that operates from a large number of individual sites therefore giving us the potential to ‘rotate’ our machines ourselves. Single clubs cannot do this and would need to purchase a new machine every four to six months - therefore the scheme would be not feasible. Rental being the only other option.

· Gaming machines are not as popular as in years gone by. The profits have diminished in recent years. They are still a good source of income but there is a danger that smaller sites (like Fleetwood) may prove unprofitable and could make a loss if the machine was rented.

· The duty payable on machines is £664 per annum. This is based on a 5p play machine. 5p play machines can only pay a jackpot of up to £100. Therefore some organisations chose to have £250 jackpot plays. However, these machines require 20p play that incurs a duty of £1900 pa.

· 5p/£75 or £100 jackpot machines are appropriate for the calibre of our members who play the machines. 

· Percentage payouts can be varied between 72% and 90%. I have experimented with these and found that higher payouts produce only slightly less income. This is probably because our members get a better ‘game play’ and value for money. With the significant saving on rent we can afford to operate the machines at a higher percentage payout thus providing our members with a more enjoyable gaming facility.

