ETON FIVES ASSOCIATION
STRATEGY 2017-2024
THE “FIVESTAR” PROJECT
1. Introduction
The Board of The Eton Fives Association (EFA) decided at a Board meeting on October 11th 2016 to adopt a long-term policy of a significant expansion of Eton Fives. The Board considered that this was necessary, not only to allow the opportunity for many more players of all ages, backgrounds  and abilities to play the game but also to safeguard its future through building up a much greater critical mass in terms of centres, players, coaches and organisers.
Significant additional financial resources will be needed to implement this expansion. The Board estimated that a fund of £ 4 million will be needed, to be invested in building new courts, hiring paid regional organisers and a national cadre of professional coaches.
It is likely that a period of 2-3 years (“the initial period”) 2017- 2019 will be required to raise the money from a variety of sources. An anonymous donor has pledged £ 100,000 over two years to finance a fundraising/development operation. If financial resources permit during the initial period, the recruitment of some of the cadre of new coaches and organisers will be started. A more limited short-medium term operational strategy has been devised within the current financial and people resources of the EFA and the Eton Fives Charitable Trust (EFCT), the fundraising arm of Eton Fives.   
The initial period will be followed by a five–year period of implementation (“the implementation period”) 2019-2024 in which the resources acquired will be used to establish the expansion.
In practice, these timescales will be fluid. If the EFA, in collaboration with the EFCT, succeeds in raising part or all of the money before the elapse of the initial period, the implementation period can be started earlier. No money will be spent before the equivalent funding has been received.
The project is called The FiveStar Project because there are five main areas where the expansion is targeted. These are:-
· Schools
· Universities
· Clubs and Communities
· Coaches
· Organisers
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These are represented in the following diagram:-
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The scale and ambition of the FiveStar Project is unparalleled in the history of Eton Fives. When it is achieved, Eton Fives will have many more centres over a wider geographical area, more players (especially women and ethnic minorities), a bigger membership and a more sustainable organisation and people resource to keep the game on an upward path in the decades ahead.
The challenges, however, of making FiveStar Project a reality, are very daunting. Quite apart from raising the £4 million, the management structure of the EFA will need to be completely revamped to cope with the complexities and high workload of managing a multi-million pound business. The EFA believes that, given the timescale of the project and the understanding of the need for such changes, it has sufficient experienced directors and members with business acumen to surmount these challenges. The timely donation of £100K for the fundraising activity from a dedicated supporter of the project gives us great optimism that the Eton Fives community will get behind the project. The EFA also believes that its approach of outreach to disadvantaged communities, e.g. at Westway, and its emphasis on participation rather than performance-led elitism, will attract financial support.
This paper presents:-
· The rationale for the EFA’S seven-year strategy of expansion (The FiveStar Project)
· The aims and objectives of The FiveStar Project
· The short-medium term strategy 2017-2019 whilst the £ 4 million are being raised (the interim period)
· Expenditure projections
· Fundraising approach
· Subsidiary aims over the seven-year period 
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2. Rationale for the policy of expansion
The Board had to choose between a “steady evolution” and an “expansionist” strategy. It chose the latter because:-
a) Eton Fives is a great game with many advantages but it has a huge unrealised potential. The recent advent of new players of all ages, who have never played the game at school, shows how accessible and popular the game could be.
b) The EFA would strengthen its players and membership base considerably by expanding the game to new regions in the UK, to new universities, to local public courts such as Westway and to new state and independent schools. An increase in the number of members means more financial stability, more presence with Sport England and other funders to get increased resources to keep the game flourishing.
c) It is part of our charitable status to provide Eton Fives to disadvantaged communities. The current composition of players, sometimes perceived as “elitist”, is far from ideal and the proportion of ethnic minorities who play is unsatisfactory, although both of these aspects are distinctly improving with the success of the Westway project.
d) The argument for a steady evolution contains elements of complacency. Eton Fives is under threat at various centres (e.g. Repton and  King Edward’s, Birmingham) and we have to face the possibility that we may lose courts, however hard a fight we put up at the time. Any organisation that does not expand tends to decline and we need to get new courts built, new centres established and new players playing to counteract the possible decline in traditional centres. 
e) In fact, acquiring new resources, especially people, for expansion could help deal with some of the existing problems (lack of ‘pull-through’ into the adult game and underused courts), by mobilising past players and setting up clubs of new players at existing centres.
f) The EFA is very reliant on its dedicated secretary, who is having to shoulder more and more of the burden, and on the voluntary effort put in by a few Board members. There is no indication of any more volunteers coming forward, despite appeals, and some of the current arrangements could simply cease to function if any of these volunteers stop working for the EFA.
g) Sport England is very supportive of Eton Fives, which it sees as an inclusive sport open to people of all ages and abilities (as opposed to some mainstream sports that focus on excellence and performance) and as a sport that can provide real traction in getting people to continue with sport after school. It is very supportive of our efforts to provide the sport to disadvantaged people and disabled people.
h) Other funders e.g. John Lyon’s Charity are very supportive of our ‘outreach’ and there is plenty of evidence to show that funds from many sources could be available to the EFA to fund its expansion, thus relieving the requirement to fund its operations entirely from internally generated funds.
i) One of the major weaknesses of Eton Fives is its failure to achieve a ‘pull-through’ of players from school into the adult game. This pull-through has been largely in the hands of alumni clubs run by volunteers. Their success has overall been very limited – only about 3 % of school players go on to play the adult game. If Eton Fives is to survive, let alone grow, it 
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needs paid organisers and coaches to keep these players in the game and to attract players who have never played before. There will always be a role for volunteers but they cannot give the sustained time and energy into changing this for the better. Where there are paid organisers, e.g. at Westway, the results have been dramatically favourable.
j) Eton Fives is a very small, little known game. It is an uphill task to persuade schools, universities and community centres to build courts without a very high level of subsidy for building and/or coaching. With a high (60% +) contribution from the EFA, however, we think that many of these institutions would almost have to have a reason NOT to build courts or start playing. With a substantial fund, the EFA could invite bids for its use. The state school sector in particular has acute funding problems but the EFA  sees great potential for expansion in this area, but only if the building of the courts is heavily subsidised. Once built, these courts can be used by the local community.       
3. Aims and Objectives of the FiveStar Project (2017-2024)
On the basis that you cannot manage what you cannot measure, the EFA has set itself the following quantitative objectives:- 
	
	
	Now
	2022
	2024

	1.
	Adult Playing membership       
	750 (est)
	1,500
	2,500

	2.
	Adult EFA membership
	550
	1,000                         
	1,500

	3.
	Number of state schools
	4
St Olave’s, Orpington;
 St Bartholomew’s, Newbury;
RGS High Wycombe; Queen Elizabeth’s Boys, Barnet
	8
	12

	4.
	Number of independent schools
	26
	30
	34

	5.
	Number of prep. schools
	8
	10
	12

	
	Total number of schools
	38
	48 (+26%)
	58 (+52%)

	6.
	Community Fives Centres
	1 (Westway)
	2
	4

	7. 
	Universities (regularly playing)
	2 + 2 = 4
Cambridge & Oxford, with courts; 
UCL & Imperial, without courts
	4 + 4 = 8
	6 + 6 = 12

	8.
	No. of sets of courts (= centres)
(= 3 + 4 + 5 + 6) + 50% of 7
	41
	54 (+31%)
	68 (+65%)

	9. 
	No. of school players                           
	1,100
= entrants to Schools Championships
	1,386 (+ 26%)
	1,672 (+ 52%)

	10.
	Disabled regular players
	5 (est.)
	40
	80

	11.
	Female players including schoolgirls
	100 (est.)
	300
	500

	12.
	Adult ethnic minority players
	30 (2.25% of 1.)
	150 (10% of 1.)
	300 (12% of 1.)
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Notes:-
A. Achieving a significant increase in female players is a key strategic objective.
B. Achieving a significant increase in players from ethnic minorities is a key strategic objective.
C. The number of school players is actually considerably higher than the number of entrants to the Schools Championships. The projected increase in school players might well turn out to be an underestimate, if we can achieve the targeted increase in the number of courts at schools.   
D. The increase in EFA members will bring with it a substantial increase in annual subscriptions. This will in turn give a more sustainable financial base for the EFA.
The targets are stretching compared to our past achievements. The big difference will be availability of money which will facilitate the building, organising and coaching activities.
4. Short-medium term strategy (the interim period) 
· The EFA does not know how long it will take to raise the full £4 million needed for the FiveStar Project.
· The funds will undoubtedly arrive at various points in time.
· There will no need to wait for the full amount to arrive before investing in individual projects.  We can start to lay the foundations for the FiveStar Project as the money arrives.
Leaving aside the arrival and use of any new funds during the interim period, the EFA has agreed a strategy for the interim period, operating solely within the financial and people resource constraints that exist currently.
The full FiveStar Project aims to “push out the boundaries”. The interim period will be more about “securing the existing base” or “preserving what we have got” (courts, players, finances, coaches, organisers) with some modest expansion, mainly organic, where opportunities present themselves.    
Using the same five areas as in the long-term FiveStar Project the plan is as follows:-
1. Schools
· To bring at least three of the current court building projects to fruition: St Olave’s,  4 new courts; Skinners Academy, 3 new courts; City of London School, new courts; Uppingham, new courts; King Edward’s, Birmingham, new courts; 
· To get 4-6 schools at Westway playing regularly;
· To get 4 new schools at the new Fives centre in Cambridge playing regularly;
· To get 2 new schools within the Girl’s Day School Trust group playing regularly;
· To get Repton to return to playing fives in their 12 courts;
· Not to lose any of the existing courts. 
2. Universities 
· To get Imperial College playing at Westway;
-5-
· To get 2 more universities playing at their local courts e.g. Birmingham/Aston, London University, Loughborough;
3. 
Clubs & Communities
· To develop local clubs at 3 more centres;
· To make a success of Westway by increasing the use of the courts and embracing local schools;
· To secure ‘follow-on’ funding for Westway 2019-21.
4. 
Coaches 
· To recruit 5-10 new coaches into the game.
5. Organisers 
· To develop the National Organiser’s  role
· To run a pilot for a regional organiser position, if funds are available.
6. Finances
· To increase net EFA membership by 150 over the 3-year period (increase in annual subscription income of £6450, post-gift aid £8062); 
· To acquire sponsorship worth £20,000 - £25,000 per year.
These are the objectives which the EFA Board can foresee at the present time. Unexpected opportunities and threats arise from time to time and these have to be addressed appropriately.
5. Expenditure projections
The essential ingredients necessary to establish Eton Fives in a centre or region are:-
- 
Eton Fives courts;
- 
a centre or regional organiser to recruit players and maintain the centre/regional club(s);
- 
coaching;
In some cases the organiser and the coach will one and the same person.
The principal items of expenditure in the FiveStar Project are, therefore, 

1) 
the building of courts, and 

2) 
the employment of paid organiser/coaches.
The overall breakdown of expenditure, on the assumption that the full £ 4 million is raised, over the implementation period is as follows:-
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  Three-year plan (2019-2022) and Five-year plan
	
	Salary costs b.
	Building costs a.
	Total 
	Comments

	Year 1
	£125,000
	£546,000
	£671,000
	Salary costs may be lower in start-up year

	 Year 2
	£125,000
	£546,000
	£671,000
	

	Year 3
	£125,000
	£546,000
	£671,000
	

	Total 3-year plan
	£375,000
	£1,638,000
	£2,013,000
	

	
	
	
	
	

	Year 4 (2023)
	£125,000
	£882,000
	£1,007.00
	

	Year 5 (2024)
	£125,000
	£882,000
	£1,007.00
	

	Total cost extra 2 years
	£250,000
	£1,764,000
	£2014,000
	

	
	
	
	
	

	Total cost of 5-year plan
	£625,000
	£3,402,000
	£4,027,000
	


a.
Building costs over the 5-year period:

81 new courts @ £ 42,000 each (the EFA contribution) = £ 3,402,000
       
This assumes a conventional building method. New technologies may reduce building costs by up 
to 70%
b. Salary costs over the 5-year period: 
2 Regional Managers, 1 National Organiser, 1 finance support = £ 625,000.
    
The costs do not include the cost of coaches, which may be charged out to centres. 
The detailed cost assumptions and detail can be found in the Appendix. 
6. Fundraising 
The EFA has secured via a donation from an individual the sum of £50,000 for each of two years, i.e. a total of £100,000 to engage a professional fundraiser. This will enable the EFA and the EFCT to make the best attempt possible to raise this large target. 
We will aim to recruit a person or an organisation with direct experience of raising money for sports, preferably for minor sports, seeking to establish him/her/itself on a bigger scale. That fundraiser will be expected to put forward new ideas and use his/her networks to attract donations or revenue.
The EFA does, however, have some preliminary ideas:-
 6.1. 
One of the key factors for success will be the widespread engagement of the current Eton Fives-
playing and past-playing community (plus their parents) in the project. This is not so much because 
they will make substantial donations themselves (although that is possible in a few cases) but 
because we need them to help us find the sources of funds. They will have the contacts in 
charitable foundations, employing organisations and public funding agencies to bring us in contact 
with these potential funders and in some cases to act as our ambassadors.

One of the first tasks, therefore, will be to run an extensive communication and engagement 
programme amongst this Eton Fives community.
-7-
6.2 
We should aim to break down, wherever possible, the five areas of the FiveStar Project into costed, identifiable projects. This will allow potential funders to: 

a) understand better what we are trying to achieve and 

b) select the project(s) which they would particularly like to support and in which they could see the 
results of their donations.
6.3 
The whole programme of promoting well-being in disadvantaged communities and transforming 
the inactive into moderately active people has huge public interest at present and potentially could 
attract significant funds .This is typified by the Westway project where we are now able to point to 
a track record in this area.
6.4 
We are hoping that the adoption by the EFA Board of a seven-year strategy will encourage funding 
to the EFA , as a  National Governing Body, for elements of the programme by Sport England.
6.5 
Charitable Trusts will be approached for identifiable projects within their terms of reference.
6.6 
The EFA will be seeking a longer-term sponsorship deal with a commercial organisation.
6.7 
The EFA will need some national publicity to launch and sustain the fundraising programme. A promotional film may be produced. A team in the London Marathon and/or similar events is another idea. 
7.
Subsidiary aims 
7.1 
The EFA has decided to focus on a UK-based strategy but the development of Eton Fives 
internationally is a highly desirable objective. The game is played currently in Nigeria (extensively), 
Switzerland, Malaysia and Australia. Opportunities to achieve this will be followed up wherever 
possible. If an individual person or organisation wanted to sponsor this, the sponsorship would be 
accepted and a programme of activity put in place. 
7.2 
It is not part of the EFA’S strategic priorities to introduce the game into private sports clubs. If such 
a club, however, expressed an interest in building courts and playing the game, the EFA would 
encourage it and would not rule out the possibility of making a financial contribution if certain 
conditions were met.
Conclusions
The FiveStar Project will increase threefold the number of players playing the game from all backgrounds and ages and will give Eton Fives in the UK a more sustainable presence and a wider geographical coverage in the UK.
The EFA does not intend to change in any way the amateur status of the sport with its emphasis on fair play and its friendly ambiance.
We believe that Sport can and does change lives for the better and our focus in the FiveStar Project is participation at all levels of ability rather than the cultivation of a sporting elite. 
Richard Black, Chairman, Eton Fives Association
18.11.2016
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APPENDIX
Detailed cost breakdown
i) Court building
-
The cost of building a court in the conventional manner is approximately £ 70,000 excluding land 
purchase.
- 
For the purpose of this costing it is assume that the EFA would make a contribution of 60% towards 
the cost each court built i.e. £ 42,000.
- 
A total of 81 new courts will be built resulting in a total cost to the EFA of 81x£ 42,000= £ 3,402,000
The targets are:-
2019-2022:
39 new courts (13 new centres consisting of 3 courts) = £ 1,638,000 average £ 546,000 p.a.
2023-2024
42 new courts (14 new centres consisting of 3 courts) = £ 1,760,000 average £ 882,000 p.a.
The average annual cost on a straight line basis over the 5 years is £679,600 
These costs could be reduce by as much as 70% per court if it is possible to develop new and cheaper ways of building courts using prefabricated walls. This is now a distinct possibility.

ii)  Salary costs
a. 2 x Regional Managers                            



2x £24 000 p.a. = £48,000
 (1 for London and the South-East, 1 for  Midlands and Wales) 
b. Secretary/ National Organiser    (full-time)                                                                    = £30,000       
c. Finance and Administration support   (1 full-time equivalent)                                   = £22,000
Total                                                                                                                                          = £100,000  p.a            
Add 25% for travel and employment costs                                                                 +        £  25,000
 Grand  total per annum                                                                                                        = £125,000 
      Notes: 
1. It would not be necessary to incur the full annual salary bill on start-up.
2. The number of coaches will also need to increase by 5-10 .Whether these coaches will be an additional overhead cost,  likely to be £ 20,000 p.a. per coach  ( £100,000 p.a. for 5 coaches), or whether their cost could be charged out to centres is debatable.
-9-
