
[image: ]Bemidji Youth Soccer		     Strategic Plan				July 2013

[bookmark: _GoBack]
Preface
The Bemidji Youth Soccer (BYS) has built a solid program over the last 20 years.  The club is now a viable competitor across the state.  Recently (April 2013), the board of directors completed a three hour strategic planning session to assess their current position and plan for the future.  BYS did a five year plan in 2009 but needed to reassess their position.  The following information defines opportunities and challenges facing the organization.  The information is a key piece in developing a business plan to ensure financial stability.  This document should be reviewed twice a year to track progress.  Updates are encouraged as events change over time.


Vision

To become the premier soccer club in Minnesota.

Mission

To provide a year round attractive, enjoyable and educational environment where Bemidji youth can participate in soccer and increase their knowledge of the world game.


Bemidji Youth Soccer (BYS) History and Accomplishments
· Established in 1994 as a recreational program.

· Northwest District was formed under Minnesota Youth Soccer Association (MYSA) to facilitate neighboring communities to play in a league.  League champions move on to the MYSA
state tournament.

· The club expanded slowly.  Acquired younger ages after community education discontinued their summer program. 

· BYS established competitive and recreational levels.  The competitive division gives serious players opportunities to develop their skills.  The recreational division offers a fun environment for introducing players to the game.

· Spring, summer and fall recreational programs were created to feed kids into the competitive programs (U10 and up).

· With greater competition and more training opportunities, some families developed a second club separate from BYS.  After one year of having two clubs, BYS agreed to offer year round training and more tournament opportunities.  The other club agreed to merge and join BYS.

· Bemidji now offers two levels of play, recreational and competitive. The competitive teams also have two levels, Extreme and United. Extreme trains eleven (11) months a year and attend tournaments in the fall, winter, spring and summer. United players train three (3) months a year, attend summer tournaments, and schedule friendly matches with neighboring clubs.

· The latest profit and loss statement shows Total Income of $73,610.75, Total Expenses of $39,177.85, and Net Income of $34,432.90 for the year of 2013.

Accomplishments
· Bemidji has sent teams to the MYSA tournament.

· The new competitive levels of soccer have allowed our teams to win a few tournaments recently and have been quite competitive in all of them.

· Our club has grown in members, especially at the recreational level.


Current Board and Staffing Model

BYS Board is made up of the following positions:
· 
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· President
· Vice-President
· Secretary
· Treasurer ($)
· Volunteer Coordinator
· Marketing Specialist
· Equipment and Facilities Coordinator
· Sponsorships and Donations Coordinator
· Registrar ($)


BYS also has a Facilities Committee and a Scholarship Committee.

Positions paid by stipend include those listed here:
· 
· Club Administrator ($, need to hire)
· Coach Coordinator ($)
· Coaches ($)
· Trained Referee Assignor ($)
· Referees ($)
· Summer Competitive Coordinator ($)
· Spring Recreation Coordinator ($)
· Summer Recreation Coordinator ($)
· Fall Recreation Coordinator ($)



Current Programs and Events

Recreational Soccer:   Enrollment Total = 352 (226 Boys, 126 Girls) makes up 67% overall enrollment
Children ages 4-11.  Recreational Soccer does not involve competitive tryouts for players and is not based on talent or ability.
· BYS Spring Recreational “Soccer in the Schools” program is a six-week, after-school program, held at four local schools, for ages Pre-K through fifth grade.  
· BYS Summer Recreational program is a six-week program, held at the Soccer Complex, for ages Pre-K through eight years old. 
· BYS Fall Recreational program is a six-week program, held at the Soccer Complex, for ages Pre-K through fifth grade. 

Competitive Soccer:   Enrollment Total = 173 (100 Boys, 73 Girls) makes up 33% overall enrollment
Players ages 8-19.  Competitive Soccer includes teams and programs that are based on player evaluations and competitive try-outs.  BYS competitive soccer has two different levels.
· Extreme Futbal Academy (EFA).  EFA is considered more advanced training and requires a larger commitment by players who want to train nine months out of the year and travel to 4-5 large overnight metro tournaments.  Registration fees do not include travel expenses which may include lodging, meals and transportation costs.
· United. United plays neighboring clubs and/or participates in tournaments during the season.  Beginning players may start on United and work their way up to EFA or decide to continue on United.  Registration fees do not include travel expenses which may include lodging, meals and transportation costs. 

6v6 Paul and Babe Blowout Tournament:  Annual tournament, fundraiser, all-inclusive, all ages, July.

BSU Summer Development Camp:  Week long training camp for 7-12 year olds, June.

Varsity Prep Training Camp:  Two day training camp for 13-18 year olds, August.

Other activities include Winter Soccer, Sunday Pick-Up Game Night, Middle and High School Programs, and the Annual alumni soccer game.


Facilities

These are the facilities currently used by BYS.  Property descriptions an primary uses are defined here.

Bemidji High School fields
· Four full fields and one U12 field on high school grounds, parking lot, operated by school district, used for practice and games.
Bemidji Middle School field 
· One regulation field, announcer booth, equipment shed, team benches, scoreboard, access to school building, Porta-Potties, operated by school district, parking around school building, used most for competitive play.
Soccer Complex Fields
· Close proximity to Middle School field, 1 full size and 3 smaller regulation fields with option for half field play on each, equipment shed, toilettes, running water, owned by Beltrami County, leased and maintained by school district, large gravel parking lot, used as primary BYS practice and play facility.
Elementary School Fields
· Lincoln, Schoolcraft, Horace May, Central, JW Smith, Northern, and Solway schools; used for after school play.
Bemidji State University
· One field near Gillette Recreation Center, used by BSU women for practice and games, street and parking lot parking.  Future use of Chet Anderson Stadium planned.
Bemidji High School Gymnasium
· Used during winter programs, cold weather practice option
Bemidji State University Rec Center
· Used during winter programs, cold weather practice option


Strengths, Weaknesses, Opportunities, and Threats (SWOT) Analysis

A Strengths, Weaknesses, Opportunities and Threats (SWOT) analysis is another way of assessing BYS current overall health.  Strengths and Weaknesses should be thought of primarily as internal to the organization.  Opportunities and Threats are influencing factors that may come to the organization externally.  By addressing the good and bad, both internal and external, the BYS board is able to use the SWOT analysis to set priorities and plan for the future.

Internal factors to be managed include Strengths and Weaknesses.

Strengths
· 
· Dedicated coaches, board, and club members
· Experience
· Passionate “core”
· Low cost of operations and fees
· Many quality coaches
· Facilities
· Good school soccer programs
· Quality equipment
· Good player assessments
· Growing program
· Volunteer base
· Talented and competitive players
· Program offerings for young players
· Program alumni return to help


Weaknesses
· 
· No administrator
· Lack of competition in NW District
· Lack of space for large tournaments
· Marketing not developed
· Need a common message– (marketing, communication)
· Volunteers not fully engaged (consequences, coordination, management, duties)
· Poor player transitions from recreation to competitive league (drop outs)
· Growing pains
· Key people leaving
· Lack of boardmembers, depth
· Treasurer needed with financial background

External factors to be managed include Opportunities and Threats.

Opportunities

· 
· Tournaments
· Adult leagues
· Year-round soccer program
· Indoor facility
· Grow to a regional program
· Promote access to bigger, better training opportunities
· MYSA (Olympic Development Program)
· Establish sponsorships with businesses
· Growth to support paid staff by program
· Media coverage
· Charter bus



Threats
· 
· Metro focused MYSA
· BYSA low priority for sponsors
· Poor economy
· Budget questions, uncertainty
· Continuity of soccer in the schools
· Weather
· Other youth sports programs
· Weak district, need competition



Stakeholder Analysis

The stakeholder analysis is meant to identify the people and organizations most relevant to Bemidji Youth Soccer.  The matrix below is used to determine how best to manage the various stakeholders BYS is in contact with.  They are placed on two continua of interest and power.  The goal is to engage the proper organizations and people to move from low interest to high interest.  For example, by doing small things to engage the low-interest, low power cohort (the crowd), the intended result may be to increase their interest so they become your advocates.  This should also help inform you marketing plan.


	High
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POWER







Low
	Context Setters (Keep Satisfied)
	Key Players (Manage Closely)

	
	
Community Ed, afterschool soccer
School field maintenance
MN Youth Soccer Association (MYSA)
Beltrami County
NGIN website developer


	
Players
Parents
Bemidji School Dist. Soccer programs
Other clubs (towns, cities)
Team Managers
Coaches
Board Members


	
	
Retail 
Hotels and Food Service
BSU Soccer
Bemidji Parks & Rec
General public

	
Volunteers
Families
Referees
Media (TV, news, social, radio)


	
	The Crowd (Monitor, Minimal Effort)
	Advocates (Keep Informed)

	
	
Low                                                               INTEREST                                                            High





Goal Setting for the Future

Using the SWOT and Stakeholder Analyses, the BYS board worked out four achievable goals.  These goals show movement to a desired future.  These goals are the main priorities for BYS in the next three to five years.  Specific objectives, or action steps, are listed within the tables in the following pages.  

Goals Established
1. Develop growth plan with adequate staff.
2. Improved financial responsibility.
3. Proactively manage facility needs.
4. Maintain and improve program offerings.






Bemidji Youth Soccer Strategic Plan Objectives
	Outcome Statement
	Objectives
	Timeline
	Responsible Party
	Documentation

	Develop growth management plan to include paid staff.
	Develop program and events set up checklist, protocols, and contacts
	Winter 2013
	Club Admin, Volunteer Coordinator, Coach Coordinator
	Checklist by program, event

	
	Hire a Club Administrator
	Winter 2013
	Board
	Job description, stipends paid

	
	Hire Coaching Director
	Winter 2013
	Board, Club Admin
	Job description, stipends paid

	
	Hire or Assign a Marketing Specialist
	Winter 2013
	Board, Club Admin
	Job description, stipends paid

	
	Create task list for volunteers
	Fall 2013
	Volunteer Coordinator, Club Admin, Board
	Jobs list, email blasts, website

	
	Define consequences for unmet volunteer requirements
	Fall 2013
	Volunteer Coordinator, Board taskforce
	Protocol for volunteer and member participation, registration manual?

	
	Manage volunteers using DIBS portion of NGIN website
	Ongoing
	Webmaster
	Task list updated, website, email blasts

	
	Outreach to local communities for BYS participation
	Winter 2013
	Club Admin, Board
	Expansion of Soccer in the Schools

	
	Thank & inform donors and partners
	Ongoing
	Sponsorship & Donations Coordinator, Board, Club Admin
	Billboards, cards, personal contacts, newspaper, PSA’s

	
	Develop club identity
	Summer 2014
	Marketing Specialist, Board, Club Admin
	Club logo, motto, brand

	
	Recruit, orientate volunteers, coaches including background checks
	Pending calendar
	Board, Club Admin, Coach Coordinator
	Orientations held, number of participants

	
	Board involvement for events/programs
	Pending calendar
	Board, Club Admin
	Board member time committed

	
	Identify board members to act as team leads by interest area.
	Summer 2013
	Board, Teams
	Board Action Teams established




	Outcome Statement
	Objectives
	Timeline
	Responsible Party
	Documentation

	Improved financial management.
	Find Treasurer with skills and background in financial management
	Fall 2013
	Club Admin, Board
	Treasurer appointed

	
	Detailed budget by program (class)
	By fiscal year end, Annually
	Treasurer, Board
	Annual budget adopted by board

	
	Establish sponsorships and update signage
	Fall 2013
	Marketing Specialist, Club Admin, Board
	New and renewed sponsors list, new signage

	
	Revamp Quickbooks system
	Fall 2013
	Treasurer, Club Admin
	Updated Quickbooks

	
	Fees assessment by program and event
	By fiscal year end
	Board, Club Admin, Treasurer
	Fees and pricing, website updates, marketing materials

	
	Fundraisers including tournaments, clinics, events, and coupon booklets
	Pending calendar
	Marketing Specialist, Club Admin, Board, Volunteers
	Fundraisers held, money raised



	Outcome Statement
	Objectives
	Timeline
	Responsible Party
	Documentation

	Proactively manage facility needs.
	Re-engage Facilities Committee
	Fall 2013
	Board, Facilities Cmte
	Facilities Committee board reports

	
	Engage and inform stakeholders
	Ongoing
	Board, Club Admin, Webmaster
	Newsletters, website

	
	Stay active and involved with upcoming opportunities
	Ongoing
	Board, Club Admin, Coach Coordinator
	Board minutes, emails

	
	Inventory and identify facility needs
	Fall 2013
	Facilities Cmte
	Summary report of facility needs 

	
	Identify funding sources to meet facility and program needs
	Winter 2013
	Sponsorship and Donations Coordinator, Facilities Cmte
	List of potential funders, count of funders solicited

	
	Establish facilities fund for future use
	Winter 2013
	Board, Facilities Cmte
	Fund established

	
	Designate board member or staff to coordinate BYS needs to facility owners
	Summer 2013
	Board, Facilities Cmte
	Facilities Coordinator identified, active

	
	Complete a cost-benefit analysis of owning vs. leasing vs. partnership
	Spring 2014
	Board, Facilities Cmte
	Cost-Benefit study complete,  board minutes

	
	Identify year-round facility needs, schedule program and events
	Fall 2013
	Facilities Cmte
	Facilities protocol by program/event





	Outcome Statement
	Objectives
	Timeline
	Responsible Party
	Documentation

	Maintain and improve program offerings.
	Establish calendar for programs and events.
	Fall 2013, Ongoing
	Board, Club Admin, Registrar
	Updated calendar, Website

	
	Maintain website
	Ongoing
	Webmaster
	Website is current & functional

	
	Develop events checklist
	Fall 2013
	Club Admin, Coach Coordinator
	Contact list, protocol checklist

	
	Find Soccer in Schools coordinator for Fall and Spring
	Summer 2013, Ongoing, Seasonal
	Club Admin, Coach Coordinator
	Job description, stipends paid

	
	Maintain enrollment through marketing
	Ongoing, Pre-registration marketing
	Club Admin, Marketing Specialist, Registrar
	Flyers, ads, media outlets, enrollment by program

	
	Develop Extreme and Competitive teams
	Pre-registration prep
	Coach Coordinator, Coaches
	Program targets established, met

	
	Establish relationship with media
	Ongoing
	Marketing Specialist, Board, Club Admin 
	Media contact list

	
	Recruit coaches and volunteers from adult leagues
	Ongoing, Pending calendar
	Volunteer Coordinator, Board, Club Admin
	Coaches contact list

	
	Solicit involvement of soccer celebrities
	Pending calendar
	Club Admin, Coach Coordinator, Board
	Events held featuring celebrity
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