
Our	Club	Facili,es	Project	
	

																										What	we	learned..	
	 	 	 	..and	you	should	know!	

Formal	re-opening	in	Sep	‘18	

Sco3	Mar5n,	Chair	Tennis	Scotland	



Late	2015,	thirty	years	aBer	
the	4	courts	were	last	re-laid	
	
	

Eroded,	cracked	porous	concrete	

(Very)	large	trees	

Old	football	floodlights	

…severe	liIing	&	cracking	
from	tree	roots	

Beyond	further	repair…	



2018,	new	courts	
new	floodlights	
	

38	trees	removed	

Low	power,	long-life	
LED	floodlights	

Fully	re-surfaced	with	porous	tarmacadam	



Timeline	
	
Oct	2015 	Kick	off	&	sub-commiMees	formed	
2016	
•  1Q	 	 	 	-	stakeholders	engaged	
•  2Q	 	 	 	-	scope	&	costs	finalised	
•  2H	 	 	 	-	funding	applica,ons	prepared	
2017	
•  Feb		 	 	-	floodlights	planning	permission	granted	
•  Mar	to	May		-	grants	secured	
•  Jun 		 	 	-	contracts	awarded	
•  Jul	 	 	 	-	power	supply	upgraded	
•  Aug	to	Sep	 	-	re-surfacing	&	new	floodlights	installed		
•  Oct		 	 	-	courts	re-opened	for	play			
2018	
•  May	 	 	-	court	1	top	layer	re-laid	(drainage	issues)	
•  Jul	 	 	 	-	courts	painted	
•  Oct 	 	 	-	final	inspec,on	&	formal	re-opening	
	

	
	



£170k	Project	Scope	
	

Trees	removal	&	par,al	fence	replacement	
•  Cheaper	op,on	&	old	fence	donated	to	nearby	village	court	
•  100+	na,ve	deciduous	trees	planted	

	
Upgrade	power	supply	

•  Floodlights	extended	from	2	to	4	courts	
•  Higher	power	floodlights	installed	

	
New	floodlights		

•  LED	(25%	addi,onal	capital	cost)	
•  High	controllability	&	quality	
•  Lower	Life	Cycle	costs	(power	&	maint)	

	
Re-surface	&	paint	courts	

•  Porous	concrete	re-use	for	base	layer	drainage	
•  Tarmacadam	selected	on	cost	grounds	

	
	

Trees,	£12k	
Power,	£5k	

Floodlights,	£55k	

Courts,	£91k	

Pain5ng,	
£8k	



What	did	we	learn?	
	
10	Things	Worth	Knowing….	

	
1.   Gehng	organised…..	divide	&	conquer	
2.   Know	your	friends	and	enemies!	
3.   Legal	necessi,es	
4.   Thinking	long	term	
5.   What	are	you	going	to	do	(and	not	do)?	
6.   Planning	(how	much)?	
7.   Show	me	the	money…	
8.  …and	we’ll	show	you	ours!	
9.   Doing	the	deal	
10.   Expect	the	unexpected	

	
	



Gehng	organised..	
	
KEY:	Small,	autonomous	teams	with	clear	goals,	
repor,ng	to	main	commiMee:	

•  Simpler,	quicker	decision	making	
•  Increased	mo,va,on,	leveraging	individuals	skills	&	interests	
•  Drawing	in	resources	from	across	the	en,re	club	

Divide	and	conquer	(leaders	from	main	commiMee)	
•  Project	

ü  4	people	(Chair,	Treasurer,	Secretary	&	Project	Lead)	
•  Fund	raising	

ü  6-8	people	(most	not	from	main	commiMee)	
•  Marke,ng	&	comms	

ü  4	people	(half	not	from	main	commiMee)	

Project	Plan	
•  Create	integrated	plan/schedule,	if	complexity	warrants	it	
•  Cheap	on	line	planning	soBware	can	help	(we	used	‘Smartsheet’)	



Know	Your	Friends	
and	Enemies!	
	
KEY:	Decide	how	to	engage	but	do	so	(with	both	supporters	&	opponents)	

•  Be	clear	who	‘holds	the	rela,onship’	
•  Engage	with	every	stakeholder	&	keep	track		

	
Iden,fy	ALL	stakeholders	early	&	systema,cally	e.g.	

•  Club	members,	commiMee	&	coach	
•  Neighbours	&	landowners	
•  Local	council	&	government	
•  (Poten,al)	Funders		
•  Businesses	
•  Other	tennis	clubs	
•  Schools	&	sports	organisa,ons	

Assess	influence	&	stance	of	each	stakeholder	to	decide	strategy	
	

	
	

	
	



Legal	Necessi,es	
	
KEY:	check	and	address	legali,es	early	on	
	
Pre-requisites	for	poten,al	funders	
•  Cons,tu,on	

Ø  Early	parallel	reviews	by	funders	(eg	TS	&	sportScotland)	
•  Land	

Ø  Owned	or	20+	years	lease	
Ø  Funder(s)	review	of	agreement(s)	

•  Planning	
Ø  Obtain	expert	support	
Ø  Op,mise	,ming	

Also		
•  CASC	(for	GiB	Aid	on	dona,ons)	

Ø  Apply	early	to	HMRC,	as	it	may	take	3-4	months		
Ø  ‘BT	MyDonate’	was	lowest	cost,	large	plarorm	at	the	

,me	of	our	project	

	
	

	

	
	



Long	Term	Decision	Making	
	
KEY:	5+	yrs	financial	forecast	is	an	essen,al	
cornerstone	for	planning	&	to	secure	funds	
	
Credibility	

•  Realis,c	forecasts	for	membership	&	sustainable	fund	raising	
•  Opera,ng	costs	rooted	in	(historic)	reality	
•  Sinking	fund	provision	essen,al	

Affordability	
•  Test	project	costs	&	op,ons	for	affordability	

Ø  Are	costs	too	expensive	–	trim	scope	or	reduce	quality?	
Ø  Timing	impact	(eg	fund	raising)	–	can	project	be	slipped?		



What	are	you	going	to	do?	
	
KEY:	know	your	priori,es	to	decide	scope	
	
Early	wide	thinking	
•  Keep	ALL	op,ons	on	the	table	
•  Take	,me	to	talk	to	key	stakeholders,	especially	members,	coaches	&	funders	

	
Get	clear	on	priori,es,	as	
you	can’t	have	it	all!	
	
•  Time	
•  Cost	
•  Quality	

Narrow	down	op,ons	
•  Agree	‘Base	Case’	scope	
•  Retain	&	cost	a	small	number	other	of	op,ons	(suggest	2	or	3	at	the	most)	
	

	

	
	



Cost	Planning		
	
KEY:	Spend	,me	to	understand	your	costs,	risks		
&	project	affordability	
	
How	Much?	
•  LTA	Guidance	

Ø  good	for	courts	and	conven,onal	floodlights	
Ø  less	useful	for	LED	floodlights	&	power	upgrade	
Ø  detailed	independent	technical	&	cost	report	(£1,700)	

•  Contractors	eg	DOE,	Halliday	(some	are	reluctant,	pre-tender)	
•  Other	clubs	can	be	a	great	source	of	up	to	date	informa,on	
•  Make	pro	bono	costs	clear	&	keep	separate	

	
Op,mise	costs,	but	cater	for	unexpected	
•  Ensure	you	understand	scope	and	trim	op,onality	
•  Explicitly	assess	risks	and	aim	to	reduce	
•  Ensure	con,ngency	(≈10%)	is	included	in	costs	
	
	



	
	

	
KEY:	turn	fund	raising	from	a	necessary	slog	to		
something	fun,	which	mo,vates	members	&	supporters	

25%+	own	contribu,on	expected	by	funders	
Set	up	a	dedicated	group	for	fund	raising	
•  Fund	raising	programme	

Ø  Set	ambi,ous	but	credible	goals	(£25k	over	two	years	for	Aboyne)	
Ø  Use	to	enhance	off	court	social	programme	&	pull	everyone	together	
Ø  Celebrate	hihng	milestones	and	keep	it	visual	

•  Sponsorship	&	dona,ons	
Ø  Get	crea,ve	eg	FourEx,	businesses	&	other	local	groups	

	
	



Third	Party	Funding	
	
KEY:	funders	differ	but	they	all	like	increasing	
ac,vity	levels	&	broadening	facili,es	access	
	
Sources	
•  Tennis	Scotland	–	small	grants,	10yrs	interest	free	loans	up	to	£30k	
•  Sportscotland	–	larger	(but	currently	reducing)	grants	
•  Landfill	community	trusts	(eg	WREN	&	EBS	–	can	make	large	grants		
•  Local	chari,es	&	trusts?	Planning	gain?	

Mo,va,on	&	needs	
•  Firstly	talk	to	establish	rela,onships	&	understanding	
•  Then	fill	out	the	forms	(checking	back	as	needed)	
•  A	site	visit	can	be	very	helpful		

Timing	
•  Who	first	– Sportscotland	may	award,	others	follow?	
•  Orchestrate	-	understand	grants	award	process	&	spending	,me	limits	(usually	1	year)	
	

	
	



•  Understand	your	organisa,on’s	own	capability	
						(exper,se	&	,me)	
•  Pay	par,cular	aMen,on	to	‘interface’	risks	
•  Decide	on	whether	to	use:	

•  Main	contractor	&	specialist	sub-contractors	
(lower	effort	and	risk,	but	more	expensive)	

•  Mul,ple	contracts	(high	effort	&	risk,	cheaper)	

Tender	
•  Labosport	will	provide	tender	spec	&	bid	assessment	for	large	complex	projects	
•  Simple,	low	value	ones	can	go	single	source	(but	check	with	funders)	
•  Take	up	references	on	all	three	contractors		
•  Ensure	they	complete	site	visits	(and	get	their	ideas)	
Award	
•  Do	not	before	final	grant	award	is	made	(but	non-commiMal	advisory	is	possible)	

	
	

Get	Commercial	
	
KEY:	use	a	contrac,ng	strategy	suitable	for	your	risks	&	capability	
	
Strategy	



Dealing	with	the	Unexpected!	
	

KEY:	short	lines	of	communica,on	with	contractor(s)	to	
resolve	issues	
	
Be	‘hands	on’	during	execu,on	
•  Frequent	visible	site	present	by	club,	building	rapport	&	trust	
•  Ac,ve	project	team	management	ac,on/decision	mee,ngs	

When	it	goes	wrong	
•  Clear,	swiB	decision	making	by	project	team	
•  Keep	overall	objec,ve	and	,me,	cost,	quality	priori,es	in	view	

Mystery	tap!	
Incorrect	fence	
height	spec	(£2k)	Temporary	

lines	(£1k)	 Poor	drainage	

BIG	Issue!	



Top	10	Nuggets!	
	
1.   Organise:	small,	autonomous	teams	with	clear	goals	
2.   Engage:	decide	how	to	with	both	supporters	&	opponents	and	do	so	early	
3.   Legali,es:	check	and	address	these	(cons,tu,on,	land	and	planning)	early		
4.   Long	term	based	decision	making:	a	(5+	yrs)	financial	forecast	is	a	cornerstone	

for	this	and	is	essen,al	to	secure	funds	
5.   Scope:	know	your	(,me,	cost,	quality)	priori,es	to	decide	this	
6.   Project	management:	understand	your	costs,	risks	&	project	affordability	
7.   Own	Fund	Raising:	turn	it	from	a	necessary	slog	to	something	fun,	which	

mo,vates	members	&	supporters	
8.   3rd	Party	Funders:	differ	in	detailed	objec,ves	but	as	a	star,ng	point,	all	like	

increasing	ac,vity	levels	&	broadening	facili,es	access	
9.   Contracts:	use	a	strategy	suitable	for	your	capability	&	risks	
10.   Unexpected	events:	short	lines	of	communica,on	with	contractor	to	resolve	
	

Comments	or	Ques,ons?	


