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Bristol Yacht Club Strategic Plan Summary
August 2020

Introduction: Strategic Plan: Startup, Goals and Process

In October, 2016 when Commodore Joe Brito and the Executive Board chartered BYC's Strategic plan, Nick
Cromwell was asked to lead the effort. Nick called a Strategic Planning Team to define how we would develop
a 5-10 year plan to maintain and improve BYC facilities and member satisfaction, and to help the Executive
Board ensure that the Club’s future programs and finances would be sustainably supported. Strategic planning
gave the Club the opportunity to evaluate all aspects of Club operations and take a longer view on how we
could make the club better and accomplish things we couldn’t with more short term or ad hoc approaches.

Committees and teams formed right away and dove into every corner of Club policies and operations, looking to
resolve problems, strengthen infrastructure and respond to members’ interests. The planning direction work was
mostly completed by October 2018—what remained pertained to detailing proposed major capital project and
their costs. Since then we have weathered the clubhouse fire and reconstruction, a few tropical storms and
hurricanes, and are now responding to the COVID-19 pandemic. Despite continued uncertainties, it's time to
wrap up the strategic plan.

The Steering Committee would like to share Strategic Plan results with the membership in two phases, first with
this document emailed to all members. Here we will summarize the planning process, its explorations, discoveries
and the five strategic project recommendations, that many feel would improve the club’s facilities and the value
and pleasure of membership. They include:

1. A roofed outdoor pavilion with a bar, fireplace and new heads, to provide for activities outside the
clubhouse such as event rentals, barbecues, summer dances, space for visiting yacht club cruises, classes and
seminars, etc.

2. Expand /improve launching ramp and crane capacity

3. Boat maintenance workshop and gear storage

4. Plans to replace aging safety /coach boats

5. Plan for EBSF sustainability

Subsequently, meetings will be scheduled to discuss these five projects, as soon as we can assemble safely under
Rl State COVID guidelines. Meeting notices will appear in the BYC Weekly. After the meetings, the Strategic
Plan recommendations, along with member feedback, and results of a member survey to gauge interest in the
five projects, will be presented to the Executive Board.

BYC Strategic Planning Process:

Planning work was organized into four phases: (1) Information Gathering; (2) Analysis and Goal Development;
(3) Opportunity /Action Identification and Evaluation; (4) Discussions/presentations with Executive Board and
Membership. Various meetings were held throughout all phases. Regular progress reports were made to the
Executive Board, which provided guidance on next steps and feedback on its findings. In some cases, it adopted
or rejected recommendations under consideration.

Information Gathering: All members were invited to participate in one way or another, and all Club standing
committees were asked to help working teams that evolved to pursue specific ideas and projects. Members were
asked to respond to a survey of members’ profile data, their program likes and dislikes and suggestions for
improvement. We also gathered information from outside the club, from other yacht clubs and sailing programs,
from our neighbors and our local community and the Town of Bristol. Past plans and project ideas were
reviewed. Special attention was given to collecting and respecting club history, traditions and values.

Analysis and Goal Development: Membership and Community material was organized by the Strategic
Planning Committee into a SWOT analysis as follows:



Strengths

|Location; Access to the Bay and New England in
|Bristol/Boating Community

| Facilities; Launch and Docks, enjoyable indoor and outdoor
{space, gear/small boat storage, J-22 and Mercury fleet

|Volunteers; Ownership, comradery, keep cost down
Wide Variety of Activities; Social, Racing, Cruising, Day
{Sailing, Informal Gatherings, Training

[Atmosphere; Fun, friendly, welcoming, unpretentious
[Knowledgeable and Experienced Staff

Page 2 of 6

>

Facilities; Limited parking, limited boat dry storage, boat ramp,
inefficient use of space, limited dry boat facilities

Weakness

Depth of water at main dock, ramp, and dinghy docks

House; outdated outside bathrooms, lack of AC, non-member
rentals

Finances; Use of bar as a major profit center, transparency,
emergency funds

Demographics; average membership is aging

Reliance on Volunteers; Burn out, changing priorities, lack of
continuity

Lack of Food Service
Non-member overuse of facilities

Communication; staticwebsite, multiple e-mails, lack of
calendar update, timely and accurate information, mainsheet

One full time employee; overburdened, no backup

Opportunities

[Local activity increasing; Cruising, one design racing, team
[racing

iPotentfal Community Partnerships; Marine industry, Bristol
|Marine, Herreshoff Museum, Roger Williams College

iBr[stol Marine; Improved waterfront facilities, sharing

ispace
|EBSF; Member access to boats, better classes, staff
%ass[stance, pride in support to EBSF community sailing

iprogram

Threats
Financial; Economy, increase costs, affordability of boating
Environment; Sea level rise, storms, pollution
Government; Changes in fees, additional taxes, legislation,
zoning, CRMC actions
Neighbors; keep abutters happy, Bristol Marine expansion
Commercialization of Bristol Harbor Masters Office;

Maritime center; slip expansion, mooring expansion, fuel
dock

Following the SWOT analysis they identified five Strategic Objectives to guide activities and investments for the
club over the next 5-10 years. These objectives were assigned initially to the Leaders listed below who, with
their teams, reviewed various issues and ideas and developed specific recommendations and action plans. The
BYC Executive Board monitored the progress and provided support to them as needed. Details of these action

plans are available.

1. Ensure Club Financial Strength and Understanding - Ed Mansur
Facilitate sustainable future, allow for growth, review financial processes, improve visibility of club financials,
board financial training, review revenue sources and alternatives, 5 - 10 year capital plan, catastrophe planning

and insurance, etc.

2. Improve Waterfront Infrastructure and Services - Jil Westcott
Evaluate facilities for small boats, sail and power boats, dinghies: dock space, boat launch ramp, dredging,
Neighbors/Bristol Marine, dock electrical service, dock ramps, etc.

3. Improve Land Usage and On-Site Facilities - Peter Maloney, Joe Whelan, Doug Kallfelz and Bob

McLaughlin

Review parking, boat storage, Junior clubhouse /EBSF facility, mooring storage and locker area, EBSF usage,
Neighbors/Bristol Marine, outside bathrooms, Prudence Island, etc.
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4. Increase Value of Membership - Mike Morin and Chris Bjerregaard
Increase participation in activities, family friendly cross demographic activities, EBSF activities aligned with club,
review dependence on volunteerism, attract younger members, review non-members use policies, etc.

5. Improve Club Communication - Mike Brito
Increase member connection with club, show value to members, track member satisfaction, keep updated
calendar, facilitate increase in members to member communication, show value to community, etc.

Separating Capital Investment and Improvements from Other Recommendations

The Steering Group reviewed the Team Action plans and presented them to the Executive Board. They suggested
we divide recommendations into two categories: (1) Recommended policies, actions or improvements that the
Board can adopt or accommodate within the annual budget process, presented below, and (2) Major Capital
Improvements and Investments. Capital Improvements and Investments were sent back to committees for further
development.

Policies/Actions Recommended to the Executive Board; subsequent Board actions taken to date: (some
items are pending or under study)
A. Increase Value of Membership recommendations:
1. Surveys for social events to include more members; Increase volunteer recognition; Improve
marketing or Intermediate members; Expand the qualifications for Old Salts membership; Allow new
Senior Members under age 40 to spread payment of the initiation fee over 3 years; Improve
EBSF/BYC communications and support; Long Term Sailing plan to support all offerings: Cruising,
Racing, Family Sailing Programs.
a) Board actions:
(1) Improved process and events for welcoming new members
(2) East Bay Sailing Foundation: Improved communications to increase understanding of EBSF and
relationship to Club

2. Race Activities: Assign member at large position to be charged with helping the RC Chair and taking
on the improvement of race programs at BYC. This should include attracting and planning events,
helping coordinate volunteers, training RC volunteers. Support growing BYC member interest in
racing. Promote race committee and increase opportunities to learn and volunteer for BYC race
activities. BYC Race Events: Consider collaborating with other sailing groups to support local
regattas or major competitions. Coordinate with social, house, and waterfront to support the above
events.

a) Board Actions:

(1) US Team Racing National Championship (Hinman Regatta) is scheduled for September 2020.
Canceled due to COVID-19.

(2) Monthly Race Meetings established

(3) Race Group of Event Organizers, Race Committee, Principle Race Officers, and other
volunteers has been created and marketed

(4) Active: Member at Large, Pete Levesque is leading the J-22 fleet and played a major role in
planning for the Hinman Regatta

(5) J-22 Class has been approached about future North Americans at Bristol YC

B. Improve member communications recommendations: Make communications a Board position with more
than two terms permitted; add budget for an annual communications plan. Improve communication
infrastructure, e.g., web site, flyers, and social media; Increase frequency of member communications;
focus on participation in social activities and recognizing volunteer efforts. Consolidate /coordinate
various email communications to members; Improve website.

1. Board Actions:
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a) Established Communications Position on Executive Board; Catherine Murray is current incumbent;
communication plan is budgeted

b) Established BYC Weekly; Revamped Mainsheet; Improved Website

c) Communications have more focus on promoting and recognizing volunteerism

C. Ensure Club Financial Strength and Understanding recommendations: Establish Finance Committee,
reporting to Treasurer, to share the knowledge, workload and responsibilities for Club finances. Foster
better understanding of BYC finances, long range financial planning, and financial systems innovation
such as PayPal and Square for transaction processing; Establish more timely reporting and support for
Standing Committees.

1. Board Actions:
a) Established Finance Committee; Treasurer Peter Maloney is chair.
(a) Made financials more transparent for Committees
(b) Purchased insurance for unexpected events
(c) Maintain separate capital and rainy day funds

D. Improve House and Grounds recommendations:

1. Review/improve land use: parking/boat storage; explore cooperative solutions with Bristol Marine,
Better utilize NE corner of property; Explore potential to provide onshore dinghy racks. Consider
building an outdoor pavilion for outdoor activities such a barbecues, summer dances, wedding/event
rentals, seminars, EBSF classes; Reconfigure Clubhouse main floor; Collaborate with Bristol Marine
regarding boat storage/overflow parking; Better utilize northeast corner of property.

2. Board Actions:

a) Reconfigured clubhouse main floor during clubhouse reconstruction.
b) Added fire pit/patio
c) Re-organized storage along the south stone wall to increase parking.

E. Improve Waterfront facilities recommendations: Consider expanding docks; widen boat ramp, perhaps
with Bristol Marine; Increase crane capacity; Improve dock electric power; Provide on-shore dinghy racks
with dolly; Improve existing dock ramps for use at high tides
1. Board Actions:

a) Increased power to docks

b) Upgrade dock ramps for extreme high tides

¢) Increased on shore boat storage (Kayak racks), and improved dolly organization
d) Built planned small boat “U” shaped dock

Capital Projects Presentation and Ranking: Twelve capital projects that were under consideration were
presented in May 2019 to a meeting of 35+ members of the club’s volunteer committees. Attendees were asked
to rank the twelve projects, and to share their thoughts on whether the projects should or should not be pursued.
Project rankings were scored and weighted two ways. Following the presentation, the BYC Flag Officers
recommended the resulting top five projects move forward with detailed planning. Team leaders were identified
to further develop these plans along with probable costs, to present to the membership and the Executive Board.
They are listed below.

Five Strategic Capital Projects:

1. Outdoor pavilion (with or without new heads) - Douglas Kallfelz

A roofed structure that may include new heads, that can provide for activities outside the Clubhouse, e.g., event
rentals, outdoor barbecues, summer dances, EBSF instruction, space for visiting yacht club cruises, etc.

2. Coach/Safety boats - Chris Bjerregaard
Replace aged boats used for EBSF coaching and BYC race support: “Green” pilot design for new coach boats:
ETA 2-3 years; grant from 11th Hour; will be open source design.
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3. Ramp and Crane improvements - Nick Cromwell
Pursue options to expand launching ramp and increased crane capacity; Explore potential both w/ and w/o
Bristol Marine

4. Boat Maintenance Workshop - Bob McLaughlin
Workshop to provide for EBSF and Club boat maintenance and possible EBSF equipment storage.

5. EBSF financial sustainability - Bob Millard
Support/explore requirements for capital and operational needs

Future Member Meetings to Explore the Five Strategic Capital Projects: The teams studying the five strategic
capital projects have prepared presentations describing the need for, benefits of, and investment associated
with each project which will be presented to members at meetings, previously scheduled for late August, but now
postponed due to Rl COVID guideline restrictions. When they are rescheduled in September, notices of these
meeting will appear in the BYC Weekly. These meetings will provide an opportunity for members to explore and
discuss each project. Feedback received at these meetings will be incorporated into final project
recommendations.

In October, we plan to survey members on their interest and support for these projects. Responses to the survey
will be summarized and communicated to members and will help the Executive Board determine how to proceed
from there. We hope you will join us when meetings are scheduled to discuss the five strategic projects and
respond to the survey when you receive it.

Effects of Recent Changes on BYC Activities

Most work on the Strategic Plan ended in December 2019 and may not reflect the effects of the Clubhouse
reconstruction or the potential presence of COVID-19 for the near or foreseeable future. The Clubhouse
reconstruction required relocating the Club’s basement shop and EBSF storage in order to accommodate new air
conditioning ductwork. The shop has moved into the space previously used for EBSF storage of sails, rudders and
other paraphernalia, and new permanent space must be found. Meanwhile, the advent of COVID-19 has made
an Outdoor Pavilion with new heads much more attractive for holding outdoor events such as barbecues, summer
dances and weddings. Modifications to other strategic projects will surely be required.

Final Steps:

This strategic planning process will complete with the submission of this summary, results of the members survey,
the accompanying capital project recommendations and the process detail to the BYC Executive Committee. The
final plan will not prioritize the capital projects, but will serve as a guide (but not restriction) on specific future
capital expenditure plans and proposals. Each of the five projects are presented to the membership as an
“aspirational” goal. We look to the Board to determine the process for how to pursue these project
recommendations and to include the membership in decision making.

The purpose of this entire planning process has been to look at the big picture of how we would like to see the
Club improve and enhance itself in the 5-10 year timeframe. The process has suffered various delays, and
ensuing events have resulted in changes to our circumstances, but its resulting recommendations, both operational
and capital are valuable. Numerous operational recommendations have been put into practice. A large number
of large physical enhancements were identified, studied, and discussed. That list has been prioritized, and the
promising projects are presented in the attached files for the membership to read, discuss and debate.

This look at “what we want the Club to be” is the product many people’s hard work and is presented to the
membership to evaluate, discuss, and proactively consider for our future. Planning efforts like this don’t happen
every day, and it doesn’t happen without lots of volunteers’ efforts. We are grateful to the many member
volunteers for all the time and care they gave to evaluating prospects for the club’s future. Many thanks to all
who have contributed to developing this plan. We've done our best to list planning contributors’ names below.
Our apologies to the people we missed.
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Strategic Planning Committee - The Strategic Planning Committee consisted of a cross section of members from
different backgrounds representing different groups in the club.

Committee Chair: Nick Cromwell;

Steering Committee Members- Susan Grandpierre, John Bell, Chris Bjerregaard;

Strategic Planning Group- Mark Holdaway, Martha Maher, Joe Whelan, Chris Wilkes, Craig Lippman,
Peter Maloney, Tim Harrall

Ensure Financial Strength and Understanding - Ed Mansur, Peter Maloney

Waterfront: Team Leader: Jil Westcott
Team Members: Bill Toohey, Cliff Curtis, Glen Petaja, Jim Sallinger, Nick Cromwell, Paul Castaldi, Paul
Sanroma, Steve Cornwall

Land Usage and Facilities: Team Leader: Peter Maloney, Joe Whelan
Team Members: Craig Lippman, Ray Renaud, Doug Kallfelz, Bob McLaughlin, Peter Maloney
Tom Pasqual, Chris Boutilier

Increase Value of Membership: Team Leaders: Chris Bjerregaard, Mike Morin, Richard Feeny

Team Members:
Sailing/racing- Curt Mahlstedt, Nick Cromwell, Richard Feeny, Pete Levesque
Instructional- (EBSF): Richard Feeny, Chris Bjerregaard, Peter Levesque, Douglas Kallfelz,
Christina Wilkes, Jon Enright, Peter Wisotskey, Kristin Browne, Bob McLaughlin, Bob Millard, and
Peter Maloney.
Membership- Jim Chase, Grace Medley, Pat Small, Peter Maloney and Membership Committee

Respectfully submitted,

John Bell and Susan Grandpierre,

Co-chairs, Strategic Plan Steering Committee
Chris Bjerregaard, Ex Officio



