Club Development
the 
Gliding Club of Western Australia (Cunderdin) way.
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The Gliding Club of Western Australia is situated in the heart of the West Australian wheat belt. Of the three major clubs nearest to Perth we are situated the most Northern and Eastern, giving us advantage of the better heating and reduced probability of the dreaded sea breeze that comes inland on the booming days. We also have a large WW2 fully sealed air strip, thus making us without doubt the best located club in the state. Morawa to the North no doubt has better weather but is too far from Perth. However  despite its advantages GCWA is the smallest of the three metro clubs in the West!
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I should first note that it is never my intention to knock any of our other gliding clubs, I will try to keep the relative points about the various clubs to the facts, although some may like to have differing views. The largest club in numbers is Beverley, but this has a dirt strip, trees adjacent to the strip and now a very much shortened East West runway. So why is it that Beverley has become the largest club in the state? They have better gliders, for some years Twin Astirs and now a DG 1000, they have a relatively modern club house, and are seen to have the advantage of being nearer to Perth, although those in the know would know that this is a weather disadvantage. Rule 1 People make decisions often in the first 2 minutes and at first glance Beverley appeared a lot better club. GCWA on the other hand in 2004 had two Blaniks, and an IS 28 as their two seater fleet, and although a very nice large old WWII club house, it hardly looked modern, well actually very run down. In addition if people went to Cunderdin and expressed interest in Cross Country it was suggested that they went to Beverley! When I first came to WA I joined Beverley, but after some time became frustrated with flying 50 k to the trough, when at Cunderdin they were launching in it. The sea breeze cut short flights. Being a larger club with one tug queuing for a launch was frustrating, they have since got two tugs. In addition I had some particularly good friends at Cunderdin, not the case at Beverley, Rule 2 Gliding is about People. As it was my aim to fly long flights I moved clubs, as have a number of the top WA pilots.
So I had moved to Cunderdin in 1997 and in 2005 took on the job as president. Where did we stand when I took the job on? We were losing money, over $20,000 the previous year, and with 35 membes we were not self sustaining. At the end of the 2009 financial year we had 75 members and have increased steadily every year. So how did we get where we were. Rule 3 Ask members from all clubs why they joined that club. And Rule 4 change the club so that eventually there is no reason why they should not join your club. We knew that the main issue that we had was our fleet, so we had to change the mentality and start to sell off the rubbish and replace with better gliders. Before we started to purchase our new trainer we sold one of the two Blaniks, not for much, but the membership saw we were on the move. Our single seater fleet consisted of one well used Jantar, an Astir with weight restrictions, an ASW 15 again with weight restrictions and a Ka 6BR, that was given to the club, and not allowed to be sold. The weight restricted gliders were sold off and an additional Jantar was purchased. The IS 28 was repainted. We had some cash in the bank to go towards a trainer but we still needed over $38,000 to purchase a glider. It was a perfect chicken and egg situation, we needed the glider to get members to join to make money, but we had insufficient money and had been running at a loss. I called each member to see if we could borrow, interest free, and pay back with 50% of the AEF flight income. This did not put the club in a financial risk situation as there was no way of telling when we would start to [image: image3.jpg]


make enough income to pay back a loan. Well we got the money Rule 5 You must have your members prepared to back you up. The loan will be fully paid out at the end of September. 
To increase income you must be prepared to charge, with the treasurer we went over in detail our costs of the tug and glider and had the fees changed to reflect the costs. Note we also include into our costs that for tug dingles, that even with insurance an accident will add thousands of dollars to your expenses in a year. We also discourage guest flights and prefer to charge friends AEF rates, as 50% go back to member’s loans. We also push the selling of vouchers. Rule 6 Be prepared to charge realistically. 
Many people think that gliding clubs are about Gliders and Flying. At first glance this may appear to be the case, but in my view Rule 2 applies, any club is about People. This attitude needs to be considered in all decisions. We have a duty pilot’s instruction book that states ……..see the day runs smoothly, safely and in a manner that all members and visitors get the most training and pleasure from the day. 
Committees are the backbone of a club and the selection of a committee can be somewhat random. Whoever puts their hand up often gets the job, good bad or indifferent. Committees also tend towards the median rather than stretching the limits, this can be frustrating for someone who wants to push forward, although this is not always bad as they can hold back the over exuberant member. Committees are voted in by the members and therefore they can become an average group. Rule 7 Pick your committee. If you want a good team, find out who is the best for the job and encourage them to put up their hand. But do not pick a member because they are your mate and will vote with you. Rule 8 Pick them because they will be the best at the job they are to do and that they will work as a team. If you can not work as a member of a team don’t bother even thinking of working on a committee. Rule 9 Be prepared to be out voted, accept the decision and move on with your work. I can certainly say that the members I have worked with have all been superb at doing their job and have been a pleasure to work with. Coach your individual committee members, and give them all the support you can, without them the club falls. Give them assistance, listen to them and they will support you. 
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A publicity officer is vital to the forward progress of the club, they need to be good with people, (Rule 2) set up a web page and keep it active, use a mobile phone that is called by prospective AEF’s and Members. They should also sell vouches, it is vital that you can accept credit cards, take the money now! Rule 10 Give them total support. If you do you may get results like when we had one week notice to set up a stand for Red Bull, Marek did it whilst I was driving to Narromine, no other club did. 
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Of course the treasury is a vital part of the orgonisation, you need to do more than just take the money and bank it. You must have a good accounting system and for small businesses there is little doubt that QuickBooks is the most powerful package that you will get. You need a system that is easy for data entry and powerful reporting. From my experience gliding clubs can be one of the most complex of small businesses. In our QuickBooks we track other than the basic business functions such as. Membership retention, who has the club magazine posted and emailed, Members loans for the PW6, who is on what duty team, who owns caravans, instructors, coaches, form 2 tickets. We track the GFA membership charged to members and reconcile the payment to the GFA. We can run a report to see that every flight has been logged, and that it compares to the maintenance release. And much more. Because we can do so much in one database program, QuickBooks I am very much against using more than one data base for any information. Rule 11 only have one database for information. We put all of our data on one computer that all committee members can log onto when they want, this includes all correspondence, minutes of meetings, trophy records and so on. With a good data recording system it is now vital to consider Rule 12 Do something with the reporting information to move the club forward. It is no use at all seeing that a profit or loss is made, we need to see why. Know what the number of flights per day will give you break even. We found that the earlier we started flying the more money we made and the more satisfied the students were, having completed all the training they needed. We also found that 8% of people visiting our web page come from my web page, so consider what you are going to do with that information.
At Cunderdin we have a large tarmac strip with no shade, I found that many people joined Beverley because of the shade of the trees, with the curl over! (Rule 3). We had no shade. We did have a Mitsubishi van with a small shade cloth. It hardy looked good (Rule 1)
I had read about Stanton on the Wolds gliding club who had converted an old Shorts Fuselage to be their launch point van. It looked good, and had all the extra amenities for coaching and presumably good shelter from the cold. 
As with each step it was vital that we did the proper job and I had an uphill battle to get something that I wanted to see. Too many times costs such as launch point vans, being non flying assets are not considered to be worthy of money spent. I was only prepared to have Rule 13 something that the club would be proud of on the long term, and that would give full functionality. We eventually purchased a 3m x 3.6m donga that was put on wheels. It has a large shade cloth 6m x 6m to give shelter from the sun. It has sink and kettle for coffee, work desk, cupboards for books and new member’s files, white board for instructors and coaches. At each point it is parked there is synthetic grass and permanent pegs to support the shade cloth, that only takes two minutes to put up. It is a total success and makes it comfortable for people on the launch point thus looking after (Rule 2), people. To proceed with a project like this can be hard and only with some considerable push got through, but sometimes we get a Sydney Opera house.
Every day is run by a team of duty pilot, log keeper, instructor and tuggie. In which business do we expect every employee to be able to sell their entire range of products? We do in a gliding club, therefore Rule 14 we have made a duty pilot training manual for each member who is duty pilot.

See that you have an up to date constitution and a simple set of club rules. These need to be given to any member who joins the club. How many have been told that this or that is not allowed, but you have never seen the rule it in writing. In our new member file, we have the Fees, Constitution, Club Rules and Guidelines, Committee Member contact details and Tracking Master to give a member an idea of expected progress.
Rule 15 Members must be proud of their club, our club has a great history, so we have a history board that is kept up to date annually with major events and details of gliders that have joined the club. We have a 750k board that shows anybody who flew flights of over 750k we push this as we have 17 compared to about 7 from other clubs put together. Also being the only club to have had 1000k we have a large frame detailing how Gliding at GCWA went from a hop to 1000k.
We consider ourselves as a cross country club and therefore alternate weekend’s roster on a cross country coach for training, although too often we find pilots prefer to go off and do their own thing. We will be bringing into action a cross country competition every weekend that is both for the best on the day but also handicap based on pilot hours. We hope that this will assist in member retention.

After about five years most members will be warn out doing a big committee job, in addition more than likely they will begin to have used up new ideas, this becoming stale. So be prepared to invoke Rule 16 Have a committee replacement plan that includes the President. I think that is important for all committee members, but sometimes is not practical. It is no good replacing a good committee member with a bad one, (Rule 7) So don’t be looking for a replacement four weeks before the AGM, be prepared to groom someone for a replacement position if necessary a year ahead.
There are two ways a club can proceed, by day to day decisions, putting out fires, or planning ahead. Rule 17 if you fail to plan you plan to fail. It is vital that you have some idea where you are going and push for that, otherwise you will just tread water. It seems strange that if you talk about where you will be in the future, the mentality changes and people move to that goal. If nobody knows where they are going the will go nowhere.  At the Gliding Club of WA Cunderdin we know that in the next seven years we will have done a major job of refurbishing our club house. We will have a nice garden to eat and chat after flying. We will have a cross country glider and our work shop will be gutted and fully refurbished. And we will have some security of tenure. Which brings us on to the last point.
Rule 18 Work closely with your council. Put in extra effort, to help them help you. Together you must work as a team.

There are a number of points that I have not bought up, like instructors and glider maintenance, but I feel that these are Gliding issues and have been talked about a lot before. This does not reduce their importance, we owe a lot to our CFI Kevin Saunders and our Maintenance workers, but I have tried to give some ideas of some things that are not always thought of as priority but perhaps are.

Marek our Publicity officer and member of the year 2007





David our Treasurer and member of the year 2009.
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