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FIELD OPERATIONS IDEAS AND SUGGESTIONS FOR IMPROVING REGIONAL TOURNAMENT ATTENDANCE AND OPERATIONS—With TTF Comments

Over the past few months, the staff at Horn Lake and around the league have been working hard on ways to increase tournament attendance at Regional events. What follows are a series of ideas. Many of these are in the incubation stage, others have been put into practice at Tournaments and have been recognized as a “Best Practice”. The implementation of these ideas will require the help of members of the Tournament Task Force, Tournament Chairs, Clubs, the Board of Directors, the Board of Governors, and other shareholders.

The TTF strongly supports improvement of the five aspects of tournament operations listed below and applauds the efforts of HQ and Field staff in putting together this document.  It is important to note that, as with any fair-sized, well-informed group, the TTF was not unanimous in its reactions to all ideas.  The commentary below is a composite and seeks to incorporate all opinions, which may lead to a non-decisive approval/disapproval for any one idea.  
In general, the following observations apply (blue font used throughout and pale blue highlighting in instances where changes are difficult to see):
· When this document is more widely distributed in final form, a paragraph or two at the outset that recognizes the following would help set tone and context:
· The reliance on Volunteers to help make all this happen and the unique partnership of paid ACBL staff and Volunteers to the overall success of the ACBL
· The diversity of how regionals are run with 12 maintaining sponsorship of regionals within their purview, 12 relinquishing sponsorship to units within their district, and one doing both
· Even within a district and obviously much more-so across districts, regionals vary by size (as noted below) and also by design/intent with some acting as “destinations” for people throughout ACBL and others solving a need for mostly local players.  These differences will dictate which “solutions” may be more successful in varying environments.
· Some districts have more sophisticated systems of Regional Tournament Management (RTM) in place than others—due in part to the differences of “destination” versus “home-grown” noted above.  In many cases the TC is not the “right” person to work with the DIC and HQ to make these good ideas happen.  A good inventory of how each district operates and the extent of its involvement in its regionals is needed.  “Branding” is sometimes left to the individual units and can be haphazard or non-existent.  For consistency, suggest the use of Tournament Sponsor (TS) in lieu of TC since TS would include the TC; the District contact such as a Regional Tournament Manager, whether paid or Volunteer or a Tournament Operations Contact; or the Unit contact, for those Districts that don’t want to handle regionals.  This nomenclature would also help Tourney Trax in expanding to allow 

the appropriate person access to the Trax data and not just the TC who might not be interested in or capable of understanding it.
· One key aspect of operations that is missing in the list is that of a more technical nature—the data are clear that there is a direct correlation between the decline in tournament attendance and dissatisfaction with the structure of Knockout (KO) events and hence a decline in the number of teams entering KOs.  This in turn has made it more difficult to create viable top brackets and to comply with the  “competitiveness” requirement in creating brackets.  This is a huge topic in and of itself, but the TTF has some thoughts and some questions that we are raising in conjunction with our comments on the 24 ideas proposed below and think this needs to be added to the list and addressed in the very near-term.
· An additional key aspect to addressing tournament operations is the need for a solid, strategic marketing approach.  We rely on “word of mouth”, fliers, posting on internet sites, an email blast 2 months prior to the tournament.  We can be much more pro-active with “selling” our tournaments.  Many of the 24 ideas (now expanded to 27) imply more comprehensive efforts in this area, so that is good but a strategic, coordinated marketing initiative is imperative to help make these ideas work. 
· And last but not least, the ACBL has been in business for quite some time, but still seems to have no clear business strategy.   We need to decide how to create optimized, non-competitive distribution networks for our various products.  In some cases, we don't have nearly enough distribution outlets, but in others, we have clubs tripping over each other, as well as teachers, tournaments, online activities, sectionals, STACs, regionals and NABCs.  An overall business strategy is a pre-requisite to success in trying to solve attendance problems at all levels. 

In addition, the following questions were raised:
· How will the “easy” ideas be implemented/rolled out—blast emails and if so to what audience, reliance on District Directors (DDs) to advocate at District Board meetings?  One reviewer reports that he knows of at least one district where the DD is not allowed to speak at district Board meetings!
· How will other, perhaps more controversial ideas be implemented/rolled out—in addition to the above, tied to granting of sanctions?  In other words, what leverage does ACBL have to make good things happen?
· Specific examples of success should be cited where an idea has been tried, e.g., busing players to and from a tournament from a common gathering point where cost includes transportation, lunch/dinner, and entry fees.
· What will be the success criteria and how will the success of each idea be measured?  Expectations will be high, and we need to show progress where ideas are successful and cut loose ideas that are not.

· Suggest additional columns in the table to indicate anticipated cost of and source of funding for each of the ideas—current budget, reserves/savings, increased Member dues.  This would parallel the info required when a BOD motion is submitted and forestall speculation about how these actions will be accomplished.  Some ideas 
could entail significant costs while others could almost pay for themselves over time.

Comments on each aspect follow in brackets [] below, with more detailed comments about the specific 24 ideas included following each of those paragraphs.  Detailed comments convey varying levels of enthusiasm for trying out each idea.  The TTF believes that a selective approach, focusing on those ideas that are likely to bear the most fruit quickly, 
will result in some significant improvements, but that some of the ideas are not as good a fit with our current organization's strengths and structure at this time.  Others have already 
been tried with little success in some districts, which doesn’t mean that they might not work in others, but reinforces the belief that no one size fits all, and that we need to 
proceed with good judgment and caution in recommending some of these ideas across-the-board.  It is important to get in front of potential obstacles/questions and avoid the peril of “unintended consequences” as much as possible, something the BOD has rightly been criticized for frequently in the past. 

Our objective is to improve these aspects of tournament operations:
· Forecasting of attendance.  It will be easier to run a great (and profitable) tournament if the TC can accurately estimate how many players will show up.  
[Suggest rewording to make this a team effort between HQ and the Sponsor: “Forecasting of attendance.  It will be easier to run a great (and profitable) tournament if accurate estimates as to how many players are likely to show up are available to the DIC and the TS.”]  
· Increase attendance. We want more players to come to each event.  [Here is where specific actions to address KOs could be addressed along with our data that show a need to lure NLMs to attend.]
· Improve player experience. Happier players will play more and will return for future events.  [We see on the website that there is a position available for a “Member Experience Manager” and assume this is a direct result of this aspect of tournament operations—great move forward.  Such a position will solidify our beliefs that these currently internally generated ideas that are based on our belief of what we think our players (i.e., customers) want, they need to be based on what they have told us they want.]
· Decrease expenses. We need to keep both organizer-driven and ACBL expenses as low as possible.  [Amen!  Results from analyses performed by a Member Experience Manager will help us address where we can best allocate our limited resources and get the best bang for our buck.
· Learn about our members. Gather and share effective feedback.  [Monitored, shared space on the ACBL website is something the Grass Roots Task Force lobbied for several years ago and think it is an idea worth pursuing for Best Practices and sharing feedback in general.  This appears to be closely related to “improving the player experience” listed above since knowing more about our Members should give us great data about how to improve their experiences with all “products”—clubs, teachers, tournaments, etc.]

A list of 24 ideas follows that touches each of these areas. Some clearly should be implemented as soon as possible; some need to be tested before we can consider them a best practice; some should be used in some events but not others. This table summarizes how each idea helps accomplish each of the five objectives we state above. It also shows our assessment of our readiness to implement them.

Certain ideas apply only to larger tournaments and others to smaller tournaments.  We have classified regionals as follows: “A” Regionals average more than 2000 tables, “B” Regionals average between 1000 and 2000, and “C” Regionals have fewer than 1000 tables.

Several folks on the TTF have been following regional trends and event attendance for many, many years.  They suggest that 1200-1250 MPs up to 2000 might be a better “break” for the B sized regionals.  Above 1250, there is some ability to run multiple (but not overlapping as one can consider doing with an A sized tournament) KOs and some mid-flight events but below that level, maybe only one KO and no mid-flights.  


	Objective
	Idea
	ASAP
	Testing
	Size

	Forecasting
	Improve Attendance Forecasting
	X
	 
	All

	Attendance
	Engage Club Support
	X
	 
	All

	Attendance
	Engage Teacher Support
	X
	 
	All

	Attendance
	Regional Tour & Scheduling*
	X 
	X 
	A, B

	Attendance
	Review Regional Allocation Policy*
	
	
	All

	Attendance
	Opening Party - Zip KO
	X
	 
	All

	Attendance
	Raffles / Prizes
	X
	 
	All

	Attendance
	Transportation Assistance
	X
	 
	All

	Attendance
	Ensure all TSes use Pianola
	X
	 
	B,C

	Attendance/Experience
	Address Top Bracket KO Structure/ Masterpoints/Conditions of Contest*
	
	X
	All

	Attendance/Experience
	Create new “Golden Age Life Master” Rank*
	
	
	

	Experience
	Paid "Floor Manager"
	X
	 
	All

	Experience
	Stickers and Other Giveaways
	X
	 
	All

	Experience
	Clean Cards
	X
	 
	All

	Experience
	Electronic TD Call
	 
	X
	All

	Experience
	Improve Swiss and KO Technology
	 
	X
	All

	Experience
	On-Site Standby Partners
	X
	 
	All

	Experience
	Electronic Partnership Desk
	X
	X
	All

	Experience
	Expand Standard Equipment List
	X
	 
	All

	Operational
	Standardize Financial Reporting
	X
	 
	All

	Operational
	On-Site Electronic Sales
	X
	 
	All

	Operational
	In-Advance Electronic Sales
	 
	X
	A,B

	Operational
	Improve Sponsorship Programs
	X
	 
	All

	Operational
	Reduce TD Cost
	 
	X
	All

	Operational
	Eliminate the Use of Tournament Assistants*
	 
	X
	All

	Feedback
	Whipple Surveys
	X
	 
	All

	Feedback
	DiC Reports
	X
	 
	All

	*May require BOD approval and/or Codification changes
	
	
	
	




FORECASTING 

Improve Attendance Forecasting 
Tournament Chairs need to work with the DiC to improve attendance forecasting. To make these improvements, TCs should consider all available data including; event history, history of other local Regionals, strength of teaching community, change of tournament dates/times, venue, schedule, and proximity to other tournaments NABC or rotating Regional in local area.

Current wording suggests this isn’t being done and puts onus on TS for reaching out.  Suggest there would be a better outcome if wording states a partnership arrangement between the DIC and the TS as specified by each district.  In some districts, the TS is more engaged than the DICs in looking at historical data and really trying to understand the reasons for attendance decline.  All data points are good but often difficult to take into account due to lack of site availability on dates that might be better for regional attendance overall.  In addition, the current Fast Results Surveys include questions about which tournaments in the next tournament year within the district where the surveyed regional occurred, the players plan to attend.  Perhaps there is a way to capture this info and create a database so follow-up can occur.


DRIVE ATTENDANCE

ENGAGE CLUB SUPPORT

Clubs have enormous influence on player behavior. Club revenue drops when a Regional is in the area. We believe these ideas could encourage clubs to support tournaments.

Prizes for Top Clubs 
Create a tournament prize for the local Club whose players win the most Masterpoints™ and a prize for the Club that sends the most players to the event. The Club would get both a cash prize and a trophy. Tracking would be done by ACBL with the announcement made on the last day of the event. At a future date, may be able to have a running total of participation and points. This could encourage recruitment of players near the end of an event if a Club is close to “winning.”

Emphasizes full-time clubs where “members” are loyal to one club over another.  Not so for part-time, once-a-week clubs—many players play at many clubs.  Clubs don't own them.  Not a good idea to force players to identify a “home club” when clubs are competitive and in many communities, players participate at multiple clubs.  Perhaps “compensating” club owners for closing during tournaments by providing them free plays for the tournament event?  Does this include all “events,” e.g., sectionals, regionals, NABCs?  Based on his work with Fast Results and The Common Game, Jay suggests, as far as full-time clubs are concerned, implementation might not be overly difficult.  And “Most MPs Won” could be extended to include another category of “Most Sessions Attended.”  But, even easy implementation does not mean that “cash for players” is the way we want to go.  There are some clubs that do an extraordinary job in cultivating players and supporting our sectionals and regionals.  These clubs should get recognized, but verbal and written recognition, even special name badges or small plaques, would be more appropriate than cash payments.

Pay Clubs for Every Member Registering at the Tournament
Each player when they register for a Tournament would be asked which Club they are associated with. The tournament would pay each Club a fee for each player who attends the tournament. 

Same comments as above.  Plus, even if implemented for full time clubs where “Members” are more calculable, what is the right dollar amount?  How much is enough?

ENGAGE TEACHERS TO SUPPORT TOURNAMENTS

Top Teacher Awards for Performance
When registering for an event, a player would indicate if he/she is taking lessons from a teacher.  At the end of the Tournament, the teacher whose students won the most Masterpoints would get a plaque and cash prize.  Another award could be given to the teacher who had the most students attend the event.

Need to define “teacher” carefully as there are many interpretations.  For example, is a teacher teaching when playing as a pro with a client?  Over the years, we have tried to figure out how to identify pros for various reasons and that was impossible—no required registration and not a good idea to create such a requirement.  Could tweak the question to get the desired answer … “Whom do you credit, at this point in your bridge experience, for the knowledge and incentive that has led you to attend this tournament?”  

But this, too, has drawbacks in that it could lead teachers to request/”incentivize” their students to answer in their favor.

Invite Teachers to Teach
Local teachers would be invited to lead 6-10 board supervised play sessions.  These would be held ahead of or after normal play, using pre-duplicated 
teaching hands.  Players would come early or stay late in order to get these free opportunities to improve.  Teachers should be willing to lead these classes free, as a way to find new students.

Offering teachers a couple of free plays to return to the tournament or to use on the day they offer such a class would be a gesture of good faith.  Teachers might have to travel some distance and parking at regionals is rarely free.  This has not been successful in D9, more because of the difficulty in getting students to come than in enticing teachers.  Even free lunch and free entries have not helped.  But, should be tried in other districts with understanding of the problems to see if it could be successful in a different environment.  Based on experiences in D25, there is real value in trying to cultivate students at country clubs, private homes, retirement communities, etc. into our membership ranks, and perhaps some across the board incentive programs organized by the ACBL could be helpful.   As an aside, initiating a licensing fee from each of our active, certified teachers would add credibility for our professional teachers, and an annual licensing fee could add some significant revenue to our general funds.

REGIONAL TOUR CHAMPIONSHIPS 
Build a “Tour” event across a series of five to seven Regionals.  Do three tours per year with “winners” receiving top seeds in an associated NABC. These tours should include at least two “B” level events and will help ensure the presence of “expert players” at more mid-level events. Tour regionals would have a set schedule of events and winners would be chosen for pairs, KO Teams, etc.

A very interesting idea, but fraught with political “danger”—which regionals will be selected and placed in which of the three groups?  Who will do the selection?  Will one district be favored over another?  Can there be objective criteria for selection?  Will “troubled regionals” head the list?  Difficult to impose set schedules across different size regionals (e.g., 3x2 versus 2x3 Pairs events, Swiss versus KOs versus Compact KOs), and historically, different parts of the country favor one event over another—30-point VP scales versus 20 and fully bracketed versus stratiflighted A/X and then Bracketed B/C/D Teams, for example.  Will “regular” players be motivated to attend, or just pros and clients whose chances of winning the most points are greater?   To attract “regular” players, should MP levels be established?  If this is intended to spur clients and pros to attend regionals outside their usual paths, this should be clearly stated.  And, if for this audience, 

not sure a “top seed in an associated NABC,” whatever “an associated NABC” means, would be sufficient incentive.  Perhaps one or two nights’ free hotel rooms at an NABC, keeping in mind that for six players, two nights would mean at least $2000 for each of these three competitions.  But it would mean a lot to the chosen regionals in terms of top teams to help populate KOs and a not-insignificant number of room nights—just two additional teams of five players for six nights is 60 room nights.

TIGHTEN TOURNAMENT SCHEDULE GUIDELINES
Set strict deadlines for scheduling regionals. Ensure that all regionals are scheduled at least two years in advance and all sectionals are at least one year in advance. Clean up conflicts between tournament schedule so that events are not too closely spaced on the calendar and map.

Advance scheduling is currently part of our Codification and one of the items the TTF identified as needing to be enforced or gotten rid of.  And, if enforced, what constitutes a good reason for being late?  Sometimes “traditional” dates cannot be honored if hotels/playing sites cannot accommodate.  Trying to spread out regionals was a result of TTF data analysis—some weeks with eight regionals, very few with none—but who gets to say how many is the right number?  If cut off is five and a sixth request for sanctioning comes in and is likely to not affect currently sanctioned regionals, should this request be turned down?  Some person(s) at HQ should have the responsibility/authority to make such decisions. If we do not have confidence this person(s) is making the right judgments with some consistency, then we replace that person.  The BOD should have a LIMITED brainstorming session on ideas of how to limit the number of regionals with the three traditional exceptions of the three summer holidays and then HQ should be in charge of sanctioning.

REVIEW REGIONAL ALLOCATION POLICY
[bookmark: _Hlk492390514]Requires serious Board discussion and approval of any changes.  May be included in staff’s “Big Project” documents to be sent to BOD the week of September 11.

STANDARDIZE REGIONAL EVENT SCHEDULES
Provide TSes with several standard schedule layouts. Name the layouts and include these names in tournament advertising. Players will then be able to anticipate that a tournament will or will not contain the type of play they desire. This standardization will also help TSes predict costs and HQ decide how to staff a tournament. The standard layouts could include “paths of play” for both more and less experienced players. These paths would allow each type of player to have a continuous series of games at the right level for his/her skill level.

Model schedules based on tournament size (A/B/C) can be suggested by HQ and then should discussed by local DIC and TSes.  Local preference will prevail unless there is great logic and financial incentive to change since even small tournaments in different parts of the country are not a “one size fits all.”  “Paths of play” a great idea—lots of tournaments publish an I/N schedule in addition to a full schedule containing all events.  Could 

standardize font color/italics/bolding across ads to indicate different paths, but color coding would not allow B&W copying, which is sometimes needed for extra ads.  Include possibility of online event(s) at every regional, but as this concept becomes more 
popular, transition the setup, operation, and follow-up of online events to HQ, as the undertaking is more than should be asked of Jay and his Common Game Team.

GIMMICKS AND PRIZES

The following specific ideas are not among our top choices for implementation, in that they require local support and staffing in order to effectively execute and that it does not make a great deal of sense to us for ACBL HQ to promulgate most of them except perhaps as a “potential practice” (not a “Best Practice”) that may or may not work in every district.  Suggestions for local sponsors are fine, access to affordable prizes, stickers, section top prizes, etc., are all things that central HQ can support.

Opening Party – Free Zip KO 
Host a Free Zip KO the evening before the first major event. This will require some space planning and staffing, but these are loose events that play quickly and are designed to be fun. Players should be encouraged to treat this event as a mixer. A party game could be added to this event that is a version of Bingo, but it’s played with cities/states instead of numbers. Plus, wine never hurts. 

This is the one that those of us who have had an opportunity to comment in detail believe has the least likelihood of success.  The first major event at most regionals, assuming a seven-day Mon-Sun tournament, is held on Mon aft now that two-session gold point events can be held on Day 1.  So…the night before the first major event would be the last night of someone else’s regional in most cases.  Many players do not arrive until just before the aft session on the first day.  ZIP KOs are close to a thing of the past—there used to be several brackets in Gatlinburg and this year, there were only seven total teams.  A “Welcome” to all players is definitely something that should be encouraged, but coffee/iced tea upon arrival might be more practical and better received by more players.

Daily Raffles
Create a daily raffle with the prize given at the start of the last session.  This will encourage players to stay for the last session.  In addition to a main prize, the organizer should give several free entries for a future regional in the same geographic area (HQ can help coordinate these giveaways).

Good to have HQ help in coordinating but need to get financial commitment from tournaments to set aside funds for such items.  If you aren’t there in the last day, can you still win, since your name was drawn for a day on which you 

did play?  As we understand it, D6 and D7 currently are two of the only districts that give prizes for first overall and we give free plays that can be used in both districts.  District Treasurers do the accounting (different shades of 
blue) after each regional and then settle up after the end of the year, keeping a running total until then and subtracting the difference.  Free play give-aways could use an analogous “system.”  Better overall approach than having daily table gifts, which many players have told us they do not like and would prefer an extra $1 coupon for the snack bar—see “Stickers and Other Give-aways” below.  Also, should introduce more widely the “hat trick” included in the Fast Results Daily Bulletins—and even where this is used now, it needs better advertising to inform players that it exists and how they are entered to win.

Closing Day Raffle 
This raffle is for a bigger ticket item in the $750 to $1,000 range: a hotel package, iPads, a Bridge cruise upgrade, etc. HQ can help arrange deals with sponsors/advertisers to help offset this cost. To be eligible, players needs to have played in a set number of events throughout the Tournament and play on the closing day. Alternatively, players could receive a ticket for every event they play in. They could place them in a drum throughout the week. They would need to be present to win on the closing night. 

This is a winner, assuming HQ can be successful in obtaining raffle items that players would really like and the Sponsors can afford them even with a discount.  Tickets for every event played (one per session) would increase players’ chances of winning every time they played.  Having to be there on the final day to claim the prize could be good incentive to stay and play.  Would need to figure out if Volunteers who receive free entries for their efforts during a tournament would be eligible or not.

TRANSPORTATION ASSISTANCE
We need to provide transportation assistance to our older members. For example, some Regionals have created carpools or offered bus rides from neighboring cities.  HQ may help organize and regularize this practice.

There is a detailed write-up of the Richmond/Fredericksburg bus transportation experience that has been sent to HQ, and another TC is currently looking at getting players to and from a retirement community to a nearby Sectional.  These are great examples but several on TTF do not see how HQ can assist in coordinating such a local effort throughout ACBL.  These kinds of things take “boots on the ground.”  Publicizing this, and perhaps using it as a model to bring in players to an NABC, would be aspects HQ could definitely help with.


[bookmark: _GoBack]
ENSURE ALL TOURNAMENT CHAIRS USE PIANOLA
Pianola is a highly effective and easy-to-use software that ACBL makes available to all Tournament Chairs for the promotion. The ACBL Marketing team will be make training available to assist with spreading the use of the powerful marketing tool. 

Training on how to use Pianola would be greatly appreciated.  Many districts use other software, however (e.g., Constant Contact), and their specialized lists contain emails from players who do not want their email addresses in the ACBL system so competing systems and SW exist.  Also, will Pianola start costing districts in 2018 or will ACBL continue to pay the base charge such that the current level of support that is provided free will be available going forward?  Since different districts find different product more cost-effective, it is not important what SW is used, so long as we have an ongoing communication strategy.  

ADDRESS TOP BRACKET KO STRUCTURE/MASTERPOINTS/CONDITIONS OF CONTEST
Requires serious Bridge Committee and then Board discussion and approval of any changes.  Goal is to create new twists on an old standby—the KO—that might stem the tide of dissatisfaction with the way top bracket KOs have been run, forcing players who “don’t belong” in the top bracket and don’t want to be there to play regardless.  Includes looking at MP adjustments, setting a new “base number” of teams for receipt of “full MPs,” and being able to tinker with an existing, already-published regional schedules if attendance trends indicate that a schedule created and published a year in advance is no longer thought to be viable.  Active marketing effort required, of course.  May be included in staff’s “Big Project” documents to be sent to BOD the week of September 11.


DRIVING ATTENDANCE BY ENHANCING PLAYER EXPERIENCE

CREATE NEW “GOLDEN AGE LIFE MASTER” RANK
Requires extensive data analysis and could be combined with looking into whether the current 500 MP requirement for LM and its associated pigmented point sub-requirements are optimal given the current influx of Boomers.  Would need Board discussion and approval of any changes.  May be included in staff’s “Big Project” documents to be sent to BOD the week of September 11.

PAID “FLOOR MANAGER”
NABCs run well partly because ACBL HQ ships in staff who organize the hospitality suite, ensure the partnership desk is running well, and who answer questions (while carrying a big “Ask Me” sign).  ACBL will help RTM/TCs either hire a local Floor Manager or will build a small staff to provide this service.

To the best of our knowledge, ACBL staff do not organize hospitality suites at NABCs.  Some of the items that are used in every President’s Suite are loaded into tubs and put on the truck and taken to each NABC site and stored at HQ once the tournament is over, in preparation for the next one.  HQ provides signs, bulletin boards, cards, pencils, and other supplies for the Partnership Desk at an NABC but does not check in or run the desk once 

supplies are delivered.  The “Ask Me” function, however, is huge at an NABC, for sure, and several regionals have mimicked that by having Volunteers sit at the entry selling desks with buttons saying “I am a Regional Volunteer—Ask Me”.  It is the RTM/TC who generally performs all of the functions listed above so we are not sure what role ACBL would have.  If there are some regionals NOT doing these things, then suggesting they do them and 

providing “Ask Me” buttons (bulk pricing so greatly discounted from what each district or regional could obtain) for ALL regionals would be great to emphasize the importance of customer-service-friendly functions.  Buttons could be sent to the District contact and distributed from there, much as the Zero Tolerance posters were produced by HQ and distributed upon request to clubs and units and TCs. But, this would be a “push” activity for HQ rather than a pull—no request needed, just the rollout of buttons!

STICKERS AND OTHER GIVEAWAYS 
Collectable stickers, candy baskets; free coffee; and concession stand chits are all expected by the players who are often disappointed if they’re not available.  HQ staff can arrange sponsor/advertiser discounts or bulk purchases.

Stickers are always popular and have come to be expected by the players.  Not sure whether, because of different design needed for every regional, discount pricing would apply.  Coffee/tea are always welcomed by players but are very expensive to provide so again, bulk discounts do not apply.  Obtaining sponsorships for these items would be great!

CLEAN CARDS AND OTHER SUPPLIES
HQ can finance or loan clean cards, boards, and/or Bridgemates to events who need them.

What is meant by “finance?”  Cards in the numbers we are talking about would be very costly.  How would a policy of clean cards be implemented, who keeps track?  Again, requires a great deal of time on the part of the local Sponsor to implement effectively.  Re boards and Bridgemates:  Would these be shipped and therefore incur perhaps unacceptable shipping charges and possible damage en route?  If this could be worked out, we are sure the support would be greatly appreciated since some districts simply do not pay enough attention to ensuring cards and bid boxes are in good shape, but it strikes most of us as impractical.  Note: Some Districts, particularly 6, 7 and 22 (that we know of) have huge investments in Bridgemates and boards, so perhaps offering a “cafeteria plan” of up-to-a-certain-maximum of $$ support to all districts for this sort of thing might be the way to go?

ELECTRONIC DIRECTOR CALL
We are testing a system that would allow players to call a director using the Bridgemate on their table.  This system would both reduce the disruption created by the current noisy Director call and would also allow an event to track the number of director calls made.

Sounds interesting and good to know something like this is in the works—lots of details to be worked out, including how directors are notified, so thorough testing is key.  TTF very enthusiastic about this.

IMPROVE AUTOMATION OF SWISS AND KO GAMES
ACBL is currently working to develop a software to automatically generate and project the results and pairs for Swiss and KO events. 

Hallelujah!  Including first round matching?  Players will love this!  Fast-tracking this capability could be one of the more successful ideas in retaining and attracting players.  Extremely helpful at NABCs as well as at Regionals.

ENHANCED PARTNER MATCHING 

On Site Stand by Partners
Regionals should have house players—just as Clubs do. It would be natural to recruit them from local Clubs. They could be compensated with discounted admission or free plays. Organizers may also want to create a list of teachers who are willing to partner at an event, along with the prices they charge. 

D6 has done this for years and has a very well-established “Guaranteed Partner Program” in place at our regionals.  The GPP was initially championed by a local DC-area unit and has proven its worth in keeping especially lower-level players coming to unit games and tournaments.  Over time, even with free plays for acting as a GP and another one for use at a later time even if the GP goes home, it is difficult to sustain a continual supply of Volunteers to do this.  And, although it does a great service to our customers, it is not without cost and the Volunteers learn how to “game” the system and sometimes tell a person they would really like to play with to come and ask for a GP so that the GP can now play for free, or even refuse to play with one person when another, better player shows up.  All of the pitfalls as well as the benefits need to be understood in advance.

Online Partner Matching Service 
Jay Whipple has created an electronic partnership desk product.  ACBL should encourage expanding this product to cover all tournaments.

Many already use it but broader marketing of the concept is needed.  None of our existing software tools has proven truly effective to date in getting our players to actually use the tools—as much as we have tried to promote them.  Many districts work hard to find partners for our players onsite, nut this is very challenging, as noted above.  We need to proactively promote an Online Partnership Service in advance of our tournaments.  A mass mailing (Pianola, etc.) could be the trigger or link to a mentoring or matching program or even a link to the partnership software that Jay has developed.   

EXPAND STANDARD EQUIPMENT LIST 
As part of the DiC/Sponsor pre-tournament planning meeting, Regionals need to thoroughly address the tools required of executing a successful event. Items for consideration should be microphones and a table top thermometer. They should also share the understanding of how the environmental control works.

Many districts also own projectors and bring extension cords, tape, staplers, power cords, etc.  D6 and we are expect others have existing checklists that could be shared.


OPERATIONAL AND FINANCIAL ENHANCEMENTS 

STANDARDIZE TOURNAMENT FINANCIAL REPORTS 
Finance Trax generates standardized reports for use by district Treasurer/Board.  ACBL will provide a glossary defining all the terms used in the financial report and create a list of items typically found in the Balance Sheet.

This would be very helpful.  Assume it can be used for sectionals, too?

ON-SITE ELECTRONIC SALES AT TOURNAMENTS
Regionals should provide a station providing the opportunity for players to purchase entries in advance using a credit card. Many players are uncomfortable carrying cash and the large amount of cash on site creates a security hazard. 

D6 and D7 already do this but the cost is not insignificant—usually around 3% on the dollar, even with Square.  Customers love it, mostly because it allows them to earn flight miles or other cash-back rewards at the expense of the tournament!  Also, requires yet another Volunteer and one who has been trained in how to do this—not difficult but just one more thing for TS to have to do.  When the new credit card contract for the purchase of Bridge Bucks went into effect a couple of years ago, a number of us inquired as to whether a better rate could be obtained or even the current rate extended to districts for regionals but nothing ever came of that.  Is that a possibility?  

IN-ADVANCE SALES AT TOURNAMENTS
ACBL is currently testing a variety of software programs that will facilitate the purchase of entries in advance of the event. Eventually, we believe this will lead to players being able to purchase from a smart phone, get entered into an event, and get a seat assignment. 

This would be fabulous but presumably tricky to implement since it is still only being done for NABC-and-above events.  One thing that would have to be accommodated at the regional level and has not yet been for the NABC events, is the use of free plays by Volunteers.  Whatever we choose to do, a pilot program at a carefully chosen set of sites is important.

IMPROVE SPONSORSHIP PROGRAM
ACBL is developing a guide to sponsorship development. Once completed, Regionals are encouraged to engage in these practices to bring in cash and in-kind sponsors to all levels of events. 

This would be most welcome.  DC has implemented a very successful sponsorship program for a number of years for its NABCs and more recently for its regionals, and has shared this with other districts, notably Philadelphia this next spring.  There is a tried-and-true sample sponsorship package that could be used together with the guide HQ is developing.  The key to sponsorships is “the inside track”—a willing and able bridge player who is interested in helping bridge and her business.

REDUCE TD COSTS

Improve Scheduling Process 
By improving the process ACBL uses to schedule Tournament Directors, we can strive to reduce the travel cost and improve overall quality. 

Absolutely!  Better to use one TD for longer periods of time if possible rather than bring in several for overlapping shorter periods, continuing to consider training needs, of course.  Also, this is a bigger problem than just scheduling.  As technology expands, the TD's role is changing.  We need to take a step back and review the tasks, the time involved, and the appropriate associated staffing to complete these tasks.

Table per Director Standards
We can also publish standards for Table per Director for the Regionals of different sizes. Any significant variation from those standards will require explanation. 

Again, very much needed.  However, regional size is just one consideration—number of ballrooms versus small break-out space must be considered along with number of start times and number of events.  Plus caliber of the Directors assigned.  We need to step up TDU or some equivalent to better train our second- and third-tier directors – and absolutely TA’s if we go the route stated below.

ELIMINATE THE USE OF TOURNAMENT ASSISTANTS 
Tournament Assistants would become staff members of the ACBL. They would be given access to TD training, scheduled work, and be held to the standards of the ACBL TD team. 

Good in theory, but many good TAs do not want to become ACBL employees—they want to work part-time with no requirement for minimum number of sessions and the like.  Better training especially for customer service and higher levels of certification could be required, however, to ensure consistent branding of ACBL events.  But, the need for TAs is very, very site/region-specific and great care should be given before this concept is discarded.


GATHERING EFFECTIVE FEEDBACK 

PLAYER SURVEYS
Jay Whipple’s Fast Results platform generates feedback from players on playing conditions and TD behavior. HQ should adopt this program and encourage its use by all tournaments.

And ensure long-term tracking of data and results by player.  Questions other than the standard ones for which data are collected (and need to remain standard so that the data are meaningful) should be encouraged when issues arise and player input is desired to make meaningful decisions about start time, events, venues, etc.  The initiation of the survey is something the ACBL HQ can do more effectively and routinely than the TS, along with things like tracking comments about TDs.  On the other hand, there may be a plethora of issues that only the locals can address.   It makes sense to initiate this on a trial basis, walk it through, and determine how it can be most effectively administered.  As an aside:  The surveys sent out at the conclusion of each NABC should be sent to more than just a sample of the players attending in order to increase the return rate and draw good conclusions.

DIRECTOR-IN-CHARGE REPORTS 
Field Operations is working on a DIC report.  This report will document any changes, innovations, or lessons learned from an event.  The report will often include an upgraded version of the existing supervisor/manager operation form.  HQ plans to increase the amount of direct supervision and training of junior TDs by more senior TDs.  Organizers will not be charged for this training cost and should benefit from improved TD performance.

Great new report form and training plan.  The stepped-up training and supervision by senior TDs could be one of the more costly ideas on the list.
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