Redistribute Tournament Activity
Current Situation
· ACBL ran 1,133 tournaments in 2016:
· 3 National championships.
· 131 Regional tournaments (including 4 cruise regionals and 8 Non-Life Master events).
· 910 Sectional tournaments (including 4 cruise sectionals and a number of Non-Life Master events).
· 89 STaCs.
· About 40% of ACBL members played in non-STaC events in 2016. At least 28% of the other 60% play at least sometimes in local clubs. (We do not have good data on club play activity.) Some portion of members (10%?) do not play in either clubs or tournaments.
· ACBL also ran hundreds of special games at clubs:
· International Fund
· Charity Fund
· Worldwide
· Instant Matchpoint
· Grassroots
· Junior Fund
· “Upgraded Club Championship” (awarded to clubs for recruiting performance)
· Longest Day
· Profits from running tournaments are an important component of the revenue stream for both the ACBL and for District and Unit organizations. In 2016, ACBL tournaments generated over $9 million in gross profit for Districts and Units. Net profit was much less—probably about $1 million. ACBL received $4.5 million in fees from tournament play.

	District and Unit Aggregate Tournament P&L
	Open Regionals
	Open Sectionals
	STaCs
	Total

	Estimated Total Revenues
	 $7,726,128 
	 $5,639,788 
	 $620,720 
	 $13,986,636 

	Less: ACBL TD & Sanc. Costs
	 $3,311,310 
	 $2,193,293 
	 $469,091 
	 $5,973,694 

	Gross Profit
	 $4,414,818 
	 $3,446,495 
	 $151,629 
	 $8,012,942 

	Estimated Expenses
	 $3,796,728 
	 $2,995,312 
	 $101,971 
	 $6,894,011 

	Estimated Net
	 $618,090 
	 $451,183 
	 $49,658 
	 $1,118,931 


Problems
· Attendance at tournaments is down. The Tournament Task Force (TTF) estimated that there could be a 6% to 10% drop in tables played in 2017, compared to the previous year.
· Causes have been cited for the drop in attendance such as:
· Members are older and less able to travel.
· Too many tournaments.
· Some tournaments are not well run, are in poor venues, or are poorly promoted.
· Number of masterpoints needed to reach Life Master was increased and this demotivated those who felt they could not reach the new level.
· More members have reached Life Master status and no longer need pigmented points.
· Tournaments are stale and all seem the same.
· Director and other costs have risen and made tournaments unprofitable to run.
· Volunteers are burned out and not able to focus on each event.
· Tournaments hurt club revenue. A few Districts and Units will compensate Clubs for lost business, but most do not. As a result, Clubs do not support tournaments (with advertising or by encouraging attendance by their members or volunteers).
· If a tournament does not do well, a Unit (or District) may suffer financially. This happened recently with the Las Vegas Unit.
· Units and Districts must negotiate contracts with hotels and other tournament support groups. They must recruit volunteers and do promotion and marketing. Many Units are not experienced at these tasks. As a result, the player experience at many tournaments is poor and their size has been shrinking.
· Each tournament has its own schedule of sessions and game types. Players have trouble planning and predicting their tournament experience in advance.
· Expert player teams do not know which tournaments will be large enough to provide a good scope for practice and advancement. They also do not know if an event’s schedule will allow them to participate in high quality competition throughout their planned stay.
· It is hard to ensure that each event has teaching sessions, side trips for spouses, and other activities that increase player satisfaction.
· It is hard to recruit volunteers to run so many tournaments and a heavy schedule of events can burn out volunteers.
· The huge number of tournaments played each week make it hard for ACBL to schedule and supervise TDs. Travel and other expenses mount, as TDs must zoom from one place to another.
Solutions
· Eliminate sectional events. Replace the revenue they generate for units and districts via fees from new events (see below), through increased attendance at regional events, and through a reallocation of membership and club fees received by HQ.
· Expand the number of STaC events. Add “RTaC” and “NTaC” (Regional Tournament at Clubs and National Tournament at Clubs) events. Continue to offer silver points at STaC events. Offer red or Red/Gold points at RTaCs and Gold/Red at NTaCs. The goal would be to have one STaC per week for any given club, one RTaC per month, and at least three NTaCs per year.
· Have no more than one regional per two-week period in any broad geographic region (e.g., Northeast, West Coast, Southeast). The total number of traditional regionals might drop to around 120. In place of NLM sectionals and sectionals that serve small remote areas, offer NLM regionals and split-venue regionals.
· Establish a standard number of days for regional events (e.g., 7 or 8 days). Standardize the schedule of events so that each regional has the same core event structure. Ensure that those who are knocked out of a high-level event have high-level side games (swiss, pairs) available. This will encourage expert teams to move from regional to regional on a “circuit” of events.
· Classify regionals as either A, B, or C level. ACBL will provide staff to help with hotel negotiations, manage side events, and organize volunteer activities (in conjunction with the host District) for all A level events. This will improve their quality and bring them close to the standard for NABCs. Host Districts will receive a per-table (or per participant) payment for A regionals similar to (but smaller) than the one they receive for an NABC. Each District will have at least one A level event per year. Districts may elect to have ACBL provide similar support for B level events—or they may run them without ACBL support. C level events will be handled locally, by either Districts or Units (as each District prefers).
· All Districts and Units will receive a small share of the revenue ACBL generates from table fees for all events. All Clubs will receive a small share of the revenue ACBL generates from table fees for any event held in their District. These payments will only be made if the District, Unit, and Club participates in promoting the event. Their size will depend on how many of the Unit and Club members participate in the event. We will strengthen the assignment of members to Units and Clubs, but will allow a member to “belong” to up to three of each type of organization. This will allow a District or Unit to benefit from events held in other Districts and will encourage Clubs to send their members to as many tournaments as possible.
· We will eliminate “upgraded championships” and other special Club games. Instead, we will run them as part of RTaCs and NTaCs.
· The current Tournament Director staffing levels would be unaffected. We believe that by eliminating Sectional events we will drive more attendees to the Regional events. This should result in a negligible effect on the required staffing levels. 
Approach
· HQ will respect “tradition.” Certain events have long-established followings and should be encouraged to remain in their existing time slots and locations. By upgrading and expanding the schedule for these events, HQ will help to increase attendance and ensure that these events continue to be popular.
· There will no longer be a per district allocation of events. The new sharing payments will both ensure that District and Unit finances are secure and will also encourage recruitment of new members (since each new member will generate revenue for Districts, Units, and Clubs by attending events).
· Clubs must use duplicated boards and upload results immediately, if they want to participate in RTaC and NTaC events. We may experiment with a variety of game options such as:
· Team games. We can replace the GNT series with appropriate club-based team games.
· Player’s choice events. We can hold multi-session events (such as NAP) by allowing players to play in three out of five or five out of ten qualifying sessions.
· Two-way competitions. Players could compete for a normal award but pay for and also compete for a multi-session award. The multi-session games could give higher pigment awards than single session games.
· Club versus Club games. Clubs could compete against each other in special team games. This game format would also accommodate competitions between universities (e.g., Collegiate Bowl preliminaries) and corporations (who in turn might become bridge sponsors).
· Mid-Level versus simple General Convention Chart games. The same hands could be played by groups of players who agreed in advance to use either complex high chart convention system or to be limited to simple card systems.
· Mixed physical/on-line games. In some cases, and with appropriate controls, on-line players could be invited to compete against physical players using the same hands.
· The Common Game could become a component of some of the hand sharing, comparative scoring and reporting required to implement RTaC and NTaC events.
· Awards for RTaC and NTaC events would be less than for similar-sized in-person events until we are able to adjust for “strength of field” differences between clubs. “Sections” would probably be done by District although larger or smaller groupings may be required. In theory, a player could reach Life Master or other goals without traveling to a tournament.
· The Level A Regionals would be strung together in “tours.” Expert teams would need to participate in most of the regionals in a tour to get preferred seeding at the following NABC.
· Additional fees for RTaC and NTaC events would go towards the appropriate charity, junior, or other beneficiary and to the Units and Districts. Clubs would be compensated directly by the additional play that would occur with clubs and the reduced competition from tournaments.
· This new approach would make it virtually impossible for a Unit or District to lose money unless it overspent on things such as volunteer benefits, teaching and recruitment or if it decided to run its own Level B and C events (instead of using ACBL resources). ACBL should see more stable revenue from Clubs and less year to year variation in tournament play. Clubs should see a dramatic increase in traffic. Members would feel wanted by both Clubs and Units, since each additional member would generate additional revenue shares.
· This proposal would require massive changes in ACBL rules and codification. We would start the process as follows:
· HQ will analyze past attendance at events. It will make a list of regionals and sectionals and recommend which should be converted into STaC or other events and which regional level is appropriate for the remainder. The Board those large sectionals that could be promoted to A, B, or C regional level.
· HQ will survey players and Clubs to determine how they would react to the proposed changes.
· HQ will propose a draft calendar for 2019. (It will take one to two years to fully adjust the physical tournament schedule, due to hotel contracts, space contracts, etc.)
· HQ would offer an estimate of the financial impact on units and districts. HQ may need to commit to minimum payments or other means to reassure all part of ACBL that they will have the funding they need to move forward with this plan.
· Based upon the calendar and estimates of how playing patterns would change when there are more local Club events and fewer tournaments, HQ would propose a revenue sharing structure. HQ would need to have additional staff to handle planning and running Level A and some Level B Regionals. But, it would need fewer TDs and could transition some TDs into TC assistant roles.
· HQ would test the RTaC and NTaC concepts by running these types of games.
· Units would focus on recruitment of new members, training of teachers and club directors, and support for regional events. Districts would support unit activities and add value to local recruiting efforts. They would also ensure the continued success of their flagship regionals.
Funding
ACBL would run around 400 tournaments per year after this change: approximately 3 NABC, 120 regionals, 25 NLM and split-venue regionals, 200 STaCs, 50 RTaCs, and 3 NTaCs. This would be one third of the former number.
Due to lengthening all regionals to 7 days and running RTaCs over 5 days and NTaCs over 7 days, the number of “tournament days” would drop only 54%: from around 3,800 days to around 1,750 days.
[bookmark: _GoBack]Before moving forward, HQ would have to present credible evidence that there would be no additional or special funding required to pursue this project. While tournament table days played would drop, club tables should rise. ACBL revenue might remain similar because it would capture all of the revenue at many regionals rather than just table fees and club table fees would rise.
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