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Abstract 

This paper is a volunteer effort provided by the author and given freely to the Greenbelt Tennis Association (GTA) and the Greenbelt Recreation Department to use as they wish.  The content represents the opinion of the author only.  It does not necessarily represent the opinion of the GTA steering committee or any member of the Greenbelt Recreation Department.  While both groups were aware that the research and analysis was being conducted from September to December 2009, final recommendations have not been formally adopted.  
This writer, who happens to live in Greenbelt, is a recreational tennis player and serves on the GTA Steering committee. The purpose of selecting this subject created an opportunity for dialogue about what is necessary for the continued existence of GTA.  This paper identifies a problem experienced by the GTA.  It is an organization that has been successful at creating tennis playing opportunities in Greenbelt MD, however from an academic and business perspective a reoccurring managerial problem exists. The organization fails to consistently thrive year after year.  
The paper revisits the history of GTA and reveals a pattern has been present since the early years.  The paper provides several options aimed at solving this ongoing managerial problem. In conclusion, a series of final recommendations and an implementation plan is proposed for the 2010 season. 
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Introduction

The Greenbelt Tennis Association (GTA) is a neighborhood tennis association based in the City of Greenbelt, Maryland.  This organization is over 40 years old and enjoys support from the City of Greenbelt with the use of eight outdoor tennis courts at no charge.  Many low or no cost tennis playing opportunities exist in Greenbelt due in large part to the existence of the GTA and the positive working relations with the City of Greenbelt Recreation Department.  However, a recurring issue throughout the history of this organization prevents the GTA organization from achieving consistent, year after year success and ongoing tennis playing activities.   
In the United States more adults are playing tennis. A leading tennis magazine, “Tennis News”, one of several sources, recently reported adults playing tennis grew as much as 15% in the year 2008.  For the past three years the GTA experienced membership growth, introduced new tennis programs and attracted a handful of new volunteers to carry out the organization’s business.  However, at the close of 2009, it appears this period of activity for the GTA is starting to wane.  The last tournament of the 2009 season did not have a director due to a recent vacancy on the steering committee and some vocal players questioned the competition levels of the draws.  GTA lost four steering committee members in 2009, which is half of the current leadership team. Two seats were vacated due to functional turnover. The other two seats were vacated due to disgruntled feelings concerning the GTA management process.  Recruiting new volunteers to help with the tournaments and tennis events have not been forth coming. Therefore, it appears the current core group of volunteers engaged in the GTA business appears to be dwindling. 
The goal of this paper is to determine the management practices needed and make any final recommendations that will lead to significant improvement in the organization’s ability to maintain high quality, GTA activities year after year.  For the GTA to thrive, attention to the people who make up this organization, are serviced by this organization and the roles they fill are essential. 

Primary and secondary research was used for this organizational analysis. Primary research included a brainstorming session in November, 2009, with the leaders of the GTA and the staff of the Greenbelt Recreation Department.  The history of GTA revealed a pattern.  GTA has experienced activity that sometimes lasts for several years,  followed by a period of lesser activity that could also last for a few years.   Interviews with other leaders of recreational groups in the City of Greenbelt provided insight on how volunteer support functions in their groups.   
Secondary research sources tapped books on non profit organization’s procedural process and other key issues involved with non-profit management. The United States Tennis Association (USTA) web site provided examples of best practices in community tennis associations around the country.  Other helpful documents were the bylaws from groups such as the Montgomery County Tennis Association, Inc. (MCTA) and the Greenbelt Recreation Girls and Boys Club.  The original bylaws of GTA were located during the course of doing this project and are included in the appendix.   
Once research was completed, a Strength, Weakness, Opportunity, and Threats (SWOT) analysis technique was used to apply analytical methodology to the accumulated information. A SWOT analysis isolates main themes and prioritizes findings.  With the intentions of building on strengths, minimizing weaknesses, focusing on opportunities and acknowledging threats, three alternatives are presented as possible next steps for GTA. For the sake of completing the thesis assignment, a final recommendation is proposed including a viable implementation plan for 2010.
Early Days of GTA 
In 1966 the first organizational meeting of the GTA was held by two brothers, James and Thomas Harbaugh.  This resulted in ten members organizing activities aimed at promoting tennis play in Greenbelt.  At this time, the City of Greenbelt had four courts.  For several years, the GTA managed four tournaments on the Braden Field tennis courts during the summer months.  James Harbaugh and his wife were instrumental in maintaining the GTA during this period. 
Eventually, enthusiasm dwindled for the GTA and the membership level did not justify city funding. The City of Greenbelt stopped their financial support.  By 1971, another organizational meeting was held and seven or eight people formed a new GTA as a membership driven organization and annual dues were charged for the first time.  A membership drive netted a total of 26 GTA members. The very next year, Robert Crecco assumed the position of President, and in 1974, the GTA membership grew to 80 members. Tennis was growing in popularity throughout the United States and GTA membership levels remained steady throughout the 1970’s.  It was during this period the GTA lobbied the City of Greenbelt to expand the number of tennis courts and install lights for night time tennis play.  State funding financed the improvements and the work was completed in the late 1970’s.  
The GTA has consistently enjoyed a strong working relationship with the City of Greenbelt and the Greenbelt Recreation Department.  In the mid to late 1970’s, the GTA and the Recreation Department collaborated on running several tournaments.  The GTA actively supported the National Junior League Tennis (NJLT) coming to Greenbelt with the purpose to support junior tennis in Greenbelt.  According to an undated document, titled “GTA History,” it states that Howard Savage was behind several years of the winning performance by young tennis players in the area”.  In 1975, the Greenbelt National Junior League Tennis (NJTL) team went to Philadelphia and won the mixed division. The NJLT continued for several more years before eventually becoming inactive.  

In the 1980’s, Beverly Fiege revised the junior tennis program.  It was at this same time that the GTA produced a monthly newsletter and six tournaments a year attracting 90 – 100 players in each of the tournaments. The Junior Tennis Program was active for another three to four years. In 1984, the GTA again lobbied for court repairs as the lower four courts were in need of reconstruction.  In 1985, the GTA produced a prize winning float for the Greenbelt Labor Day Festival titled, “Tennis is for everyone.”  
At some point in the 1980’s Greenbelt resident Jim Kylis managed the GTA and oversaw the tennis tournaments until he moved from the area in the 1990’s.  In 1986, the sign up board at Braden Field was dedicated to David Craig, a young man who lost his life in a tragic automobile accident and who had worked diligently with the young tennis players in the NJTL program.  The David Craig Foundation was set up in his name and GTA continues to provide a $500 annual donation to the David Craig Foundation.   

In early 2000, Rich Majewski created the first GTA web site by allowing GTA to share his Colesville Tennis Ladder web site, (http://www.greenbelt.com/tennis/).  In 2006, Bill Wilkerson and Emmett Jordan resurrected the GTA and recruited members to volunteer on the GTA steering committee.  In the 2007 season there were a total of eight active volunteers on the GTA steering committee.   The group managed the GTA activity for the 2007 through 2009 seasons, a period is marked by the addition of several new tennis playing programs including the free Kids’ Clinics and the weekly League play offered in partnership with a local World Team Tennis (WTT) administrator. 
Some of the tennis playing programs in Greenbelt are sponsored by the GTA and other programs are collaborations between GTA and the Greenbelt Recreation Department. The Recreation Department depends on the GTA Steering Committee to provide tennis expertise when needed and to approve tennis playing activities that take place on the courts.  For instance when the Recreation Department schedules a Tennis Instructional Clinic, they turn to the GTA to suggest tennis instructors.  

GTA Today
GTA usually has approximately 100 members who pay $10 a year to be a GTA member. GTA events usually have 50- 60 players register for the socials or the tournaments and there are about 250 players on the current GTA email list. When a group email includes the Colesville Tennis Ladder list, over 500 tennis players from the regional area are included in the email distribution. 
The GTA brings in enough money from membership and tournament fees to preclude asking the city for any financial support. The group is not a 501(c)(3), instead it is a recognized group sanctioned by the City of Greenbelt to promote the game of tennis in Greenbelt for the enjoyment of all ages.   The GTA submits a Recognition Group Application to the city each year to remain in this category. See appendix for example.  This form includes a name and contact number, which includes the contact name and number that appears on the back page of the Greenbelt Recreation Program. A hard copy of this Program  is distributed to several times a year to households in Greenbelt and is provided to several pick up locations in the area. 
GTA Primary Benefit 

The GTA offers different types of organized, low cost tennis playing opportunities for tennis players in Greenbelt.  This is a highly desirable benefit as noted when tennis players travel from surrounding areas to participate in GTA events.  The programs are very low cost when compared to other organized tennis organizations.  For instance, the financial obligation for a player to play in a USTA tournament is $89 because they have to join USTA for a year ($40) and pay a registration fee ($49).  It only requires $10 to play in a GTA tournament as a non GTA member.  If one joins GTA, as most players do, it is $10 for an annual GTA membership fee and $5 for the tournament registration fee for a total of $15. Each additional tournament in the year is $5.   If a player joins USTA and plays four USTA tournaments in a year, they will spend $206 more than if the same player joins GTA and plays in four GTA tournaments. 

	Organization
	Annual Membership 
	One tournament fee
	No. of tournaments per YR
	Total Annual Expense per player
	% difference

	USTA
	$40.00
	$49.00
	4
	$236.00
	87%

	GTA
	$10.00
	$5.00
	4
	$30.00
	


Figure 1.2 USTA cost compared to the low cost of GTA 


Tournament fees and membership fees are GTA’s primary source of income. GTA is able to generate enough funds to pay for expenses necessary to conduct the association’s business.  Tennis balls ($30  a case at Costco), food for the hospitality tent on the first day of the tournament and trophies for the winners are currently the largest expenses categories for the GTA. 

GTA Current Management Procedures 

Currently, managing the GTA events includes a GTA steering committee meeting in early spring.  Elections of Officers have not been held for several years. There is not a formal acknowledgement of any officers.  Interviews with long standing members suggest this has historically been the case. 

The upcoming season’s schedule is discussed in the initial steering committee meeting and a person volunteers to be the director of each event. The first tennis playing event is usually the May Tennis Social. The final events are the David Craig Singles and Doubles tournament in September and October.  The GTA schedule is currently designed to avoid conflicting with the Colesville Ladder Socials. 

The agreed upon schedule for the season is posted at Braden Field courts and a copy is provided to the Recreation Department in the Recognition Application.  Individual events are promoted by distributing fliers around the courts and in the city of Greenbelt. An email is distributed a few weeks before the event and once more a few days before the event as a reminder. All responders are encouraged to go to the website to register for the event.  Sometimes an announcement is included in the local newspapers, the “Greenbelt New Review” and the “Greenbelt Gazette.” 
The bank accounts balance is carried over to the next year’s season and funds the new season’s events.  Annual GTA tennis playing programs currently supported by the GTA are as follows:
· The GTA hosts two, all day, tennis playing socials as a get acquainted day of playing tennis.  The May Social is a membership drive where GTA collects $10 per person. The Labor Day week end social serves as a close to the end of the season and there is not a fee charged. 
· The GTA website offers a several tennis ladders. There is one for men singles, women singles and for doubles. The players can challenge each other and move up the ladder if they win or down the ladder if they lose. The matches can be played in any location and the player can input the scores directly on the web site.  
· The GTA has several tournaments each year for those interested in more competitive play.  The tournaments are currently held on the Braden Field courts located in the city of Greenbelt. There were six tournaments in 2008 and four tournaments in 2009. The decrease in 2009 was due mostly to a lack of volunteers to manage and to assist with the various tasks needed when producing a tournament. 
· The GTA produced the first free Kid’s Tennis Clinic in Greenbelt in the fall of 2008 and again in the spring of 2009.   In the 1st free kids clinic, 20 children participated.  45 children participated in the 2nd free Kid’s Clinics.  This program was made possible by the 2008 Jim Cassels Award of $1000 provided the by the Greenbelt Coop to the GTA.  Cam MacQueen and Bill Wilkerson were instrumental in applying for the award and managing the execution of the Free Kids Tennis Clinics. In addition to paying the instructors, 10 kid-size rackets were also acquired with the award money and are currently stored at the Recreation Department.   
· The GTA piloted a weekly tennis league in 2009. Four teams of six players played singles, doubles and mixed doubles every week at Braden Field courts. Three sessions lasting 8 weeks each were scheduled on Sunday from 4 – 6 PM at Braden Field courts. This effort originally represented 238 hours of tennis play on the Braden Field courts for a total of 24 players. One player could have played in all three sessions.  The Greenbelt Recreation Department did not charge the World Team Tennis (WTT) League Administrator for court time. WTT provided a $100 fee to GTA for each players in each session.  Two of the three WTT league session were held at Braden Field courts during the 2009 season.  The third season was canceled due to inadequate participation. 
The GTA also plays an advocacy role by serving as stewards of the Braden Field Tennis courts.  The GTA membership list is an excellent resource for engaging grass root support concerning the tennis courts and the grounds around the tennis courts.   The GTA web site serves as one point of communication for the tennis playing community and the web site maintained by Rich Majewski.  Rich is the webmaster of the Colesville Tennis Ladder web site and as a courtesy allows GTA to be part of his site. This web site and Rich’s email blasts to the area tennis players serves as the primary tool GTA uses to communicate with the GTA members and tennis playing community. 

Recent Accomplishments 

In 2007, there was a significantly push to put more public relations announcements and photos of the winning tennis players in the local newspapers. This increased GTA’s brand presence and created a greater awareness for playing tennis in Greenbelt. There was also more of a coordinated effort by GTA to maintain its membership roster, and to collect annual membership dues and tournaments fees. 
In 2008, the GTA offered T-shirts at the tennis events and made a $3 profit on each one sold.  Inventory sold out and re-ordering was necessary. A large professionally produced banner was purchased to improve the GTA registration table’s appearance during tournaments.  Also in 2008, the GTA was awarded the Jim Cassel Community Service award and produced the first, free Kids Clinic in Greenbelt.  GTA secured a booth for one Sunday at the Greenbelt Famer’s Market as a test, which was considered a success, however it was noted the GTA reservation should be made earlier in the tennis playing season as a more effective a strategy in attracting tennis players to GTA events later in the summer. 

In 2009, the weekly league play was introduced to Braden Field courts for the first time.  Two of three sessions were completed in 2009. The third session scheduled for October and November was canceled due to an inadequate number of players. Also in 2009, the GTA received a donated tent and no longer borrows a tent from other organizations.  This year the Farmer’s Market booth was in early June and proved to be successful in attracting attention for the upcoming tennis events.  
Research Methodology

Primary Research 

In the course of developing this paper, several primary research sources were used to gather information about how other recreational groups in Greenbelt manage their volunteer activity.  The first interviews were with representatives of two recreational groups in Greenbelt. 
The Greenbelt Boys and Girls Club focuses on basketball, football, soccer, cheerleading, and running for girls and boys. They too have an issue with attracting adequate volunteers.  Parents would rather be in the stands watching their children than in the snack bar serving soft drinks. Attracting volunteers is problematic.  It appears the Greenbelt Boys and Girls Club is a subset of the Prince George’s County Boys and Girls Club Organization. 
The Greenbelt Senior Softball team (over 60 years old) reports that the volunteers for the team are all softball players on the senior men team. They have three membership meetings every year throughout the softball season - one at the beginning, one in the middle and one at the end.  The officers for this group are the Manager, two assistants, Secretary, Treasurer, and a Statistician. The team has a minimum of 11 players and half the games are played on their home field.  If an officer’s seat is vacated, the volunteer currently in the position will provide notice and at the next membership meeting a replacement is identified.  
This group receives a small amount of funds from the City of Greenbelt each year for team T-shirts, balls and bats.  During this interview it was noted that this group is interested in raising funds with a bake sale or some other event for the coming season. 
A third interview took place with the Greenbelt Recreation Department staff in the form of a brainstorming session between the Recreation Department and various GTA leaders and key members. The Recreation Department values GTA as a source of tennis information and the staff noted the importance of GTA’s efforts in promoting tennis events at Braden Field Courts.  The Recreation Department requests that receive annually a count of how many Greenbelt residents participate in the GTA events.  Ideally, at least 60% of the tennis players in all of GTA’s programs should live in the City of Greenbelt.  The Recreation Department would like to be able to provide this information to the Greenbelt City Council when asking for financial support concerning the city’s tennis courts. 
The Recreation Department thinks the GTA has been active in recent years and the collaboration between the Recreation Department and GTA is quite good.  The Recreation Department does not see a need for GTA to add more programs and instead requests available resources focus on enhancing the current tennis programs. 
The Recreation Department is interested in continuing the Kids’ Tennis Clinics.  Prince George County Tennis and Education Foundation (PCTEF) (website is http://www.pgtef.org/) provided the instructor (Coach Shawn) for the spring 2009 Kids Clinic. The Recreation Department will pay for Kid’s Clinic instructors going forward and will negotiate and secure contracts, assess liability insurance requirements and handle background checks.  Background checks are a mandatory requirement for anyone working at the Greenbelt Youth Center.

During the brainstorming discussion the Recreation Department shared their interest in continuing the weekly league play. The GTA suggested additional interviews be conducted with the 2009 league captains and players to determine if World Team Tennis (WTT) league play should be engaged for 2010 and if so, how this program could be made more appealing, (i.e. playing different teams each week, schedule etc.).  

The Recreation Department offered their monthly email newsletter as another promotional tool for tennis play opportunities. The Community Center program booklet is also available. There are predetermined publishing deadlines which need to be considered in the planning cycle for any GTA events.  A link to the GTA website can be added to the City’s web site. 

Secondary Research 

Several sources of secondary research proved insightful when considering options that may aide GTA during the course of managing the association’s business.  Beginning with the original bylaws of the GTA organization, the GTA bylaws include several items appearing in other organization’s bylaws.  However, the GTA historically has not been operating within the scope of its bylaws.  
There are various items of interest listed in bylaws from other recreational groups that provides insight as to how other groups are designed to function.   GTA may want to consider amending the current GTA bylaws to include other such points.  See appendix for copies of the bylaws included in this research. 
The USTA web site offers dozens of best practice examples from community tennis groups located around the country.  See appendix for several pertinent examples used in this analysis.   
Finally, well respected books provide leadership inspiration, such as Peter Drucker’s, “Managing the Nonprofit Organization,” while others offered practical guidance when responsible for conducting meetings, such as Alice Collier Cochran, “Roberta’s Rules of Order.”  
The GTA bylaws describe the GTA Board consisting of President, Vice President, Secretary and Treasurer who also serves as the Executive Committee.  They are elected annually and a majority of voters should be Greenbelt residents.   A quorum in GTA consists of at least three out of four board members. An annual GTA Membership meeting is held by January 15th for the purpose of electing officers and to consider anything else the Executive Committee proposes.  Nominations can also be submitted by any voting member present at the annual membership meeting.  
A nominating committee is appointed by the President.  There are three classes of GTA membership: Adult (over 18), Junior (under 18), and Family (consisting of adults and juniors in same house hold). Only adult members can vote.  Officers are elected by majority of voting members.  
Another set of bylaws studied for this analysis include the Montgomery County Tennis Association bylaws (MCTA). They were last amended in June 2009 and they state, “MCTA is a corporation that is a nonprofit, volunteer organization dedicated to the long-term growth and development of tennis and committed to providing healthful recreation for all residents of Montgomery County.”  
The bylaws also state there is a Board consisting of not less than nine and not more than 21 directors, including the officers.  Terms are three years and they rotate off each year.  A membership meeting is held annually.  A quorum exists when 50% of the Board members are present at any Board of Director meeting. A majority vote (50% +1) of the Directors at any board meeting where the quorum is met is binding. 

Members vote on Board seats at the annual membership meeting. The Board of Directors may appoint to fill any vacancies that become vacant during the year. The appointed person completes the term and can run at the next annual meeting in order to be voted in by the membership.  Board members can be removed if they miss three consecutive meetings. According to the bylaws, the following committees are standing committees of MCTA: 

· Executive Committee consists of President, Treasurer, Secretary, and all Vice Presidents charged with overseeing the affairs of the corporation between Board meetings, including the approval of contracts and the expenditure of funds. 

· Adult Programs Committee consists of a Vice President and at least five members charged with the oversight, policy direction, and development of all USTA League Tennis programs for MCTA and the creation of new programs. 

· Junior Programs Committee consists of the a Vice President and at least five members charged with the over sight, policy direction, and development of all Junior Team Tennis program and all other programs aimed at promoting youth tennis in Montgomery County. 

· Tournaments Committee consists of a Board member and at least four other members charged with securing necessary sanctions for any proposed tournament in the ensuing year. 
· Resources Development Committee consists of a Board member and at least three other members charged with developing potential opportunities for fund raising, marketing materials development and advertising, partnership with local businesses, and to promote the “MCTA” brand. 
· Budget and Audit Committee consists of the Treasurer and four other board members who are not members of the Executive team.  They are charged with annual budget preparation and present it for review at the October annual meeting. 
Another set of bylaws studied for the project are the Greenbelt Boys and Girls Club bylaws.  The purpose of the group is, “to provide behavioral guidance, to promote good sportsmanship, citizenship, physical and mental health, social, educational, vocational, and character development of our youth and to cooperate with all groups in Greenbelt to further these goals”.  The bylaws incorporate a diversity statement. Also the Greenbelt Boys and Girls Club is associated with the Prince George County Boys and Girls Club. 
Annual memberships begin April 1.  Sustaining, Special and Honorary memberships can be granted by the Board of Directors for any individual, business establishment, civic or fraternal organization. The Board of Directors consists of no more than ten elected members plus the immediate past President. There is a nomination committee composed of three members who may not be on the ballot. Voting takes place in the December annual membership meeting by secret ballot voting for up to ten Directors. The top ten vote getters are declared the winners.  If there is a tie, a runoff will be held again by secret ballot. Majority of the votes (50%+1) carries a motion. 
Any Director with unexcused absences for two consecutive Board meetings may be dropped from the Board.  After four consecutive absences the Board member will be dropped automatically from the board.  Officers are President, Vice President, Secretary and Treasurer. Associated officers of the club include Registrar, Athletic Director and Equipment Manager.  At the first board meeting in January, the Board elects the officers among the elected Directors.  There is mention of regular meetings where anyone can attend and it appears to be monthly, however only the Board members can vote. The special meetings are called by the President and can be as few as five Board members.   The bylaws state only the board members invited by the President can attend the meeting and only business mentioned by the President at the time of invitation will be discussed.  
There are criteria for removing of members, Board members, Commissioners, Coaches and Players.  There are a variety of standing committees: Rules Committee, Bylaws Committee, Ways and Means Committee, Publicity and Public Relations Committee Registration Committee, Athletic Committee and Equipment Committee.  

For tactical guidance, the research for this project includes Alice Collier Cochran’s “Roberta’s Rules of Order” book.  This author mentions that the United States is experiencing a cultural shift toward collaborative decision making and consensus building.  “Roberta’s Rules of Order” seeks to balance a meeting going from chaos to some sort of democratic order with less formality than the Robert’s Rules of Order that were adopted in parliamentary times. Cochran outlines realistic principles for effective meetings in order to improve the way organizations are managed, so the organization can be more successful at achieving their missions and goals. This writer selected three subjects GTA struggled with in the past season and summarizes below what “Roberta’s Rules of Order” states about the subjects below:

1) Proposals 

2) Decisions Making 

3) Communications 

According to Cochran, proposals are needed before launching motions and it is critical for the Board to identify the problem before trying to solve the problem with a vote.  Every organization needs a predetermined structure for proposal requests made of the Board.  The proposal structure should be simple to read, simple to understand and written in a direct and concise manner. A form should be provided by the GTA to serve as the structure of proposals submitted to the Board.  This form should include contact information, the problem or request, definition of goal and success metrics. 

The group should predetermine the decision making method for each proposal before the first vote is take. How controversial or complex a proposal is will dictate the appropriate decision making process.  For example, the group agrees on consensus, defined as 100% agreement.  This method of agreement works best for groups with compatible values, a tradition of using this method successfully and when requests are low in complexity.  Alternative methods use Simple Majority (50% + 1), Super Majority (66% + majority) and Substantial Agreement (75% +). Super and substantial majority are used for complex or controversial issues. The goal is to reach a decision in a matter that is timely, fair and consistently carried out. 

Roberta’s Rules of Order also suggested the definition of a quorum is decided upon and noted in the bylaws.  A quorum is defined as how many people are enough people in attendance to make a fair decision for rest of group. Also include what are the acceptable voting methods.   

Following Roberta’s Rules of Order,  not all votes determine action. Sometimes votes are needed to get a feel for how many votes may be on one side or the other.  For instance a straw poll is unofficial but can be used to test how people feel about an issue. Other methods are used such as holding up colored cards for Red (Stop/against), Yellow (Slow down/I don’t have an opinion yet) or Green (Go ahead I am for it).  When time is of the essence there are two methods used for voting: the verbal option and the silent option. For the verbal option the instructions are to pick a side and support the opinion for that pick. The silent option is to pick a side and say nothing. 


The third section from the “Roberta’s Book of Order” included in this research is communications. Cochran advises leaders make the best of face-to-face meetings and be comfortable with other forms of communications, such as email or conference calls.  Face-to-face meetings fosters relationships and promotes team work.  Research states over 75% of communications are non verbal, so Cochran suggests using face-to-face meeting whenever possible.  It is important to respect everyone’s time, so meetings need agendas with time commitments clearly listed.  If email is used for communicating, the group should have a written list of email rules that are reviewed occasionally. Meeting notes need to include action items and hold someone accountable by stating who is responsible for what and completed by when so there are a clear expectations for all parties. The group need to agree on who is taking minutes and how will they be distributed.  A time keeper also is assigned.  Ideally both roles are rotated or assigned to a non Board member.  The use of social networking sites, such as Face book, can be another tool for communications. Minutes can be posted on websites or in blogs for easy access and reference later. 
Applied Research
SWOT Analysis 


The objective for this SWOT analysis is to consider all the research and assess if the GTA can continue to be a viable resource for the tennis playing community in Greenbelt given current management conditions.  Using a SWOT analysis allows for themes to be uncovered and prioritization to be identified.  An additional benefit of doing a SWOT analysis is the clarity provided for designing the implementation plan.   

	Strengths, Weaknesses, Opportunities, and Threats Analysis

	Strengths (Internal)

	1. GTA is an established organization with known name in area tennis playing circles.

	2. GTA programs are adequately being attended at this time,  but are not at capacity.  

	3. GTA has a well developed and accurate email contact list, so some key procedures are already in place. This resource proves invaluable in promoting the GTA events for no cost. 

	4. GTA is already accustomed to creating the annual key date schedule, this being another key procedure already in place.   

	5. GTA does not have to pay for court time at Braden Field courts and has unlimited access for reserving courts for GTA events at Braden Field courts therefore GTA greatest advantage is its ability to pursue a low-cost strategy  for the tournament participants. 

	6. GTA and Greenbelt Recreation Department have a strong, collaborative relationship.  

	Weaknesses (Internal)

	1. GTA currently has very few volunteers managing the GTA programs and the number of volunteers appears to be dwindling.

	2. GTA currently lacks procedures for providing the Recreation Department with city of resident count. 

	3. GTA is not operating in compliance with its bylaws, (e.g. no elected Board, no annual membership meeting, very few meetings among the steering committee).  

	4. GTA lacks clarity on the goals and overall vision for this organization.  This leads to difficulty for the leading parties to make decisions. 

	5. GTA shares a website and email list with a neighboring tennis group and this could lead to “brand” confusion, but this is also a strength because it promotes the GTA events to a larger audience at no cost. 

	6. GTA currently lacks a clearly understood and agreed up shared vision, this leads to a situation instability therefore discouraging future volunteers from becoming involved and creating difficult in solving disputes.
7. GTA lacks procedures and policy around spending GTA’s money, therefore opportunities are missed due to no action when there are differences of opinion.  
8. GTA has limited experience with partnerships and professional relationships (i.e. tennis vendors, instructors, suppliers, other tennis professionals and other Greenbelt recreational organization.)
9. GTA’s home courts lacks lights on all 8 courts. Only 4 have functioning lights, currently and they are over 38 years old, are inefficient by today’s standards, illuminate into the sky which is also not in compliance with today’s light pollution standards, and are not strong enough for a good tennis playing surfaces.

	Opportunities (External) 

	1. GTA programs are not at capacity so more players could be accommodated and more courts are available in the area.

	2. GTA's home courts are due for upgrades in spring of 2010.  If this work is completed in the spring of 2010, this will encourage more tennis players to come to Braden Field courts, increase the length of the tennis playing days, and will spark renewed interest in tennis to the point where GTA attracts more volunteers.

	3. Greenbelt Recreation Department will be continuing the Kid’s Tennis Clinics in 2010 and this will encourage more playing tennis play in Greenbelt. 
4. Tennis industry sources reports more adults are playing more tennis than ever before.  

	Threats (External) 

	1. If programs are perceived as low quality or not competitive, this could lead to significant decreases in enrollment of tournaments and decrease GTA membership, thereby impacting the securing of adequate operating funds. 

	2. If the Recreation Department no longer finds value in GTA’s involvement or if GTA is no longer “Greenbelt” focused, access to Braden Field courts may be compromised. 

	3. If existing and emerging tennis programs in surrounding areas, are competing for the same tennis players than a new strategy may be needed for GTA to continue to attract tennis players. While GTA continues to be a low cost alternative, a perception in decreased quality of GTA programs (i.e. poor tennis playing surfaces, inadequate lights on the courts, lack of desirable level of competition) will eventually be deemed unacceptable by the tennis playing community, especially when compared to the more competitive and better organized tennis playing opportunities available in the neighboring areas. 


SWOT Analysis Conclusion
By assessing the organization’s current state using a SWOT analysis and taking into account best practices that are proven for other community tennis groups throughout out the country, the conclusion reached is that more management structure is needed for this organization to remain an adequate and viable resource for the Greenbelt tennis playing community.  If the current process, which can be described as an overall lack of structure and process, continues than GTA may be heading into another period of inactivity. This time recovery in later years may not be possible due to emerging and thriving tennis playing opportunities in surrounding areas absorbing the GTA players.  The momentum GTA built over the last several years will be lost. In addition,  the current conditions of the courts is an issue that limits tennis play at Braden Field and further reduces the likelihood that competitive players will return to the Braden Field Tennis courts. Research shows many practices can be put into place that will significantly enhance the abilities of this organization to create a more lasting infrastructure for the GTA organization.  

GTA has several inherent strengthens, such as  unlimited, free access to the eight Braden Field courts, being a established organization with an email list that includes over 500 area tennis players, and having a strong, collaborative relationship with the Colesville Tennis Ladder group and the Greenbelt Recreation Department.  There are opportunities which could be used to create greater buzz and increased excitement for the 2010 season, such as the completion of re-surfacing four courts and installing more efficient, better tennis playing outdoor lights at Braden Field courts. The fact that more adults are playing tennis in the United States, and the Recreation Department is willing to absorb the cost for the kid clinics therefore relieving GTA from this financial burden are also considered major opportunities for the coming season.  
However, there are significant weaknesses currently limiting the organization’s ability to attract new volunteers. An engaged pool of volunteers are very much needed to carry out the organization’s business.  Without engaged volunteers, the business of GTA will cease to exist.  The lack of engaged volunteers is directly impacted by GTA lack a shared vision across the organization. Without a shared vision, appropriate management guidance cannot be provided and volunteers do not desire to become involved in such an organization. 

From a tactical perspective, factors limiting this organization’s ability to attracted engaged volunteers is a lack of clarity around the organization’s mission, values and goals, a lack of procedures, such as on agreeing how to make decisions when 100% consensus is not possible, and a lack of developing professional relationships with other groups and a lack of leadership being supported by the membership. The GTA has reached a point where structure is needed to sustain. The time has come where a reliance on process, instead of personalities, is needed for GTA to thrive.    
The threats that could negatively impact GTA are centered around diminishing GTA’s perceived value.  With more adults playing tennis, there are commercial entities and emerging tennis clubs supporting this growth.  Indoor bubbles and other tennis playing programs in neighboring communities exist and are thriving tennis playing communities. Other groups may create events that are perceived as having a greater value when compared to the GTA events, therefore support for GTA will be difficult to achieve in later years. 
The SWOT analysis shows two items that appear simultaneously in two categories. GTA is a low cost alternative for tennis playing opportunities, however “low cost” appears as both strength and a threat. Attendance at tournaments is strength because today they are enough paying players funding the existing GTA organization.  However, the typical number of registrants in the tournaments is also considered to be an opportunity because the tournament draws are not anywhere near capacity.  The two aspects intersect when one realizes that even when using a very low cost strategy, GTA is not attracting enough players to fill the slots available in the tournament’s draw (tournament schedule).  

Tournament registration fees are the single largest funding source for GTA and tournaments are half price for members ($5 vs. $10), so this 50% discount and overall low cost offers the greatest benefit to GTA members. However, the current registration levels not being at capacity could be a sign of dwindling enthusiasm for GTA and dwindling membership levels may be next to come.   The low costs strategy has carried the GTA through a number of years, it will not serve the organization well when one considers the threat of another entities offering well managed and more competitive tournaments at a price that the tennis player considered to be of good value.  For profit making businesses, they realize that pursuing a low cost strategy is risky because the low cost strategy rarely provides a sustainable advantage in the market place. It leads to price wars and inadequate profit margins.  Experts claim the optimal strategy is a best cost strategy as it involves providing the best value for a relatively low price.  
Outdoor tennis facilities where tennis events are available for a very low cost is an adequate strategy that may attract enough tennis players to financially sustain a community tennis playing organization, when there is someone willing to put in the effort to plan, produce and manage the activities.  Relying on this set of circumstances will continue to produce inconsistency in activity levels year over year. GTA’s history supports this fact.  
For sustainable activity year after year, the tennis events should be well planned and perceived as high quality.  High quality events attract high quality volunteer efforts. In order to achieve such programs, this organization needs to meet the needs of the members AND attract service-oriented volunteers.  
GTA’s lack of structure and dialogue between members and leaders discourages service-oriented volunteers from becoming involved with the GTA because expectations are not clear as to what is expected of the volunteer.  Without clarity on the organization’s specific mission, the association’s goals are unclear and therefore addressing the lack of management structure is problematic.  
It is this writer’s opinion that the greatest hindrance for GTA attracting service-oriented volunteers is twofold:  1) a lack of management structure and 2) a lack of dialogue between members and leadership.  GTA cannot apply management structure to the organization because it lacks a shared vision of where is it going and what it hopes to accomplish. Leadership-Member dialogue would begin to be possible in a regularly, scheduled annual members meeting. 
According to Peter Drucker’s, “Managing the Nonprofit Organization”, the mission statement of a nonprofit needs to be clearly operational so that everyone involved in the organization can say this is my contribution to the goal. Drucker also adds high standards create self-respect and pride, therefore high standards are what attract people to organizations. GTA should strive to maintain high standards in the events they produce, in order to attract ongoing support from every avenue, i.e. players, volunteers, local tennis business, tennis instructors and the rest of the tennis community.  
If GTA continues to focus only on serving the tennis players using the low cost strategy, than the organization’s ability to exist is limited.  It is critical to attract enough service-oriented volunteers to manage the organizations business and fill vacancies in leadership positions as they occur.   The next section of this paper suggests three alternatives that provide a vision for the GTA with the focus on sustainable leadership and engaged volunteerism in order to provide year after year consistent existence of the GTA activities. 
Alternatives Approaches

Option 1
The first option is for GTA to combine forces with the Colesville Ladder group and become one community tennis organization.   In this manner the entire organization would include over 500 area tennis players. The two organizations already share a web site. This organization is similar to GTA because the Colesville Tennis Ladder home courts are also public courts.  The central theme to this option is expanding the geographic base of the community tennis group and  no longer limiting GTA to only Greenbelt. 
Besides more people being involved with a newly formed, combined organization, more court locations would be included over a larger geographic area.  All resources would be pooled for larger impact.  
The negative aspect to this option is during implementation it could be more politically charged that the other two options.  Resistance to change would be far greater than with the other options as there are two distinctively different cultures between the GTA and the neighboring Colesville Tennis Ladder group.   In addition, requesting maintenance requiring city funding for Braden Field Courts may prove to be problematic as GTA would no longer be a Greenbelt-focused recreational organization. There could be some difficulty in involving several different Parks and Recreation Departments when reserving courts for events because locations may need to be in various locations. Bureaucratic red tape may exist due to gaining approval at higher levels in the Parks and Recreation Departments before this arrangement could be implemented.  
 Option 2 
GTA serves as a tennis event planner for events and all things tennis that takes place at Braden Field in the City of Greenbelt. This approach requires willingness for the GTA leadership committee to embrace commercial entities and negotiate arrangements for all needed services when conducting GTA’s business. The needed services are traded in kind, paid for by GTA or negotiated in some other way.  The Board will have to release GTA monies and pay for services when needed. There would need to be accountability procedures devised to serve as checks and balances in the management of GTA funds in order to assure fair practices are being ultilized.. The vision with this option is to create quality tennis playing events centered at Braden Field courts and maintain a network of area tennis players and tennis resources. 
Here are several examples as to how this option could work. One example is staging a tennis social where GTA invites the local tennis racket manufacturer representatives and allows demonstrations.  A tennis-oriented retailer would also be present so racket sales could take place. Local tennis instructors would be invited to be on the courts during the demonstration, tossing the balls and keeping the demos moving. The instructors would be there at no charge, however it is understood they would be soliciting for new students among those in attendance.  
Another example is the GTA could purchase discounted coupons from College Park Tennis Club or Fairland Tennis Club for indoor tennis play during the winter months and provide the coupons to a volunteer who in turns manages GTA’s public relations efforts, such as submitting press releases to local newspaper.  

A third example of this option is GTA would contract with a caterer and outsource the selling of concessions at all tennis events so there is basic food and drinks available for the tennis players. This would replace the free food and sports drinks GTA supplies now, which requires a large amount of volunteer support. 
This option outsources many of the GTA needs. A benefit of this option is that it requires the fewest number of active GTA board members.  However, those elected would need to be very creative and have solid negotiating skills. Knowledge and contacts in the tennis playing community would be very helpful. 
Drawbacks to this option is the controversy that may surround gaining agreement among the membership base as to the acceptable values of the organization when securing, negotiating and spending GTA monies. This option would require more oversight by the GTA President and regular meetings with the GTA members to maintain openness and transparency in how the GTA is carrying out their mission and conducting business.  This option would also require a significant cultural change in the GTA membership organization because traditionally this organization has been very conservative with financial decisions in the past.   
Option 3
GTA grows a community around tennis by tapping in to other group’s volunteers by scheduling events to occur simultaneously with other Greenbelt recreational group’s activity.  This alternative is highly participatory using volunteers from GTA and coordinating with other groups so that more of one group’s volunteers are involved in the other’s activities.  This option requires far greater reach in to Greenbelt’s association ranks and it will require creatively collaborating with other association groups in Greenbelt. This approach will also require the GTA Executive Committee to move away from being totally tennis focused when considering events.  Tennis players are still being served.  However, the vision for GTA using this option is to be a volunteer based organization supporting the core tennis activities. Therefore, GTA has to remain focused on volunteer opportunities and collaboration with other Greenbelt groups.  Partnering with commercial entities is also included in this option. 
An example of how this option would work is provided by the Boys and Girls Club football games in the early fall. The home games are played on the Braden Field.  GTA schedules their fall tournaments taking into account the large audience watching the football players right beside of the Braden Field tennis courts. A concession stand staffed by volunteers from both GTA and the Boys and Girls Club is serving the attendees for both the football game and the tennis matches.
Another example is inviting another Greenbelt group, such as the Greenbelt Senior Softball team, to have a bake sell at the courts on the day of the GTA event.  In this way GTA does not need their volunteers for food at courtside.  The Greenbelt Senior Softball team would not be at the courts on this day.  
The benefits of this approach are that GTA may attract some nontraditional types of volunteers due to the exposure to other groups. Because of the interaction with another group’s event, the volunteer efforts are planned well in advance and this may attract more GTA volunteers among the spouses of league players, parents of junior tennis players and others as it shows GTA is a well organized group with high standards. 
A drawback to this option is scheduling for the season would require negotiating with other Greenbelt groups.  It is unclear when other groups are working on their schedules, so there may be timing concerns in confirming the annual schedule.  Another challenging aspect of this option it that it require establishing new relationships as the GTA will be collaborating with other Greenbelt groups.  This level of coordination may result in decreasing the number of events GTA offers. GTA would become a partner in planning events where tennis is a segment but may not be the entire focus. 
This approach requires being creative and reaching out to other groups in Greenbelt. Serving the tennis playing community is still a focus but greater collaboration is needed to coordinate with the other groups. 

Recommended Course of Action



The recommended course of action is for GTA includes three major areas that may or may not be implemented in this order.  First, gain the membership’s commitment in supporting a formally elected GTA leadership team and incorporate some procedural process in carrying out association’s business.  Agreement is needed on GTA’s vision, mission and objectives for 2010.  Second, revise the GTA bylaws to reflect this vision and make any other changes due to operational needs.  Third, adopt and implement Option 3 which is centers on collaborating with other Greenbelt organizations to share in needed volunteer service resources.  


GTA can incorporate some key management process running the organization and producing the events, beginning with following the bylaws and scheduling a member meeting in early 2010.  During this meeting, an appeal to the GTA members may provide adequate volunteer resources to maintain the GTA activity level. At a minimum, the season’s GTA officers can be elected at this meeting therefore providing leadership for the coming season.  


A vote can be taken for the schedule that accommodates the majority of engaged GTA members. This inclusiveness encourages further involvement and creates dialogue opportunities as to key interests. (The Greenbelt Senior Softball team manages to conduct their business and gain adequate volunteer support with three membership meetings during the course of their season.)   It is also recommended a close out membership meeting at the end of the season can serve as a nice thank you and can serve as an opportunity to nominated next season’s leadership. 



Also include in this set of recommendations is to revise the GTA bylaws to reflect modern day association operating requirements, such as a mission statement and agreed upon objectives for 2010.  


Also relating to the Bylaws, it is recommended the creation of three new positions.   The three new positions are Community Outreach Coordinator for approaching commercial interests and communicating about GTA opportunities, the Metric Coordinator for gathering key information such as number of Greenbelt residents and a Volunteer Coordinator for communicating with other associations and creating a schedule for volunteer opportunities. 


Another key recommendation is to produce an officer/volunteer handbook that can be easily updated annually.  The hand book explains basic procedures and process for each position and provides a copy of the bylaws, mission and current objective statements along with key contact information.  


The goal is to have the Greenbelt Tennis Association continue to exist without the involvement of the same handful of people year after year. A larger pool of non tennis playing volunteers is highly desirable.   Tennis players do not make the best volunteers during the tennis playing events because their focus is on playing tennis.  Greenbelt is fortunate in having over 20 service organizations registered with the city.  Most of the organizations have challenges with attracting an adequate number of volunteers.  A few conversations with other group leaders will identify viable opportunities among the groups. The GTA serves tennis players, however, GTA members may be willing to participate in other group events if they know there is a reciprocal action coming back to the GTA during the next GTA tennis next event.  The following Implementation Plan takes in to account all recommendations. 
 
Implementation Plan 

December 2010
1. GTA current leadership reviews this documentation. Approves the final recommendation and agrees upon an implementation plan. Selects the lead for this initiative project because GTA currently does not have officers in place. 

2. GTA schedules a GTA Member meeting in early 2010 in accordance to the current GTA bylaws to elect officers for the 2010 season.
January 2010 
1. The appointed GTA Leadership schedules conversations with other Greenbelt association group leaders to discuss synergy in the event schedules, and actual and desirable volunteer situations during the events. 

2. GTA receives bids and secures an affordable graphic designer to serve as the GTA Image consultant for the creation of website and a template for promotional fliers, plus assist in creating the handbooks for Board members and volunteers.  This position likely be a paid position to achieve all needed items in a timely fashion. Grant monies may be available through the USTA and other sources.  (Cost must be approved by Treasurer and the newly elected 2010 Board). 
March 2010 

1. GTA creates the 2010 schedule with a focus on other group’s schedule for volunteer synergy. 

2. Once the season’s schedule is determined, GTA appoints a community outreach contact and this person reaches out to the retail tennis community to determine if there are synergies in the GTA schedule and the commercial entities.  Maybe dual events will be possible. 
· Community Outreach position for meeting with tennis professional and League captain players in and around Greenbelt.  The goal of this position is to establish, grow and nurture and informed active community of tennis enthusiasts. This audience is composed of players, parents of players, school coaches, retail store owners, instructors and local USTA chapter Presidents. Must be willing to submit to weekly tennis communications. 

April 2010 
1. Once the season’s schedule is determined, GTA also appoints a metric coordinator and this person determines methods by which the city of residence is captured among any participant in a GTA event so GTA can provide to the Recreation Department. Other duties are described below. 

· Member data base and metric coordinator manages the email list, the membership payment list, tournament registration and provide metrics in a consistent reporting format to the Greenbelt Recreation Department and GTA Board. 
2.  GTA appoints a volunteer coordinator to focus on attracting capable volunteers across a wide variety of sources (including non tennis players)
· Volunteer Coordinator for leading sets of volunteers in the management of programs and events.  Someone who knows other groups in Greenbelt would be very helpful.  
May - October 2010 
1. Improve quality of scheduled tennis programs as they are implemented in the new season (e.g. advertise on USTA web site and communicate with USTA league captains) 
2. Revise the web site to capture the player’s city of resident when signing up for a GTA program.
3. Implement a follow up survey among all tennis players and key volunteers at GTA events. 
4. Review results with the leadership committee. Establish feedback loop to improve the process.   
5. GTA provides this count for city of resident to the Recreation Department 

November 2010 

1. Schedule season wrap up party and start planning of the GTA season of 2011.
Items needed for implementation  
1. Create Job descriptions: 

· Board members for leadership direction and a continued focus on Vision, Mission and Values
· Roles described for the three new positions
A. Community Outreach Contact 

B. Metric Coordinator

C. Volunteer Coordinator

· Tentative Schedule of events throughout the year

2. Revise Bylaws that include the following: 

· Include Board members roles, responsibilities and length of terms  

· Include Meeting protocol 

· Include check list for introducing programs and carrying out events 

· Include confirmation on voting procedures (agree on how to agree when 100% consensus is not possible) 

· Include policies for spending GTA money

3. Create GTA Board member hand book and GTA Volunteer handbook, including check list for tennis tournaments 
4. Create templates for promotional GTA fliers, financial GTA reports and a form to be used for requests to the GTA Board. 
5. Revise website to include city of resident and add social networking options. 
Conclusion
This paper used independent research and selected a SWOT analysis as the methodology to assess a recurring, undesirable managerial problems experienced by the Greenbelt Tennis Association. The current managerial situation within the GTA organization is that periods of high quality activity are not sustainable due to inadequate leadership and volunteer support, which leads to an inability for gaining support from the tennis playing community.  This support is necessary for the continued existence of the GTA.  
The organization has periods of inactivity due to losing its leadership. This situation is more devastating because there is an inadequate volunteer pool from which to draw new leadership.  GTA continues to attract tennis players to their events, but GTA has been only marginally successful at attracting the service-oriented volunteers who are willing to keep the group running.   
Effective volunteers are not attracted to poorly structured organizations because expectations are not clear as to what their involvement may entail. GTA currently cannot adhere to a more structured management style because the organization lacks a clearly understood vision.  This lack of vision has created a situation where objectives have been individually-based instead organizational-based.  

The final recommendations of the paper require shifting the GTA organization’s focus to embracing a larger tennis community than presently embraced. This includes commercial entities and other Greenbelt recreational groups in order to secure need support to produce quality events.  In addition, there needs to be more engaged activity from the GTA tennis playing members than just playing tennis.  It takes a far greater number of folks than a handful to maintain GTA’s ability in producing high quality tennis playing events.  
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APPENDIX 

Greenbelt Documents 

1. Original GTA Bylaws and document titled “GTA History – Rough Draft”
2. 2009 and 2010 Recognition and Contributing Group Application for GTA to Recreation Department

3. GTA and Recreation Department meeting minutes from Nov 4 2009 Brainstorming session

4. Samples of GTA work sheets

Other Recreation Group Documents 
1. Montgomery County Tennis Association Bylaws – June 2009
2. Greenbelt Boys and girls Club Bylaws – June 2008

3. Greenbelt Consumer Cooperative – Annual Member meeting Minutes 2008 and agenda for 2009
USTA Best Practice Documents (http://www.usta.com/USTA/Global/Active/Custom%20Pages/About%20Us/8365_USTA_Best_Practices.aspx)
1. Best Practice - How to grow more volunteer leaders 

2. Best Practice - Creating Excitement through a “Demonstration Day”

3. Best Practice -  Boise Corporate League

4. Best Practice - USTA Member Appreciate Day 

5. USTA – Sample of  Volunteer Manual 

6. USTA – Sample of  League Tennis Committee Timeline 

7. USTA – Sample of  League Tennis Committee Notebook 

8. USTA – Sample of League Tennis Weekly Conference call 
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