The EFA Membership System
In this third part of “How Things Work in the EFA”, we explain a few things that directly concern our key stakeholders: You: Our Members.
The EFA is a Federation of Branches.  For many members, their State Branch is “the EFA”; however, all the Branches together make up the EFA.  Each Branch represents the sport at the State and local level.  

The National EFA President and the CEO represent the EFA at the National level (Australian Sports Commission, Australian Olympic Committee, etc.) and International level (FEI and other National Federations).

Branches process membership horse registrations.  When joining, members become members of their respective EFA Branch and of the National Sporting Organisation, the EFA.  You may know that your membership fee includes a number of components: 

· A Branch membership component,

· Personal accident insurance (plus some public liability insurance), 
· a National Administration levy (basically the National membership fee), 
· the ICDF levy for the International Competition & Development Fund, and 
· other charges that may be levied by the Branch.  
The total amount payable varies a lot between the Branches, partly because some of them (like NSW with its Discipline Councils) are structured quite differently from others.
If you can’t remember all the benefits you get from your membership, you can look up our web.
Membership By-Laws
The EFA Membership & Committee By-Laws govern the overall structure of the Federation and its components, particularly National Committees, and also membership categories and conditions.  In recent years, Branches have agreed to implement a fairly consistent set of membership categories, as provided in the By-Laws.  

Other By-Laws and Policies exist in a wide range of fields.  You can access them on our web.
Membership Services

The National Office recently conducted a survey of membership services and benefits provided in the various Branches.  There is quite a diversity of activities.  Since the provision of services requires time and effort by individuals and often needs to be done by paid staff to ensure consistency and continuity, larger Branches are often in a position to offer a greater depth of service.
Whilst diversity does have some advantages, Branch Managers are now working much more closely together to harmonise basic conditions of membership.  
One Web System
The adoption by Branches of the National web system is a good example.  All States have now become part of the system and most of them have adopted a fairly common “look and feel” for their sites.  Sharing one system means that National news shows on the home page of Branch webs, there is an integrated event calendar, all kinds of information can be searched because it is on the same database, and other advantages
National Database

The database that contains member, horse and results information is one that was developed from the NSW database.  It only really became “national” in 2003 when the last of the States started using it.  The database is also linked to the EFA web sites, so that results, horse names and other information can be easily searched online by all members and the public.  Yes, we know when people have coaching or officiating accreditation for particular Disciplines, but it is very difficult to determine from the database who, for example, and how many participate as Dressage or Jumping riders and at which level.
Ideas for a new membership system
At the 2005 EFA National Forum in Sydney, I proposed the introduction of a club-based membership system similar to that used by most other sports in Australia and also by many National Equestrian Federations in elsewhere in the world.  So it is not a new idea.  In fact, it is also not the first time that a move to a club-based membership system has been proposed in the EFA.  For some reason, the idea was not ever pursued.

Participants at the 2005 Forum received the idea of club-based membership more warmly but we need to do a lot of work to make the change.
What would a club-based membership system look like?
In very broad terms, it could look as follows:

· People interested in equestrian sports would join an “EFA club” and would through this club membership also become EFA members with lower-level privileges that include the right to participate in club-level competition.  

· A very small portion of their membership would go to the EFA Branch and to the National Office.

· Branches would continue to process horse registrations and related matters, while the National Office would issue National Horse ID documents and FEI passports.

· If members want to take part in Associate competition, they would need to get a low-level rider’s license from their Branch.  There would be up to three levels of licenses, with the FEI-level license handled by the EFA National Office.
There area number of options for each of these and other items but the idea is that in overall terms, the cost to members, and the Branch and National Office income should stay the same. 

Double-click the PDF icon to find our more about club-based membership. 
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Broader Benefits

With a shift to on-line membership facilities already happening, the time consumed in EFA Branches by processing this paperwork will reduce over time.  With a gradual shift towards club-based membership, Branch personnel will have additional time available to service members and clubs.  Direct membership with the EFA could still be possible for those who do not want to (or for some reason are not able to) become members of an “EFA Club”.
On-line membership would also be available to “EFA club” members. This will further reduce the membership administration work in clubs.  Right now, more and more clubs will be able to join the EFA web system and take advantage of its membership administration facilities that not only keep records of membership, committee compositions and office holders, but can also automate renewal invoicing, enable e-newsletters to members and subgroups and more.
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Moving towards a Club-based EFA membership system

A Discussion Paper

At the 2005 EFA National Forum, participants expressed overwhelming support for a
move towards a club-based membership system for the EFA. It appeared clear to
them that this would not only benefit the EFA by broadening its membership base, but
that such move would have many other advantages. A club-based membership
system would:

e Bring the EFA in line with the membership system commonly used in other
sports in Australia and in many equestrian federations overseas.

e Strengthen the links between affiliated clubs and the EFA.
e Reduce the distance between members and their organisation.
¢ Eliminate a great amount of data duplication.

e Provide better participation data (who competes in which sport and at what
level).

e Give clubs access to club management tools and a web site because of the
change of systems in the EFA.

e Streamline membership administration for individual members.

All this cannot, of course, be brought about unilaterally by the EFA. It requires the
support of clubs in the first place. Clubs will need to be able to see sufficient
advantages to themselves and their members before they will consider “joining” the
club-based membership system. This will mean a ramping up of club and member
support services by both the Branches and the National Office.

One of the biggest stumbling blocks in the minds of many people is working out how a
club-based membership system would work in practice. One major concern is how
Branches would still get the income that they presently generate through their direct
membership. So let me firstly broadly outline what is currently happening and then
show ONE model of how a club-based membership system could work.

The Current System

People interested in Equestrian activities often join a club (or more than one) to be
able to participate in training and competition and often in social activities. If the club
is EFA-affiliated, they may enter in club and EFA Associate competition held by their
club. If they wish to participate in “Associate” competition outside of their club, or in
“Official” competition, they must join the EFA through their respective Branch. Their
membership fee includes Personal Accident (PA) insurance cover, Public Liability (PL)
insurance and the National levies: an administration levy, which is basically the
“National Membership”, and a levy that goes towards the International Competition &
Development Fund (ICDF). Branches remit PA insurance receipts directly to Aon and
National levies to the National Office. The National Office administers Public Liability,
Associations Liability and Voluntary Workers Personal Accident insurances.

Although membership categories have become more consistent in recent years, the
actual fees charged for each category vary widely between Branches. A recent survey
of services provided by Branches to their members, clubs, committees and other
stakeholders also showed a lot of diversity, but Branches can and do learn form each
other as communication between them has greatly improved in recent years.





Membership details kept on the EFA National Database do not enable us to identify
directly whether a person competes and, if they do, in which Discipline(s) and at
which level. The results database can provide some of this information but “data
mining” is difficult.

As far as members are concerned, many belong to more than one club. In NSW (and
to an extent in Tasmania), the system is further complicated since the Branch has
delegated the management of the various sports to Discipline Councils that also hold
their own membership (in addition to EFA Branch membership). In general, Councils
are the first contact point for Council members for rule and other sport-technical
enquiries. This is also the case for EFA members who are not members of the
Council(s) for the sport in which they participate.

Clubs are another story. In many cases even clubs primarily established for “EFA
sports” operate rather independently of the EFA. Often, their main contact with the
Branch is the approval of official events on the EFA calendar and matters relating to
these events (entry checks, results, etc.). We now have additional club details
available through the Public Liability insurance administration of the National Office.

The recent Branch services survey has provided further information of services offered
by Branches to clubs.

A Model for Club-based Membership

The Basic Principles

People will retain the choice of joining/renewing with the EFA directly. This would
be either in a new category created for the club-based model, or as Recreational or
Officiating members. Members wishing to compete would then need to acquire the
respective “licenses”.

To be able to compete in “Associate” or “Official” competition, competitors will need
competitor’s licences, ideally issued for each sport with a reducing scale of fees for
multiple sports.

The “normal” path into the sport would, however, be through joining an EFA Member
Club (“EFA Club™). Entry-level membership would allow club members to participate in
club competition, including “EFA Associate” competition run by their club. To be able
to compete in “EFA Associate” and other events run by other EFA clubs, they would
need to hold an “Associate” competitor’s license or higher.

Basic membership administration would transfer to clubs. Clubs need to keep
basically the same records now. The EFA is about to offer them a web-based system
that will automate most functions including the calculation of amounts due and the
production of invoices and payment advices for the various fees and charges. The
web system will also enable members to update personal details on-line and offer on-
line joining and renewal facilities.

As far as club remittances for Branch and National levies and for PA insurance are
concerned, these could either be made by the club to one central point and then
redistributed, or the club would need to make three separate payments. The MyClub
member administration system can produce the appropriate documentation
automatically.

EFA Branches would issue “Associate” licenses and licenses for lower levels of
“Official” EFA competition while the National Office would issue higher-level licenses
(say, FEl-level). How this is administered is open for discussion.





EFA Branches would still register horses and issue performance cards or similar
documents that make a horse’s registration “current”. The process for this could be
combined with the licensing system. This may also be the time for a complete review
of performance recording, much of which is already done on the National Database
and available for “look-up” through the web..

What is required to make the new system work

It is obvious that the EFA will need the “buy-in” of clubs. This does not mean that
each and every EFA-affiliated club would have to become an EFA club. (Note: Many
affiliated clubs only affiliate to take advantage of EFA Public Liability insurance.)

During the 2005-06 Club Insurance renewals, the EFA National Office surveyed clubs
regarding their activities and services to determine whther they qualified for the
“Premium Club” 25% insurance discount. 90 clubs indicated their interest in joining
the EFA web web system and its member management services. This represents
about one-quarter of currently affiliated organisations who are already inclined
towards greater interactivity with the EFA.

These 90 clubs combine to have over 9,000 members, and over 34,000 persons are in
attendance at their largest “horse activity days” of the year.

Club committees and club members generally will need to be convinced that it is to
their advantage “to go the EFA way”. They will need to have the confidence that the
EFA and its Branches can provide the necessary support for the change-over and its
subsequent maintenance. This will range from training activities and resource
materials for the new system, to on-going help-desk-type support, and membership
material for distribution through clubs. The expected reduction in Branch membership
administration should free up resources for higher levels of club support services.

As mentioned earlier, a move to a club-based membership system will be a gradual
one, including the retention of personal direct membership of the EFA.

The Financial Model

I have created a simple financial model that shows that Branch and National revenues
currently derived from direct EFA memberships could roughly be maintained in a club-
based membership system that is based on the model outlined earlier.

Conclusion

There are, of course, a number of matters that require further and more detailed
consideration. | am also hoping for constructive input from various parties that will
help finetune this plan, move it through a number of iterations. At the and of this
process, we may be able to commence implementing a club-based membership
system that works to the advantage of most, if not all involved or affected.
Regardless of the time of introduction of such system, however, providing the best-
possible support to our affiliated clubs remains one of the EFA’s most critical
objectives.

Franz Venhaus
CEO






