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All’s well that ends well

On the pitch at least – a dramatic last-day 2–1 win at Hampton secured the place of the club in
BSS for next season. Events elsewhere meant that only a win would keep us out of the

bottom three, and our improved form over the last month of the season, when once all seemed lost,
carried us over the finishing line.
Well done to all concerned – players andmanagement – in pulling through when it seemedwe

might not make it.
Some of our younger players, such as DavidWheeler, JackWalder and Ross Sutton, have made

great progress during the season. Others like James Fraser and Kane Louis have come in during
mid-season and added to the mix, while former favourites Siggy and Lewis Hamilton returned to
the fold. Loanees Rob Gradwell and Sami El Abd made a big contribution to the improved
performances, and it’s great to hear that Rob has already been signed up for the coming season.
On the downside, keeper Rikki Banks has nowmoved on to local Conference rivals Eastbourne

Borough. Unfortunately, our player of the season was not under contract, and so moves on without
the club receiving a fee.

OFF THE PITCH
The financial position of the company (Lewes 2000FC
Ltd) is still difficult going forward, and any transfer
value in our players is the biggest asset that the club
owns. For the future, we need to protect our assets by
putting our promising players under contract where
possible, to prevent them being poached by other clubs.
Off-the-field issues have had a big impact on the

position of the club all season. A group of individuals
came forward at the eleventh hour to pay off the
outstanding debt to the taxman (HMRC), and thanks to
their generosity the winding up order was avoided.

The Supporters Trust, in the person of committee member
Alec Foord, presented our player of the season, Rikki Banks,
with a bottle of bubbly after the last home game of the
season. We await news of his replacement.



The Trust believes that the company owe in the region of £300,000 to various individuals and
businesses. Some of these debts are ‘soft loans’, which don’t require immediate repayment.
Sometimes soft loans can become donations, or can be converted into shares.

A COMMUNITY CLUB?
To reach the full range of community interests in the Lewes area we need to talk to a non-football
audience. Being a community club certainly includes the fun days, holiday programmes and
educational packages which the club runs at present, but that’s only the beginning. The real
benefit derives fromways in which different sections of the community are drawn in, with groups
otherwise hard to reach becoming encouraged to see the Dripping Pan as somewhere their own
activities might be focused.

The best way for a club to root itself among both regular fans and those who wish the club well but don’t
always come to matches is to create the right model of ownership and decision-making – with supporters in
the driving seat.

SUPPORTER OWNERSHIP
The general election saw political parties wake up to the problems many clubs have experienced,
so starting a debate on the best way forward.
Labour's sports manifesto talks about the need to 'work with national governing bodies to

improve the financial governance of professional sport and to ensure greater supporter involvement
in professional clubs, making it easier for supporters trusts to buy stakes in their clubs'.
The Conservatives want to 'reform the football governance arrangements so co-operative

ownership models can be established by supporters, as part of a wider package of reform of
football finance and governance'.
Supporters are often confused about the ways in which a football club can change its

organisational structure. Lewes 2000 FC Limited is a standard private limited company owned
by the majority shareholder, with the purpose of generating profit for its shareholders. In reality,
clubs like Lewes will be aiming to break even.

The Rooks Supporters Trust believes that this model is no longer appropriate for a club which wishes to
develop as a community enterprise. It would be better to create a new type of organisation, more suited to
the kind of business the club actually wishes to be.
Local rivals Eastbourne Borough set up a community interest company (CIC) to protect the

non-football assets of their business from outside interests. Chelmsford City has recently decided
to follow their lead. A significant amount of income from other revenue sources is essential to
smaller clubs, as admission money at the gate covers only a part of the costs of running a club at
this level. Lewes FC has always been restricted by the inability to generate non-football financial
streams.
A new alternative is a community benefit society (CBS – sometimes called a BenCom). This is

an organisation which sets out a range of social objectives to be delivered by the business, and the
reasons for registering as a society, rather than as a company. A community benefit society is an
incorporated industrial and provident society (or IPS – like the Rooks Supporters Trust) which
conducts business for the benefit of its community. Profits are not distributed among members or
external shareholders, but returned to the community. A football club might use this model to
allow staff and fans to take part in decision-making.
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HOW COMMUNITY BENEFIT SOCIETIES OPERATE
Some of the main characteristics of a CBS are as follows:
• They are set up with social objectives to conduct a business or trade.
• They are run and managed by their members.
• They must submit annual accounts.
• They can raise funds by issuing shares to the public.
• They can be established as charities, provided that they have exclusively charitable

objectives that are for the public benefit, allowing them to raise capital through public grants and
charitable trusts. If approved, they're known as exempt charities – reporting to the Financial Services
Authority (FSA), not the Charity Commission.
A CBS can apply an ‘asset lock’ to any facilities owned by the CBS. An asset lock is a way of

preventing the value in assets developed by the community benefit society from being taken from
community ownership and sold on to a private interest.
Charitable CBSs must have an asset lock, but no football club currently has charitable status.

Non-charitable CBSs can apply an asset lock, which protects their assets for the future benefit of
the community. CBSs that do so may only convert to a Community Interest Company (CIC).
A CBS – as a non-dividend paying organisation – should be eligible for any grants which can

be paid to not-for-profit bodies. So a new start as a community organisation would help in
supporting grant bids, and allow possible access to funds from outside bodies to improve
facilities at the Pan.

WHAT NEXT FOR THE ROOKS?
The bottom line is that two essential components need to come together – a lock and a key, as part
of a viable business plan to carry the club forward from where we are. They are separate, but
interlinked, and need to be sorted out as soon as possible.

The lock
A debt management plan is essential, to clear the backlog of historic debts within a reasonable
timescale. This is the lock from the past which must be opened.
The existing burden of debt hanging over Lewes FC needs to be removed, to allow newmoney

to be drawn in without concern over the financial stability of the organisation and so that a
realistic budget for BSS can be set.
The refinancing of the club should aim to raise capital to fund future development, so that it no

longer looks over its shoulder at the legacy of debt inherited from the previous company, Lewes
2000 FC Ltd. The club can be in a position to know what can be afforded only once that debt is
removed, because an unexpected call-in of debts/loans can disturb the forward plan.

The key
There needs to be a change of structure, to ensure that the club manages within its means, with
clear rules to ensure that we cannot return to unsustainable spending. This is the key to a healthy
future.
A new structure will allow a clean break with the problems associated with the previous

company and management, and would enable the club to progress and face the future with
confidence.
Setting out clear lines of responsibility within the management system, together with a means

of reporting back to members, is important to develop the trust needed to run like a well-oiled
machine. It is vital that the details of these measures are published and audited, so that Rooks fans



knowwhere things stand. Being open and transparent on money matters has many benefits – the
club can show the difference between the old and the new in the way it chooses to engage with
its supporters.
Wemight assume an average gate of perhaps 550 in a mid-table season, and perhaps more if the

club grows a little. (This season we averaged 440.) We should certainly look to include more guest
invitations to schools and community groups, which would extend the basic level of support.
Marketing strategies, such as a discount for bonfire members in costume, could help swell the
numbers further.

HOW DOES THE CLUB AVOID GETTING INTO FINANCIAL DIFFICULTY?
• Set realistic budgets based on modest increases in support from the current base, and not

including any expectation of cup income until it has been won.
• A wage structure for the playing staff needs to be in place, which does not allow great

disparities between individuals.
• Expenditure based on the club looking to spend no more than 60 per cent of turnover on

staff costs is a useful rule of thumb.
• The best way to avoid further problems with tax debts is to pay HMRC by direct debit or

standing ordermonthly, before any other spending is allowed. Thiswould prevent debt building up.
Get the basics right, and we interrupt the spiral of spending money we do not have to get to a

place we cannot afford to be.

CAN IT BE DONE?
Lewes is a town with a great variety of community involvement, from bonfire through to interest
groups of every kind. Each week, on the terraces and in the stands, every professional skill needed
to run a community-based football club is represented by the fans. How do we draw these
people into a more active role? By making the Rooks a club they own and run!
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Encouraging the supporters of tomorrow: youngsters line up to
greet the teams before the 5–1 defeat of Dorchester Town at the
Dripping Pan.

Young star: David Wheeler with
his England Schoolboys’ cap at
Wembley.


